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Foreword

I was pleased when Dr Wroblewski asked me to write a foreword for Culture Management:
Strategy and Marketing Aspects. The field of cultural management and marketing has
changed dramatically since the first edition of my book Marketing for Cultural
Organizations was published in 2000. Dr Wroéblewski carries forward the work of
understanding the use of business strategy in cultural organizations. At the time my book
was published, the idea of using business models to guide the strategy of cultural
organizations was strongly resisted. Now many managers and marketers who work for
nonprofit cultural organizations understand that they need to develop and implement a
business strategy if they are going to survive.

Dr Wréblewski’s book explains clearly what has changed to make the use of business
models necessary, even in organizations which might have resisted in the past. Globalization
has resulted in a population which understands and appreciates art and culture created in
other countries. While it might be agreed that this is beneficial for society, it means that
cultural arbitrators within a country no longer have the authority to dictate what is accepted
as culture. Managers now understand that to gain the support of the public they must explain
the benefits of consuming their cultural product.

Besides a sharing of culture across borders resulting in a reduction of cultural hierarchy,
Dr Wroblewski explains how the growth of available entertainment options has affected
cultural organizations. Previous generations’ distinction between high art and popular culture
is simply not relevant in a democratized world where people feel free to enjoy whatever
entertainment they wish. Both because it is what audiences demand and due to the need for
revenue, cultural institutions are faced with the pressure to define their product more
broadly. Finally, technology has affected every aspect of life, and the public expects cultural
organizations to keep pace. Globalization, technology, and competition from other cultural
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and entertainment options have resulted in a need for organizations to ensure that their
strategies meet the changing needs of the consumer.

| believe that the typology of the cultural industries described in Chapter One is
particularly helpful for the reader. Previously it was easy to describe cultural institutions as
product-focused and cultural industries as market-focused. After reading Dr Wroblewski’s
book | believe there will be an inevitable blurring of this distinction. In fact, while cultural
institutions focus more on the market, cultural industries may begin to produce more original
artistic work. In the future, cultural managers must be able to balance both types of focus at
the same time.

In Chapter Two, which discusses the application of marketing to cultural organizations, |
would point the reader’s attention to Figure 2.2. Here, I believe, Dr Wroblewski addresses an
important emerging issue for cultural institutions. Traditionally these organizations were the
arbitrators who deemed what culture was ‘worthy’. With the democratization of culture and
use of technology to disseminate cultural products they are now being bypassed. Individuals
who are producing the creative product can now, thanks to technology, go directly to the
public with what they produce.

The basis of Chapter Three is a study of the missions and objectives of Polish opera
houses. However, it would be an error for the reader to believe that the analysis is only
applicable to this type of institution. Reading the chapter should help any manager
understand the relationship between their mission and their strategy. Cultural institutions
face unique challenges in developing a marketing strategy: these organizations were usually
started by a founder with a vision, not started to meet an existing consumer need. In addition,
the product is unique and often does not easily communicate its value. What | found of
interest is Dr Wroblewski’s argument that there is no focus on a competitive advantage.
Cultural institutions, such as opera houses, believe in cooperation rather than competition. A
competitive advantage is determined by consumer wants and needs and the basis of
marketing strategy. When these wants and needs are not part of the original founding of the

organization, developing a marketing strategy will be difficult.
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Foreword

Dr Wroéblewski finds that most missions are product-focused only in that they describe
the cultural product they are presenting. A thorough analysis of the institutions’ objectives
finds that most focus on artistic quality and dissemination of the work, with little or no
emphasis on socio, cultural, market, or financial objectives. While in the past an emphasis on
only the artistic product was acceptable, it now leaves the cultural organization vulnerable.

According to Dr Wroblewski, one of the issues that keeps cultural institutions from
taking a more market-centered approach to strategy is that they define their market segment
very broadly. If marketing strategy is based on the consumer, it is understandable that the
more widely the institutions define their market segment, the more difficult it is to develop a
strategy. His suggestion is that the institutions develop separate strategies for customers,
donors, and employees.

If the reader is looking for inspiration on how to communicate the value of their cultural
institution’s product to the consumer, Chapter Five provides many examples, exploring how
technology now helps bridge the divide between the institution and the public. Marketing
isn’t simply focused on promotion; marketing is also focused on making it easy for the
consumer and organization to interact. If this is done effectively, interest in the product will
develop.

There is still some resistance from the managers of cultural institutions to implementing
business strategy. They can learn from this book that marketing models can be used while
still adhering to a mission. It is the responsibility of the manager to ensure a correct balance

between the artistic mission and attracting the public.

Bonita M. Kolb
Professor Emeritus of Business Administration
Lycoming College in Pennsylvania, USA

Nashville, 27" November 2016
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Introduction

Any business entity which wishes to maintain and strengthen its position in the market must
adapt to changing market conditions and the requirements and needs of its customers. This
applies to all sectors of the economy, including business entities in the cultural sector, such
as cultural institutions. For over twenty years, we have been able to observe dynamic
developments in this sector, which have thus brought about a change in its business
structure. This change is mainly reflected in the increase in the number of private institutions
and companies in culture-related industries, which in turn has led to ever more pronounced
competition in the sector. As a result, managers have been forced to become interested in
strategic and marketing management. It has turned out, however, that a lack of basic
theoretical knowledge and practical experience has seriously encumbered the efficient
preparation and implementation of activities in this area. Difficulties with the use of strategic
management and marketing strategies in the cultural sector have been mainly due to a lack of
knowledge and sometimes even an aversion to marketing of managers of cultural
institutions, as well as its erroneous identification with sales and advertising. Therefore, the
main objective of this paper is to present some strategic solutions and to model marketing
strategies and other activities in the area of marketing that can be applied in the cultural
sector. The practical application aspect of the paper is evident in the indication of the
direction future marketing efforts of cultural institutions should take in order to improve
their market position. The following issues have been subjected to a detailed analysis:

e Missions and strategic objectives of cultural institutions;

e Difficulties associated with formulating the mission and strategic objectives of

cultural sector entities;
e Customer segmentation criteria used by cultural institutions;

e Choosing a course of action and marketing tools;
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e The greatest problems associated with the implementation of marketing strategy in

the cultural sector;

e New media in the marketing activities of cultural institutions;

e The possibility of using modern technologies in the marketing communications of

cultural entities.

The study consists of five chapters. The arrangement of the book’s content - leading the
reader from general topics to specific issues, as well as the presentation of the content
through numerous drawings, graphs and charts - give the book a very practical dimension.

The first chapter, “The Meaning and Essence of the Cultural Sector”, is a theoretical
introduction to the issue of management in culture. It introduces and organizes the basic
conceptual apparatus related to culture, cultural industries, creative industries, and the
cultural sector. The study also presents the division of cultural entities in regard to their
marketing orientation and discusses the impact of the cultural sector on socio-economic
development.

The second chapter, “Conditions for the Development of Marketing in Organizations in
the Cultural Sector”, analyses the conditions for the application of marketing in the cultural
sector, the concepts and objectives of marketing culture, as well as the most common
reservations or objections it faces. At the end of the chapter, the functional mechanism of the
culture market (market conditions for the development of the concept of marketing in the
cultural sector) is discussed, and two marketing models are analyzed. The first one has been
adapted to the needs of the activities of cultural institutions, and the other can be used by
companies in the cultural industries.

In the third chapter, “Strategic and Marketing Planning in Cultural Institutions”, the key
elements of marketing strategy are discussed on the basis of source literature and the results
of research conducted in cultural institutions: mission and strategic objectives with the main
problems in their formulation, the selection of a target market (segmentation criteria for
customers of cultural institutions), as well as the selection of the marketing method and
instruments (product, price, distribution, promotion, and staff). At the end, four model

marketing strategies are proposed which can be used by managers of cultural institutions in
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Introduction

relation to specified target markets. The main problems associated with the implementation
and execution of marketing strategies adopted by cultural institutions are also discussed.

The fourth chapter, “Marketing Strategies Based on Relationships with Key Market
Participants”, shows the importance of issues related to the evolution of mutual relations
between market participants in relation to the analyzed cultural sector. The chapter presents
the process of developing long-term relationships between cultural institutions and
stakeholders, as well as the most important measures (benchmarks) for the sustainability of
the relationship. Original marketing strategies developed by drawing on original research,
based on relationships between consumers of artistic offerings, donors, and employees, are
presented.

The final, fifth chapter, “New Media and Technology in the Strategic Activities of
Cultural Organizations™, suggests directions which cultural institutions should take with
regard to their future marketing activities. It presents new media and modern technologies as
material for an effective marketing strategy. The chapter discusses the importance of social
media (Facebook, Twitter, Instagram, YouTube, and blogs) in the marketing
communications of cultural institutions. It also presents the possibilities of using holograms
and virtual advisors as tools for the promotion of culture, as well as other innovative
solutions such as virtual tours or applications for mobile devices (smartphones, laptops).

This book is primarily intended for students studying management and marketing in
culture. I also believe that the structure of the paper and the issues raised within will be
useful to cultural managers, employees in cultural institutions, organizers of cultural
activities, impresarios, as well as independent artists who promote their work on their own.
The paper may also be useful for businesses, for which cooperation with cultural institutions
is a potential opportunity for the development of innovation, creativity, and the integration of
employees. Cooperation between business and culture may in fact bring tangible benefits to

all parties.
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Chapter 1

The meaning and essence of the cultural sector

1 Culture and its divisions

The source literature contains many different definitions of culture. This complex
phenomenon is the subject of description and study by various disciplines: sociology,
cultural anthropology, ethnography, cultural economics, and the emerging new discipline of
culture management (including strategic and marketing management). Each of these
disciplines studies and describes culture from its own perspective, leading to a lack of
agreement regarding basic theoretical and methodological issues, which can even be seen in
the different ways of understanding the main concepts used to describe socio-cultural reality,
its phenomena, and its processes. Verbal and terminological disputes are not uncommon, in
which the interpretation of the author’s statements is inconsistent with their intentions. This
is because when cultural researchers, workers, and managers who are directly involved in the
promotion of culture use the same terms and descriptive phrases, they do not necessarily
speak about the same objective reality, even when using the word “culture” (Grad and
Kaczmarek 2005: 11).

Culture is one of the fundamental concepts of contemporary humanities, and although the
use of the term only became widely popularized in the twentieth century, its etymological
origin dates back to classical antiquity. The Latin word cultura originally meant simply the
cultivation of soil, but Cicero, in the Tusculanae Disputationes, expanded its use to
intellectual phenomena, calling philosophy the culture of spirit (Kloskowska 1983: 9).
Considering the etymology of this word, we could say that it describes everything that man

does and that surrounds him, with the exception of the natural world. In the broadest
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meaning, culture is the entire material and spiritual heritage of humanity collected,
preserved, and enriched over the course of its history, passed down from generation to
generation (Polish language dictionary 1995: 1015). According to Szczepanski (1965: 47),
culture is the entirety of the material and non-material products of human activity, values,
and practices recognized, objectified, and adopted within any collectivity, transferred to
other collectivities and to future generations.

Tackling the issue of management and strategic marketing in the cultural sector, it is
necessary to define the concept of culture, which delineates the scope of the characterized
phenomena. When we compare the uses of the word “culture” as used by cultural managers,
employees of cultural institutions, and cultural industries, and where culture is understood as
a result of research in such disciplines as philosophy, sociology of culture, or cultural
anthropology (ethnology), we note significant differences. In the first case, in official
nomenclature, culture is simply used to refer to ways and means of disseminating culture, i.e.
the form of disseminating culture (cultural activities). In this case we can speak about a
practical and administrative understanding of culture. According to this approach, culture is
“the whole of a specific type of projects: soirées, sightseeing tours possibly combined with
visiting museums and architectural monuments, reader contests, folklore festivals, activities
of various types of amateur groups: singing, dance, theater groups, etc.” (Kmita 1982: 5-6).
In this sense, culture becomes synonymous with “cultural life”, that is, the collective
participation in public forms of the dissemination of culture. In the second case, it is difficult
to talk about a single notion. There are plenty of different theoretical and academic concepts
of culture; with all their diversity, however, none of the theoretical and academic concepts of
culture coincide with that block of events and group activities which are referred to as
culture in practical and administrative terms.

Ethnological scientific literature devoted to culture has grown so much that an overview
and the systematization of this concept has become a vital necessity. The most
comprehensive overview of this kind thus far is presented in the 1952 paper by Kroeber and
Kluckhohn. A critical overview of the concept of culture made by Kroeber and Kluckhohn
takes into account six types of definitions of culture, or actually six different aspects which

tend to be emphasized in various definitions, but rarely occur on their own or
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The meaning and essence of the cultural sector

independently. These include the following aspects: descriptive, historical, normative,
psychological, structural, and genetic (Ktoskowska 1983: 21).

The descriptive definition is the classic form of the early ethnological definitions. It is
represented by, among others, the still-useful classic definition by Tylor: “Culture or
civilization, taken in its wide ethnographic sense, is that complex whole which includes
knowledge, belief, art, morals, law, customs, and any other capabilities and habits acquired
by man as a member of society” (Ktoskowska 1983: 21). Historical definitions appearing in
the second category mentioned by Kroeber and Kluckhohn emphasize the aspect of tradition
constituting culture; for its definition, they use such expressions as inheritance and legacy.
Normative definitions emphasize the subordination to standards as a property of cultural
behavior; they focus on the unity of a “lifestyle” characterizing particular cultures. The
definitions classified by the authors in the psychological category include the mechanisms of
the mental development of culture, and thus the process of learning and forming habits. This
category also includes definitions defining culture as an adaptive system. Structuralist
definitions are characterized by their focus on the overall character of different cultures and
their internal connections; definitions of this type speak about a specific culture or different
cultures, not about culture in general. Genetic definitions place an emphasis on explaining
the origin of culture, its juxtaposition to nature, and its character as a product of the social
coexistence of humans.

The notion of culture is so internally varied that when describing marketing and strategic
aspects of management, we cannot subject it to an overall analysis. It is necessary to isolate
its specific areas. Culture can be divided into many areas, in an obvious way, as a set of
forms of social consciousness. Each of them constitutes a specific form of social
consciousness. As a result, we can distinguish between the following fields of culture (Kmita
1982: 73-74):

e Technical/functional culture, i.e. a form of social consciousness which regulates the

primary practice (production, consumption, exchange);

e Language, i.e. a form of social consciousness which regulates the practice of

language communication;

e Customs, i.e. a form of social consciousness which regulates customs;
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e Art, i.e. a form of social consciousness which regulates artistic practice;

e Science, i.e. a form of social consciousness which regulates the practice of research
(science);

e Public political and legal awareness, i.e. a form of social consciousness which
regulates political and legal practice;

e Public pedagogical awareness, i.e. a form of social consciousness which regulates
institutional (school and non-school) teaching practice;

e Magic, i.e. a form of social consciousness, now basically a relic, in the past
regulating the “material and magic” practice;

¢ Religion, i.e. a form of social consciousness which regulates religious practice;

e Public secular/worldview awareness, i.e. a form of social consciousness which
regulates the secular/worldview-forming (“philosophical” in the broadest sense of the
word) practice.

Therefore, the entire culture of a given society can be classified as follows: the first
division of this culture is formed by the field that is defined as a technical/functional culture
and which is a socio-subjective regulator of primary “material” practice (production,
exchange, consumption), while the second division is made up of all the other fields of
culture (language, customs, art, science; social, political, and legal awareness; social
pedagogical awareness, magic, religion, social secular/worldview awareness). It is evident
that these other fields of culture do not make up a single form of social consciousness; we
can only speak of a certain sphere of social consciousness, a certain sphere of culture - a
sphere of symbolic culture.

Kmita, in addition to the division of the cultural fields into technical/functional culture
(civilization) and symbolic culture, also introduces a further breakdown into the culture of
tangible values, and a worldview-forming sphere of symbolic culture. The first part of the
second division covers not only technical/functional culture, but also some fields of
symbolic culture. Hence, it can be applied to the division of symbolic culture itself. In this
case, we obtain: symbolic culture of tangible values otherwise known as symbolic culture in
the narrower sense, and the worldview-forming sphere of symbolic culture. The distinctions

made between the spheres of culture are shown in Figure 1.1.
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Worldview-forming

Culture of tangible practical values sphere of symbolic culture
A AN
- N 7 N
Technical/functional
culture Symboli¢ culture

(civilization)

k J

hd

Symbolic culture
in the narrower sense

Figure 1.1 Division of culture. Source Kmita (1982: 85)

The fields of symbolic culture which have been accounted for have been divided as follows:

e Symbolic culture in the narrower sense (symbolic culture of tangible practical

values): language, customs, art, science; social, political, and legal awareness;

e Worldview-forming sphere of symbolic culture: (“pure”) magic, religion, social

secular/worldview-forming awareness.

Therefore, the culture of tangible practical values, covering normative beliefs, which
determine tangible practical values, is divided into two different spheres: technical/functional
culture, and symbolic culture in the narrower sense.

The immediate aim of this distinction of culture is to outline a certain concept of culture,
and above all the area which we will use when describing the marketing and strategic aspects
of management in culture and cultural industries. Therefore, for the purposes of this paper,
the term “culture” is used in its “practical-administrative” sense, identifying culture with
forms of making participation in culture more popular, and the cultural entities organizing

this participation. In addition, it should be noted that we will be moving in the realm of
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symbolic culture, and more specifically in the realm of symbolic culture in the narrower
sense outlined above. The main field of culture will be art, i.e. a form of social consciousness

regulating artistic practice.

2 Relationships between culture, cultural industries, and creative

industries

Theoretical approaches to the analysis of the commercial use of culture see this phenomenon
in different ways, which leads to the variety of names it is given, such as “cultural
industries”, “creative industries”, “leisure industries”, “industries based on intellectual
property rights”, or “creative economy”.

The concept of “cultural industries” first appeared in 1947 among the representatives of
the so-called Frankfurt School in an essay titled “The Culture Industry: Enlightenment as
Mass Deception” by Theodor Adorno and Max Horkheimer, and it was initially used to
criticize the modern, mass approach to entertainment. The combination of the words
“culture” and “industry” was used in order to shock the reader and disavow popular forms of
entertainment, such as second-rate press and film, or music aimed at a mass audience.
Today, the term “cultural industries” has lost its pejorative connotations, and it is used to
identify those industries that “combine the creation, production and commercialization of a
product with an intangible and cultural nature, where the product (its contents) is usually
protected by copyright” (UNESCO 2005). These are industries which concentrate on the
production of various cultural goods and services, as well as industries whose production is
based on the industrial duplication of the original works of artists. Among them in the
culture market we can distinguish:

e Audiovisual and film industry;

e Publishing and press industry;

e Recording industry.
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Based on the approach of the Frankfurt School, cultural industries are characterized by
the following features:

e Economic perception of the product, in which it is important to ensure an adequate
rate of return on investment; this economically rational condition often results in the
need to avoid novelty as too unpredictable, to provide appropriate “filling” of the
product with personalities known to consumers (e.g. movie stars) or to provide an
adequate number of attractive special effects;

e Standardization of production associated with the concentration of producers and
conducive to the economies of scale, where the increased number of manufactured
products reduces their unit cost (e.g. printing books);

e Dichotomy of internal contradictions present in the product, individualization versus
standardization, art versus entertainment (e.g. screening a film at the cinema);

e Continuous prolonging of the satisfaction of needs, in which the consumer receives
only a semblance of the fulfillment of their expectations and is encouraged to
purchase another product which might better satisfy their need for beauty or the need
for artistic experience (e.g. a symphonic concert at London’s Barbican Centre).

In 2011, the European Statistical Office (Eurostat) completed work on the ESSnet-
Culture Final Report, which sets a uniform way of estimating the contribution of entities
from cultural and creative industries to the national economy, for all European Union
countries. In it, the sector of cultural industries is described as a group of different areas of
activity related to the production of cultural goods, which includes various forms of
businesses with different mechanisms for generating revenue. The interpretation of this
sector in such a way is the basis of the key document for the future cultural policy of the
European Union, referred to as the Essen Declaration. This declaration, which is a summary
of the conference “Culture Industries in Europe - A Comparison of Development Concepts”
(the conference took place in Essen on 19-21.05.1999, during the German presidency of the
EU), identifies ten axioms defining the role of culture industries for the economies of
European countries, and indicates directions for further work on policies to support their

development (Table 1.1).
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Table 1.1 Essen Declaration - ten axioms for cultural industries

CULTURAL INDUSTRIES

Represent a distinct economic sector, whose components make up the rich mosaic of complementary
sectors of the economy, which on a regional and local level make it possible to identify individual
profiles. Statistical research and conventionally used categories do not include the richness and
diversity of structures, as a consequence cultural industries must be treated as a separate entity in
relation to economic policy, cultural policy, and urban development. Only when this condition is met, is
it possible to fully appreciate the importance of cultural industries to the economy and society,
employment policy, urban development, and infrastructure.

Are future-oriented, their characteristic feature is a high level of creativity and innovation in a market
where most goods and services have no substitutes. Cultural industries have developed both in terms of
content and new technologies. In key areas of employment, cultural industries require comprehensive
professional training, knowledge in the field of culture and a high level of qualifications, as well as a
huge commitment.

Can secure and create sustainable employment at regional level by generating jobs outside the public
sector. Various sub-sectors of cultural industries, dominated by small and medium-sized enterprises,
offer many opportunities to create new jobs. They are also strongly rooted in local environments and
regional networks.

Can help to reinforce endogenous regional potential, because they depend greatly on traditional and
cultural diversity, know-how, and innovation networks existing in towns, cities, and regions of Europe.
In the age of globalization, products and services provided by these industries emphasize the regional
profile and have a positive impact on the conditions underlying general economic development.

Deploy Europe’s historic heritage in the competitive global market, Europe’s greatest potential is its
history and traditions. The cultural richness and diversity of Europe are the product of centuries of work
of creative artists, craftsmen, technicians, and their clients. Cultural industries are based on this
potential, at the same time contributing to its future development. In many areas of employment in
culture-related areas, cultural industries protect the existing cultural landscape, contributing in this way
to maintaining the contrast and to reducing the effects of global mass consumption.

Need an active culture policy, despite the fact that they promote the development of culture at a local
level they are not, however, able to sell their goods or provide services in the absence of a diverse
cultural environment, supported by the public sector.

Need an active economic policy; sectoral strategies and policies should be developed taking into
account the many components of the market of the cultural industries, in order to improve the
conditions for the development of cultural industries in European cities and regions. This will also
contribute to the strengthening of existing structures and the development of innovative potential.
Support programs should be established for new companies emerging in the sector of cultural
industries, which take into account their needs and individual help should be provided to them, e.g. in
the form of access to specialized information, advisory services, or capital.

Require support from urban-development policy; urban environments, which appeal to the
international community from an employment and housing location point of view, are preconditions for
the development of cultural industries. Both small and medium-sized enterprises are willing to use
existing cultural heritage in their activities and programs aimed at tourists. Cultural industries
strengthen the position of the centers of European cities, making them more varied and safer.

Require integrated urban and regional policy; a combination of simultaneous support for culture,
economy, and urban areas as part of a development policy can create synergy effects in many areas of
urban and regional development. The establishment of such strategies and projects will require new
forms of cooperation and the creation of new partnerships for bringing these separate policy areas
closer in cities and regions. With the reform of the EU’s system of structural funds, the cultural sector
has been granted a new status. It was decided that both on the European level and in individual Member
States, more resources from the structural funds should be dedicated to promote this sector.

24
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10. Require a fitting context in Europe; the future development of cultural industries depends on the
context, provided by a formal and legal framework and infrastructure - they must take into account the
specific conditions of cities and regions, as well as the presence of open and flexible partners both in
the public administration and financial sector. The trade in cultural goods and services provided by
cultural industries requires a balanced level of taxation, social welfare contributions, unified legislation
to protect copyright, etc. European policy can support these processes by harmonizing the legal and
economic framework within which these processes occur.

Source Essen Declaration: Ten Axioms for the Culture Industries in Europe (1999)

The message from Essen regarding the economic, social and cultural importance of cultural
industries has a tremendous value. It certainly showed the possibility of a new approach to
the cultural sector, which is formed not only by the traditional, usually subsidized fields, but
also industrial areas. It was also decided that cultural industries, like the culture on which
they are based, are worthy of promotion, support, and the attention of the public authorities.

The relationship between culture and cultural industries is presented in Figure 1.2,

[ Culture industries ] [ Culture }

Literature
and press
Production
and Film and
distribution media

interdependence

\

Publishing
and
bookselling
market

Recording
industry

of films
and TV

Entertainme
nt
industry

K Culture sector /

Figure 1.2 Relationship between culture and cultural industries

Theater and
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Throsby (2008: 150) proposed a concentric model of cultural industries (Figure 1.3). He
divided the activities of cultural industries into four circles: core artistic activity related to art
(e.g. literary, artistic, musical work), other core artistic activities (e.g. activities of theaters,
museums, cultural centers, concert halls), culture industries (e.g. publishing, television,

radio, film festivals), and related economic activities (e.g. design, advertising, fashion).

Related economic activities (creative industries)

Cultural sector

Figure 1.3 Model of cultural industries by Throsby. Source Throshy (2008: 150)

The closer to the core, the higher the cultural content of products and services created
within the cultural industries, as well as the greater the demand for artistic and creative
engagement (labor input) from the people creating them. The core of the model are artists

and basic fields of art (visual arts, performance arts, media arts, and literature) - Figure 1.4.
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ART
\ 4 v \ 4 A 4
Performance Visual arts Media arts Literature
arts
| theater | painting | artinstallations L lyric
L dance L sculpture L narrative literature
— film
L music L crafts L tragedy
| digital art
L opera computer art

Figure 1.4 Division of art. Source McCarthy (2001), Kolb (2005)

Cultural institutions (e.g. theaters, opera houses, concert halls, museums, libraries) are
listed among other core art activities. The diffusion of concepts, artistic ideas, and inspiration
naturally extends from the core outward, reaching the related economic activities, and

eventually to creative industries, distinguised from cultural industries (Table 1.2).

Table 1.2 Categorization of culture, cultural industries and creative industries

Sector Industry Characteristics
Core. Area of art

Visual arts o craft Usually not economic activity, its
e painting products are prototypes or
e sculpture products potentially protected by
e photography copyright.

Performance arts e theater
e dance
e music
e oOpera
e circus

Media arts o film
e electric installations
o digital art, computer art

Literature o lyric
e narrative literature
e tragedy
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Circle 1. Other core artistic activity

Culture dissemination institutions:
e concert halls

e orchestras
e opera houses
e operettas
o theaters
e museums
o galleries
e cinemas
e cultural centers
e community centers
o libraries
e institutions for the protection and documentation of
monuments
Circle 2. Cultural industries
Film and video The circle includes economic
Television and radio activities aimed at  mass
Video games, computer games reproduction, whose products are
Music e recorded music market protected by copyright.
e live music
e management of copyright in music
Books and e book publishing
newspapers e publishing of newspapers and
magazines
Circle 3. Creative industries
Design e fashion Not necessarily economic in
e graphic design nature, often providing prototypes;
e interior design produ_cts are  protected by
e product design copyright.

Architecture
Advertising
Source KEA European Affairs (2006: 56)

Creative industries consist of ventures in which culture becomes a “creative”
contribution to the production of goods which are classified into branches not directly related
to culture. These are activities such as design (fashion design, interior design, industrial
design), architecture, and advertising. It is assumed that in modern societies, creative
industries are the fastest growing segment of the market of social goods and services. It is
estimated that in the United States, this market (audiovisual sector, consumption of cultural

industries, software, fashion, graphic design, and others) represents more than 50% of the
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entire market. The very notion of “creative industries”, however, is relatively new and
research concerning this sector is also a new field. The term has been used since the end of
the twentieth century, and was popularized in 2000 by Richard Caves. The very title of his
book Creative Industries: Contracts between Art and Commerce indicates that creative
industries operate at the interface between cultural activities and business. The concept of
creative industries is a broad category that includes the arts, cultural institutions, cultural
industries, and other types of creative activity, including industries using new technologies
(e.g. new media) in creative activities. The boundaries of this concept are determined by the
understanding of creativity and innovation. At the widest point they are blurred and it is not
possible to differentiate between creative industries and other types of intellectual activity
containing elements of creativity and innovation, including scientific and technological
innovation. The category of leisure time places cultural industries within the narrow
definition of culture as art. However, the field of creative industries (a wider category than
cultural industries) also includes products that meet the conditions described above, the
consumption of which however is characteristic not only of leisure time, but also of activities
pursued only partly during leisure. Due to focus on profit, new types of media, privatizing
consumption, belonging to the sphere of entertainment rather than to art, or due to other
reasons, these products go beyond the traditional fields of art and activities of cultural
institutions.

The definition adopted by the Department for Culture, Media and Sport (DCMS) for
creative industries acknowledges those areas of business activity in which individual
creativity is the main input in the production process, and intellectual property is a

characteristic of the product which is the result of this creativity (Figure 1.5).
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CREATIVE INDUSTRIES

Arts and crafts subsector

Creative production subsector

Creative services subsector

Performance arts, music
industry, industry, art and
antiques market, crafts

Publishing industry, radio and
television industry, film and
video industry, computer
gaming industry, fashion
industry

Advertising industry,
architectural design and urban
planning, software services,
design

Figure 1.5 Typology of creative industries according to DCMS. Source Department for Culture, Media and

Sport (2001)

The definition of creative industries adopted by the European Statistical Office (Eurostat)

Is based on two definitions:
e cultural industry enterprises are enterprises producing and distributing goods and
services, which at the moment of their development are considered as having specific

attributes, uses, or purpose which embodies or conveys cultural expression,

irrespective of their commercial value (EU Commission 2010);

e creative industries and cultural industries are industries involved in the creation and
supply of market products and services, which result from the cultural and creative
contribution which gives them their value (Power and Nielsen, 2010: 3). The area of
the creative sector consists of ten domains of culture: national heritage, libraries,

archives, books and press, visual arts, performance arts, multimedia and audiovisual

arts, architecture, advertising, and crafts.

These areas encompass activities varying in terms of their economic function in the areas
of creation, production,
management, and control. Thus, according to Eurostat’s definition, the cultural sector can be
seen in broad terms (core activities, other core artistic activities, culture industries, and

creative industries) as a collection of all the entities which are players in this sector (Table

1.3).

publication, distribution,

sales, maintenance, education,
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Table 1.3 Institutional typology of the culture sector - in the broad definition

LOCAL GOVERNMENT

Largely responsible for the program of public services in the cultural sector, coordinating development
strategies, financing cultural activities, and territorial marketing. The local area of cultural development
depends on the local government’s efficiency and effectiveness. It is usually heavily involved in the
development of the local economy.

CULTURAL INSTITUTIONS FINANCED BY LOCAL OR CENTRAL BUDGET

Responsible for the implementation of the program of public services in the field of culture, they organize
cultural activities and generate the circulation of culture around themselves through various partnerships, in
cooperation with private parties and non-governmental organizations. Creating cultural capital through
cultural education, they stimulate the potential for the development of cultural services.

PRIVATE ENTITIES (COMPANIES, ENTERPRISES)

They form a very important part of the cultural sector as they are actual businesses, creating the most jobs,
inspiring innovation, stimulating increasingly advanced needs for the development of the educational
system, attracting the so-called creative class. We can specify the following industries: film, video and
audiovisual production industry; music industry; publishing industry; media industry (television, radio,
newspapers, Internet); advertising industry; graphic design and industrial design; fashion design;
architecture; performing arts; activities of artists and crafts; galleries and art trade; preservation of
monuments and works of art; computer games and software; private cultural institutions (coffee shops,
cultural centers, music clubs). We could even add the tourism industry (travel agencies, hotels, conference
centers and convention centers, restaurants, amusement parks, services related to active tourism, cultural
route operators).

NON-GOVERNMENTAL ORGANISATIONS

They form a large part of the cultural sector. The variety of forms and the range of activities, the
interdisciplinary character of projects and the combination of commercial and social goals, are wide-
ranging. Organizations function as corporations or as small entities established for a single project,
remaining dormant until the next project. Foundations and associations form the densest network of cultural
entities (creative industries are harder to find outside metropolises) with the highest number of cultural
projects and number of people involved (staff and volunteers). NGOs acquire very large external financial
support from EU and national funds.

BUSINESS SUPPORT ENTITIES

These include many varied institutions which provide developmental support. They include technology
parks, investment zones, development incubators, economic development agencies, cluster initiatives,
technology transfer centers, training institutions, chambers of commerce, and special purpose funds. Equally
important are 3rd sector support institutions (volunteer centers, NGO incubators, specialized systemic
foundations). Some of them are set up especially for the development of the cultural sector. Local Action
Groups can be an example of this type of institution.

RELIGIOUS COMMUNITIES

They are significant cultural entities. They organize social activities, organize education, are associated with
the development of cultural and pilgrimage tourism, and take care of a large number of historic buildings
and monuments.

SCHOOLS AND EDUCATIONAL INSTITUTIONS

These entities may also fall within the scope of the cultural sector. Art schools are of particular importance.
The development of education will strengthen the presence of culture in this system (this may be reflected in
the development of cooperation with artists, after-school education, or new courses in the field of cultural
education).
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HIGHER EDUCATION INSTITUTIONS

Higher education institutions (including the faculties of humanities, social sciences, management,
education) and art universities are an important sub-system of the cultural sector. They run libraries, and
museums and research institutions operate within them. A very large part of their activities can be
considered cultural. Above all, they are concerned with the education of cultural personnel including artists,
organizers, managers of culture, and specialists in the cultural sector.

NATURE CONSERVATION INSTITUTIONS

National parks or landscape parks are also part of the cultural sector. In addition to nature conservation, their
duties include the protection of cultural heritage, and the management of museums and educational
facilities. They are the “backbone” for the development of cultural and nature tourism, and wildlife is a
cultural resource.

NATURAL PERSONS AND LEGAL ENTITIES MANAGING MONUMENTS

Natural persons and legal entities that own or manage monuments can form a separate group. Their
protection generates revenue in the conservation sector. They include popular tourist attractions. Monuments
are often transformed into profitable ventures within the leisure industry (hotels, conference centers, private
museums, fashionable residential buildings).

INFORMAL GROUPS

Informal groups are for example artist groups, special interest groups, local activity groups, or informal
associations. In order to operate, they spend money in “cultural needs shops” such as bookstores, shops for
musical instruments or board games, and shops with accessories for allotments or tourism. They represent a
huge market of needs within the cultural sector. New cultural businesses and NGOs also derive from here.

One of the approaches to the cultural sector (culture, cultural industries, and creative
industries) is the use of the concept of a value chain, introduced to describe economic
processes by Michael Porter in 1985. With respect to the creative industries, the value chain
starts with artists and cultural institutions, expands further through various manufacturers
and distributors of cultural products, and ends with the recipients, i.e. the broadly defined
audience. In an ideal case, each link in the chain forms a kind of added value, making the
product better adapted to the recipient. In reality, however, it is possible that the value is
subtracted from, rather than added to, in the value chain. An example of a value chain in the

music industry is shown in Figure 1.6.
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e the process of creating music by composers and
lyricists
e performing of music

e recording music and activities of record labels

e music publishing, both in the form of recordings and
musical scores

¢ manufacture of musical instruments
activities of music organisations

3 o distribution of products related to music

manufacture of toy instruments
o design of merchandise (e.g. cups, T-shirts,
notebooks) with the images of musicians, bands

Figure 1.6 Value chain in the music industry

This approach assumes the commercialization of cultural production, which - in most cases -
means that mass production is assumed. The relationships between culture, cultural

industries, and creative industries are shown in Figure 1.7.
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INDIVIDUALS ARTISTS/CULTURAL INSTITUTIONS
Artistic creativity Activities of cultural institutions
(e.g. literary, visual art, musical creativity) (e.g. theaters, opera houses, concert
halls, museums, libraries, cultural
centres)

<

CULTURAL INDUSTRIES

Production Distribution
e publishing and press industry (e.g. distribution and sale of newspapers,
e recording industry books, CDs, DVDs, distribution, display
e audiovisual and film industry of films, trading in antiques)

<

CREATIVE INDUSTRIES

Production, creativity Distribution, promotion
(e.q. specialised design - design, software
development - computer games, (e.g. advertising - advertising agencies,
multimedia, photographic services, news agencies, organisation of trade
manufacture of toys) fairs, conferences, exhibitions)

Figure 1.7 Relationship between culture, cultural industries, and creative industries. Source Kasprzak (2013:
43)

The World Intellectual Property Organization (WIPO) introduced the concept of a
creative sector. According to WIPO, the creative sector means all the industries whose
activities encompass the creation, production, manufacture, performance, broadcasting,
exhibition, distribution, and sale of goods protected by copyright. They therefore include:
press and literature, music, theater production, opera, radio and television, photography,
software, visual arts, advertising services, and copyright and collective management societies
(WIPO 2003). In turn, the Economy of Culture in Europe report released by KEA European
Affairs in 2006 proposed the division of the creative sector into the cultural sector and
creative industries. The cultural sector includes:

e Non-industrial sector - producing non-reproducible goods and services (concerts, art

fairs, exhibitions, etc.). These are primarily the fields of arts (such as visual arts -
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painting, sculpture, crafts, photography; art and antiques markets; performance arts -
opera, orchestras, theater, dance, circus and heritage, including museums, historic
and archaeological sites, libraries and archives; and

e The industrial sector - producing goods and cultural services on a massive scale (e.g.

books, films, music recordings). These include cultural industries such as audiovisual
production, video games, television and radio, recording industry, book and press
publishing.

Due to the very wide diversity of entities in the cultural sector, this paper will use the
concept of the cultural sector in its narrow sense. In this case it will mean core artistic
activities, other core artistic activities, and cultural industries (Figure 1.3), as distinguished
by Throshy.

3 Typology of cultural institutions

The concept of a “cultural institution” can be considered in a narrow or broad sense. The first
of these approaches includes institutions creating and disseminating works of art dedicated to
the art of interpretation (philharmonic orchestra, opera, operetta, theater, etc.), visual arts (art
galleries, museums, etc.), libraries, and cultural heritage. In the broad sense, this concept also
covers so-called cultural industries (e.g. film studios, cinemas, mass media, radio,
television).

Depending on the mission of a cultural institution, it may fulfill different functions:
creation, production, reproduction, dissemination, or storage. VVarious combinations of these
functions are also possible, depending on the goals of the mission; e.g. some theaters are
involved in the creation of art, its presentation, and dissemination, while others focus on
promotion and sale (Mazurek-Lopacinska 1997: 92, Lehman and Wickham 2014). A
characteristic trait of cultural institutions is their great diversity in terms of size, structure,
and the fields they represent. From the marketing point of view, it is important to divide the

entities in the cultural sector according to the focus on the product or market (Figure 1.8).

Logos Verlag Berlin - Academic Books for Sciences and Humanities 35



tukasz Wréblewski: Culture Management. Strategy and marketing aspects

[ CULTURAL SECTOR }

ENTITIES
CULTURAL INSTITUTIONS [ CULTURAL INDUSTRIES ]
Institutions Institutions
creating works of art disseminating Institutions, companies,
works of art organisations, businesses
in cultural industries
Core artistic activity Other core artistic
activity
Focus Focus Focus
on the on the on the
product product market

Figure 1.8 Division of cultural institutions on the grounds of their marketing focus

Focus on the product means placing it at the center of attention of a cultural institution,

and examples could be: early music, contemporary art museums, one-man theater festivals.

Focus on the market consists of building and addressing the cultural offer to the needs and

expectations of customers (e.g. symphonic concerts of the Dutch virtuoso violinist Andre

Rieu).

As entities belonging to the cultural sector, this paper primarily refers to the public, to

private and mixed cultural institutions and companies, and to businesses and organizations

focused on the production of various cultural goods and services whose production is based

on the industrial duplication of the original works of artists (Figure 1.8).
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4 Culture and its industries as a factor stimulating socio-economic

development

Estimates of the contribution of the cultural sector to the economy have been conducted by
many organizations. For example, according to the World Bank, in developing societies the
cultural sector helps to create new opportunities to generate income through knowledge and
cultural production. The role of the cultural sector, in the view of the World Bank, is to
catalyze regional development, to contribute to the development of tourism, and to
strengthen social capital as well as human capital. By recognizing the role and importance of
this sector, the World Bank undertakes actions to incorporate cultural factors in credit
strategies and engages in cultural projects, e.g. in the field of cultural heritage in countries
taking loans (World Bank 1999: 15). On the other hand, according to the calculations of the
European Commission, the economic dimension of the cultural sector is expressed in the
creation of 2.6% of the EU’s GDP, and in the rate of development which is higher by more
than 12% than the rate of development of the EU economy overall (Kem et al. 2011: 4). In
addition, the cultural sector provides 1.7% of all jobs in the European Union - among the
European countries, the highest share of employment in the cultural sector can be observed
in Iceland, Norway, Denmark, Finland, Sweden, and Latvia, the lowest in Romania and
Portugal (Cultural Statistics 2011). Figure 1.9 presents the proportion of people employed in

the cultural sector in relation to total employment in European countries.
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Iceland 3,2%
Norway 2,6%
Sweden 2,3%
Latvia 2,3%
Denmark 2,3%
Finland 2,3%
Germany 2,2%
Great Britain 2,1%
Netherlands 2,0%
Slovenia 2,0%
Lithuania 2,0%
Croatia 2,0%
Hungary 1,8%
Estonia 1,8%
Malta 1,7%
Czech Republic 1,7%
France 1,7%
EU-27 1,7%
Austria 1,6%
Bulgaria 1,5%
Ireland 1,5%
Belgium 1,4%
Switzerland 1,4%
Poland 1,4%
Luxembourg 1,3%
Spain 1,3%
Cyprus 1,2%
Greece 1,2%
Slovakia 1,1%
Ttaly 1,1%
Portugal 0,9%
Romania 0,8%

0,0% 0,5% 1,0% 1,5% 2,0% 2,5% 3,0% 3,5%

®Employment in the cultural sector in relation to total employment in 2009

Figure 1.9 Proportion of people employed in the cultural sector in relation to total employment in European
countries in 2009. Source Cultural Statistics (2011: 67)
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The growing importance of the cultural sector in national (and regional) economies has
an impact on both the development of entrepreneurial and creative behaviors of the
inhabitants of the region and on the improvement of its competitive position. It also
increases the attractiveness of the country or the region for present and future residents,
tourists, and investors. The cultural sector has become an engine of growth, analogous to
agriculture in the 1920s, industry in the fifties and sixties, and the telecommunications and
IT sector in the last two decades. Culture and its industries are therefore a generator of new
solutions that penetrate into other sectors of the economy, and are adapted or modified there
(Smolen 2003, Morozova et al. 2016).

The importance of culture and the impact of cultural industries on socio-economic
development can be analyzed from different points of view. Assuming a wide impact of
culture, we may identify the following significant and major planes of impact of culture and
cultural industries on economic development (Wrdblewski 2016, Kasprzak 2007, 2013):

e A direct impact on the labor market by creating jobs friendly to the environment,
based on knowledge and high technology - due to its innovation and the constant
production of new goods and services, the cultural sector is now one of the fastest
growing sectors of the labor market;

e Creating products for other sectors (branches of industry), which contributes
indirectly to increasing the number of jobs in sectors complementary to the cultural
sector - tourism, recreation, education. Culture, in fact, works for other sectors. An
example would be national heritage, which in many countries, including the less
developed ones, is an engine for the development of the tourism industry;

e Increasing the revenues of local or regional budgets directly through the sale of
cultural goods and services in the internal and external markets, and indirectly
through property taxes, income tax from individuals and companies, and profits
generated in complementary industries;

e Investment attractiveness of the region (the Bilbao effect);

e An element of renewal and revitalization of urban and rural space and industrial
facilities. Revitalization helps to improve the quality of life of the residents, restoring

spatial order and the economic recovery and reconstruction of social bonds;
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e Help in creating a positive image of the region or the entire country;

e Increasing the level and quality of life which is reflected in the attractiveness of the
place of residence, helps to attract and retain highly-qualified, creative people;

e A way to combat the so-called urban disease - the weakening of social ties.

An increase in individual income and an increase in the turnover of businesses results in
the fact that local or state budgets experience higher tax revenues. Research in this area
shows that culture and cultural industries, especially tourism motivated by cultural activities,
promotes prosperity, creates additional economic activity, activates other industries, affects
the real estate market, and encourages the development of infrastructure.

Estimating the impact of the cultural sector on socio-economic development is extremely
difficult and requires an inquiry into the effects of what investing in culture (the cultural
sector) brings to the economy. The source literature notes a rather obvious fact: that the
positive effects of “investing” in culture are long-term. However, they rarely appear
immediately after incurring expenditure, and are therefore more difficult to observe and
evaluate. The evaluation of these relationships requires the following conditions to be met
(llczuk 2007):

e A detailed examination of the structure of the cultural sector, establishing a list of
institutions,  business entities and other stakeholders, identifying the
interdependencies between them and the relationship between cultural institutions
and the rest of the economy; it is also important to understand the potential boost to
the economy, which may have its origin in the operation of cultural entities (cultural
institutions, businesses in cultural industries);

e The identification and selection of appropriate methods by which we can explore the
direction and the impact of cultural entities and related events on economic, social,
and cultural life;

e The existence (collection) of statistical data that would allow the use of available
methods (the smaller the region under examination, the more difficult this condition
is to apply, if only because of the lack of aggregation of certain data).
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The most tangible result, though often difficult to precisely evaluate, is the fact that a
new demand and an inflow of new capital (and/or retention of local capital in the region or
country) has appeared. An equally obvious effect is the creation of new jobs, which

consequently increases the income of the population.
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Chapter 2

Conditions for the development of marketing in organizations

in the cultural sector

1 Conditions for the application of marketing in culture and cultural

industries

In literature on marketing, next to the concept of classical marketing, a rather significant
amount of material from the point of view of methodological values (where the
differentiating factor of marketing is striving to meet customer needs and creating their
satisfaction as a basis for achieving the company’s objectives) is dedicated to the concept of
strategic marketing, relationships, services, values, experiences, and territorial marketing.
These concepts, without major modifications, have been adopted in commercial
organizations and have also been widely applied in cultural industries. Nevertheless,
relatively few authors have analyzed their application in the field of culture, which Thorsby
classified as core or other core artistic activity. In addition, representatives of cultural
institutions often do not recognize, or are opposed to, the use of marketing tools. They
mistakenly equate marketing with selling, thinking that such methods reduce the value of the
activities in which they engage. They believe that their products should not require a
commercial approach. As explained by Diggles (1984: 18), there was a religious school of
thought which considered art to be sacred, with God as the audience, and that all attempts to
influence its range are a profanation. Meanwhile, there are many reasons which support
adapting marketing concepts to the area of culture. They are related to the complexity of
changes which occur in the environment of cultural institutions, and to the search for new

approaches to the management of entities in the cultural sector. The first public discussion
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on the usefulness of marketing - the concept of classical marketing - in cultural institutions
began in the late 1960s with the work of Kotler and Levy (1969). According to them,
marketing can go beyond its narrowly perceived role in commercial organizations and gain a
broader social significance. They believed that the use of marketing in the cultural sector is
necessary due to increasing competition not only in the sector itself, but also in related
sectors, for example in entertainment and tourism. Consequently, this implies the need for
shaping positive attitudes towards culture and creating a model of spending free time in
which art (the cultural offer) occupies an important position. In this perspective, Kotler and
Levy (1997: 23) have defined marketing as satisfying human needs with sensitivity. Thus, in
the cultural sector, marketing is concerned with facilitating the exchange of services between
a cultural entity and consumers so that certain social needs can be met. Therefore, certain
questions are raised: whose needs does a cultural entity aim to meet? Can we talk about its
customers? Kotler and Levy have no doubts in this regard. The authors believe that all
organizations have customers, regardless of whether they call them so or not. The public, of
course, constitutes the typical group of customers of a cultural institution. However, donors,
suppliers, artists, staff, volunteers, cultural foundations, and other entities should not be
forgotten. Of course, it would be an oversimplification to think that marketing concepts and
tools can be “blindly” applied to cultural institutions, without any modifications. In the
cultural sector (especially the part identified with core and other core artistic activities), there
should be a balance between attitudes towards culture, which include the claim that culture
has its own inherent value which must be protected at all costs, and the views of people who
think that, just like any other form of human activity, culture must pay for itself, and it is
therefore essential to take the available audience into account. We must keep in mind that the
mission of many cultural institutions (e.g. theaters, operas, museums, and concert halls) is
seeking various forms of expression. Therefore, not only concerts and performances which
are known to have the support of the community are performed (see Kolb 2005, Schroeder
2005, Rentschler and Shilbury 2008, Boorsma and Chiaravalloti 2010, Jyrama and Ayvari
2010, O’Reilly 2011, Fillis 2011, Lehman 2014, Colbert and St-James 2014).

We should also look at the reasons for implementing different marketing concepts in

culture with reference to the ongoing lifestyle changes of the consumers of the cultural
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offer. In addition, an important role is played by the internationalization of the circulation of
cultural goods and services, as well as by the problems with introducing products that have
been created outside the so-called broadcasting centers (e.g. the Hollywood cluster) into
global circulation. At the same time, among the reasons to implement marketing concepts in
the cultural sector, the development of information and communication technologies plays
an important role, triggering new opportunities for creating and distributing cultural goods
and services, and communicating the related values to consumers of culture. Ongoing
technological development changes the position of cultural players in the market. Given the
fact that marketing is a multi-paradigmatic category, there are specific grounds for the
implementation of various marketing concepts by entities in the cultural sector (Table 2.1).

Table 2.1 Reasons for adapting and implementing marketing concepts in the cultural sector

Type of Reasons for adapting and implementing marketing concepts in the cultural sector

concept

Classical e The main premise for implementing marketing concepts in the cultural sector is the
concept of need to increase the scope of participation in culture

marketing e Modification of the classical concept of marketing resulting from the functions

performed by the cultural sector is expressed in the formulation of a principle,
according to which the role of marketing is to find the right audience for the products
created by artists, not to create products according to customer needs

e Understanding the behavior of participants in culture and their conditions, closely
related to the approach focused on the market, allows entities in the cultural sector to
achieve their goals because not only does the audience need artists and their works, but
the artists also need an audience

e Striving to build customer satisfaction is not in contradiction with a high quality of
artistic works

Concept of e Long-term development strategies for the cultural sector are formulated at the national
strategic or regional level, as well as development strategies for the country and the region,
marketing which contain references to culture and its industries
e There is a high potential for this concept from the standpoint of the management of
entities in the creative sector, especially transnational media corporations which are
considered to be part of the cultural industries
e There is a need for market segmentation due to an increase in the diversity of behavior
among culture participants
e Implementation of the principles of strategic marketing by cultural institutions can
increase their chances of attracting donors who expect a long-term perspective to be
included in the management of cultural institutions
e The specificity of the cultural sector, expressed in the pursuit of the cooperation of
many theaters, museums, and other indigenous areas of culture means that there is a
need to modify the assumptions of the concept of strategic marketing by substituting the
category of competitive struggle with the category of cooperation or cooptation
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Concept of
relationship
marketing

Entities in the cultural sector operate within a network of relationships created with
current and future artists as well as other employees, participants in culture, donors, the
media, city, regional or national authorities, different types of schools and volunteers
Due to the role of culture and cultural participation, both from the perspective of the
individual as well as social groups, there is a need to treat participation in culture not as
an incidental act, but an important element of lifestyle

Many artists feel the need to create and deepen relationships with consumers of culture,
who become their fans

The development of the cultural sector is inherently associated with raising the quality
of the offer as a category, which is one of the foundations of relationship marketing

In the context of the risks associated with low levels of participation in culture, it is
necessary to adapt the concept of the principles of relationship marketing to the
specificity of the cultural sector, which stems from the fact that, along with the need to
deepen relationships with loyal participants in culture, acquiring new customers who
have not yet participated in culture continues to be of crucial importance

Concept of
the
marketing of
services

Services provided by cultural entities are referred to in terms of services and possess
typical features such as: intangibility, impermanence, heterogeneity, inseparability of
the process of their creation and consumption, and the inseparability of the services
from the person providing them

Extending the “4 Ps” by another three elements: people, performance, and proof are
relevant for the cultural sector as well

The cultural sector is subject to servitization, and the expression of this is the
introduction of different types of services, not only by institutions providing services,
but also by the cultural industries and entities engaged in the production of cultural
goods

Concept of
territorial
marketing

Urban and regional development is not possible without their cultural functions

Goods and services created by entities in the cultural sector are a sub-product of the
territorial product

Development of the offer created by cultural institutions is important from the point of
view of the needs of residents, tourists, and investors, which are important target groups
- consumers of activities in the field of territorial marketing

The importance of communication through culture is growing from the perspective of
the processes of creating a brand for a location or an image of a region

Concept of
value
marketing

Marketing assets including, for example, the brand and customer loyalty resulting from
the relationship, are key categories not only for business and cultural industries, but also
for cultural institutions which are non-profit organizations

Private entities are also found in the cultural sector and for them the purpose of
marketing is to provide value for their owners

Concept of
experience
marketing

Sensations and experiences are included in the processes of the creation and reception
of art

Application of the principles of the concept of experience marketing increases the value
and the attractiveness of the offer created by entities in the cultural sector for its
customers and makes it possible to have an impact on many different senses during
various contacts between the consumers and the cultural institution

Implementation of the concept of experience marketing in the cultural sector means that
the symbolic capital gained by the consumer is increased

Implementation of the concept of experience marketing enables the aestheticization of
actions taken at the stage of communicating and delivering value

Transfer of the assumptions of the concept of experience marketing to the area of art
without taking into account its specificity may cause excessive development of culture
based on events

Source Sobocinska (2015: 91-92)
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According to the classical concept of marketing, a product, such as a theatrical
performance, a symphonic concert, or a film festival should be created with the viewers or
listeners in mind who we want to persuade to purchase tickets. It cannot, however, lead to
the displacement of a repertoire of innovative works, or valuable but less popular ones,
among the audience (Kolb 2005, Colbert 2014). There is thus a mismatch between meeting
the needs of current customers and the fulfillment of the mission of specific cultural
institutions. It even seems that there is an internal conflict between the classical concept of
marketing and the whole ethos of artistic activity. The question of whether cultural
institutions should begin with conducting a thorough examination of the possible
expectations of their audiences, and then intertwine their program into a mosaic of all kinds
of desirable forms of art, regardless of the level of demand which can be expected. Mokwa,
Piere and Dawson (1980: 6) profess the first view: “Most can deny it, but art has been living
for too long in the world of faith, hope and charity and it is getting stuck in it. Faith - that art
represents a value. Hope - that someone will recognize these values and will come to
examine them. Charity - that someone will pay for it, or cover the deficit. Faith is right and
should be protected, but hope is blind by nature, and charity does not appear when it is
needed.” Searles (1980: 69), in turn, opted for the second view: “If the audience had to
decide, our art world would become increasingly tighter and more sterile. Viewers have to be
attracted, encouraged, or even forced towards new artistic experiences. This aspect of life -
the content and character of the American art world - is just too serious to be entrusted to
non-artists.” There is therefore a need to reconcile these two extreme views and find a
balance between the preferences of the audience on the one hand and the needs of the artists
on the other. The real contribution of marketing (selected concepts of marketing) in the
cultural sector may be to facilitate this process. Cultural institutions often have to sacrifice
short-term customer satisfaction for the long-term benefits that they can offer to the public.
The role of marketing in this context thus becomes to “satisfy social needs with sensitivity”.

The adoption of a particular concept of marketing and focusing on customer needs does
not always mean “giving” the customers the products which are currently expected, but also
understanding customer needs and wishes in the foreseeable future and finding ways to more

effectively carry out the objectives of the organization, both in the short and long term.
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Products in the cultural sector are not always created the same way as other products, made
in order to be placed on the market and to meet the needs of the consumer. For example, a
work of art, like the entire creative effort, becomes the object of exchange under specific
conditions, that is, when the market demand is created to provide such a specific product. In
other cases, a work of art is created without the condition that it will become the subject of a
sale. Goods and services in the field of culture and its industries are often goods of a higher
order, therefore appropriate dissemination activities appear necessary. A marketing
approach, fully equipped with the right instruments, may just be a competent method for
integrated dissemination. This approach is evolving, with the appearance of new areas and
elements alongside it, to where we might witness its positive impact on the development of

the cultural sector and consequently on socio-economic development.

2 The concept and objectives of marketing in culture

The concept of marketing as a rational reaction of commercial and non-commercial entities
to changes in the market has already reached maturity. Initially, marketing referred to the
sphere of the production of consumer goods (1950s), and then to the sphere of the production
of industrial goods (1960s). Over time, we began to consider the possibility of using
marketing concepts in relation to non-profit organizations (1970s). Currently, the use of the
classical concept of marketing in the non-profit sector is not unusual, and the status of
marketing in comparison to its position at the beginning of the 70s is incomparably higher. It
has been accepted that it can be very useful in various types of organizations, including in
cultural institutions. Unfortunately, when compared to other categories of non-profit
organizations, not to mention commercial enterprises, these institutions very often refuse to
recognize the usefulness of the concept of marketing, as witnessed by the fact that in some
circles related to art, only a few years ago it was embarrassing to even mention the word
“marketing”.

The issue of marketing in culture first appeared in source literature in 1967. Kotler

determined that cultural institutions such as concert halls, museums, opera houses, libraries,
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and universities provide specific goods, which are very popular among customers. In view of
this fact, these entities have started competing for customers. Marketing activities may turn
out to be very useful in this struggle, and the classical concept of marketing, after certain
modifications, can also be applied in the cultural sector (Kotler 1967: 628).

Thirteen years later, the first scientific work devoted entirely to the issues of marketing in
culture was published, Marketing the Arts edited by Mokwa (1980). A study by Melillo
Market the Arts appeared a few years later (1983), as well as the Guide to Arts Marketing by
Diggles (1986). These works largely dealt with the topic of management in culture, but
proposed some important definitions of marketing in culture.

Diggles (1986: 243) writes that “the main goal of marketing in culture is to obtain an
adequate number of customers for the product, i.e. the artist’s creation, which in turn will
result in achieving better financial results.” Diggles’ definition puts the artist and his product
at the center of marketing. The main emphasis was placed on ensuring contact between the
artist and his art, and the consumer. Diggles notes that in contrast to the commercial sector
(including cultural industries), which creates a product in line with the expectations of the
customer, in the case of public cultural institutions, the product is first created by the artist,
and only then appropriate customers are sought. The aim of marketing in culture is therefore
not meeting the specific predefined needs of a customer, but to reach an audience which will
appreciate the artist’s work. In the opinion of Diggles, the ultimate goal of marketing in
culture is artistic rather than financial in character. Such an approach seems appropriate for a
number of cultural institutions, however it does not have a wide application in the case of
cultural industries that cannot count on support from the state budget or on local support, and
their activities must be conducted on the basis of an economic calculation.

The definition developed by Mokwa (1980: 286) goes in the same direction: “The role of
marketing is not telling the artist how to create art, the role of marketing is rather to ensure
contact between the artist and the relevant audience.” Thus, marketing in this sense is
concerned with facilitating the exchange of services between a cultural entity and consumers
so that certain social needs can be met. Therefore, the aim of marketing is to get to know the
clients and recognize their desires in order to be able to meet them by creating a suitable

offer. It should be added that these needs should be met in such a way as to ensure the
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development of the cultural entity, and consequently lead to the improvement of its financial
results. Hence, a very important marketing objective is to develop sales, which in the case of
cultural activities is often neglected. Sobocinska (2015: 102) notes that the role of marketing
in the cultural sector should take into consideration artistic assumptions and economic
objectives. According to Sobocinska, there are four variants related to the achievement of

artistic and economic goals by entities in the cultural sector (Figure 2.1).

A

high
High degree of achievement of Achievement of goals and
artistic objectives with low objectives both in the artistic and
effectiveness in the economic area economic sphere

Low level of achievement of artistic A sales approach, characterised by

objectives, accompanied by low the achievement of economic
efficiency in achieving economic assumptions in the absence of
goals success in achieving the objectives

level of achievement of artistic objectives

in the artistic dimension

ow

v

low level of achievement of economic objectives high

Figure 2.1 Achievement of artistic and economic objectives in the cultural sector - potential variants. Source
Sobocinska (2015: 102)

Of course, in the case of entities in the cultural sector, the most desirable option is the one in
which the achievement of artistic objectives is accompanied by the achievement of
objectives in the economic dimension. We must remember, however, that in relation to the
core artistic activity (artists, authors) or other core artistic activity (public cultural
institutions), the economic objective cannot be based on the maximization of profits, but in

this case it is more important for the institutions to achieve the assumed income allowing for
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their continued operation and fulfililment of their mission. In view of this, the role of

marketing is to contribute to the achievement of economic objectives, which, in turn, allows

for the subsequent achievement of artistic objectives. Therefore, marketing in the cultural

sector is sometimes seen as work on the image, promotion, and dissemination which will

attract the audience. The focus, however, must be on sales and income from sales. The

purpose of such marketing is to get people to buy, to buy more, more often, now

(Dragicevic-Sesi¢ and Stojkovi¢ 2010: 156). The aim of marketing activities in the cultural

sector should be, in particular:

Research into the culture market to assess the situation on the basis of which the
economic policy, the nature of cultural entities, and the offer can be defined, i.e. the
market structure of the programs and products of cultural institutions and cultural
industries;

Broadening cultural audiences (customers, potential audience), the promotion of
specific institutions, projects, or artistic works, and the provision of relevant, factual
information about programs (authors, performers, works, etc.) through various
cultural management projects. These activities are aimed at arousing the interest of
potential customers, so that in the future they will become regular consumers of the
offer of cultural entities;

Achievement of the highest possible income, which, in the case of public cultural
institutions, will reduce dependence on financing institutions;

Building long-term relationships with donors, volunteers, artists, and other
stakeholder groups;

Increasing the sense of autonomy at work, such that its results will become more
visible both inside the organization as well as to a wide range of consumers; authority
will also increase and the external and internal image of the entity will improve;
Independence and increasing income will contribute to the growth of self-awareness
of the organization’s employees, strengthening incentives to work. All these factors
are very important elements of human resource management that influence the
effectiveness and efficiency of the work of cultural institutions, businesses, and

cultural industries as a whole.
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With regard to marketing in the theater, Melillo (1983: 287) wrote: “Plays which are put
on, above all, for their artistic nature, require modified marketing principles before they are
included in the creative process. Only then is it possible to gain an audience for a particular
event.” The definitions quoted, both from Mokwa and Melillo, highlight the following issue:
“Marketing has to be adapted to the needs of cultural entities, especially in relation to the
specific product of public cultural institutions. The artist imposes his vision of the product on
the audience, not vice versa.” (Colbert 2012)

At the same time, it should be noted that marketing in the cultural sector should be
treated as a set of principles and processes used when offering services in the field of culture
and/or when using culture in marketing activities by enterprises treating it as an information
carrier. Marketing in culture is therefore considered on two levels. These are:

e Marketing of culture - i.e. conducting the activities of manufacturing and selling

products or services in the field of culture by applying the principles of marketing.
This applies to cultural institutions such as cultural centers, cinemas, theaters,
museums, concert halls, libraries, etc.;

e Marketing “using” culture - means the use by any company of, for example, the
image of a cultural institution in the strategy of communicating with their clients.
Volvo, as a company which builds its image based on the elements of durability,
safety, and ecology, has been sponsoring the Gothenberg Philharmonic Orchestra
since 1979. It is accepted that there is no contradiction in this, since the orchestra hall
adheres to the highest values, like Volvo (Grzegorczyk 2003: 66). This part of

marketing in culture is usually referred to as cultural sponsorship.

3 Typical objections to marketing in culture

Despite the benefits which cultural entities can draw from marketing, numerous objections
have been made for years, even questioning the possibility of using marketing in the cultural
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sector (particularly with respect to the core and other core artistic activity). Arts

organizations often do not recognize or are opposed to the use of marketing tools, and their

decision-makers believe that the product of an artist or a cultural institution should not

require any commercial approach. Hence they make many erroneous assumptions which

oppose the marketing approach to culture. The most common objections which conservative

decision-makers in cultural institutions have to marketing are:

We have a good product, which is why we do not have to make marketing efforts.
Assuming the expendability of marketing stems from the belief that a cultural
institution conducts a valuable activity and simply deserves support per se. Cultural
institutions often do not feel the need to promote their services, expecting that
customers who wish to participate in a particular project will independently check the
quality of activities and be attracted to them. This idea, however, is outdated. These
days, customers of cultural entities have a much wider choice of leisure activities
than they had even a decade ago, so they can pick among many offers;

We know our audience, so there is no need to define the market in which we operate.
All people belong to our market. Research conducted by the author in Polish concert
halls shows that a considerable number of culture managers recognize that the
consumers of the cultural institutions’ offer should be the whole of society, and the
target group of the institutions’ offer should be everyone (Wrdoblewski 2012, 2016);
Aggressive marketing methods should not be used when promoting culture - we have
to be humble and avoid bragging. As explained by Diggles (1984: 18), the religious
school of thought considers art to be sacred, with God as the audience, and that all
attempts to influence its range are a profanation;

Marketing is immoral and true cultural values will always be appreciated in the end.
The allegation of immorality stems from a fundamental misunderstanding of the
concept of marketing. It is often formulated this way, since marketing is seen as
manipulating customers in order to convince them to buy products they do not really
need. The source of this objection lies in the misunderstanding of the difference
between marketing and sales (Sargeant 2004: 41).
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Despite all the objections, it seems that cultural institutions should strive to implement
marketing principles. Despite their different character, these institutions have many common
traits with economic enterprises and businesses in cultural industries. If the potential
audience does not turn up, because it selects more attractive and perhaps also less expensive
forms of leisure activities, the cultural institution will sooner or later face the dilemma of “to
be or not to be”. Therefore, being aware of this state of affairs, theaters, museums, concert
halls, opera houses, and other cultural institutions, despite having many objections to
marketing, more and more often choose to focus their activities on the customer and on the

market.

4 Model of the marketing concept in the cultural sector

The adoption of marketing principles by cultural institutions and companies in the cultural
industries does not mean that we can apply the same marketing concept to them. The
specificity of the products offered by cultural institutions often leads to a situation in which
the focus on the product takes precedence over the focus on the market. It seems that in the
case of institutions creating works of art (core artistic activities) this is the proper focus
(otherwise we are not dealing with art, but rather with entertainment). However, the situation
looks different with regard to institutions which disseminate works of art (other core artistic
activities), where the subjects of exchange are largely undisputed works of art. Here, without
harming the artistic work itself, consumers may participate in the development of the offer
intended for them, or, finally, with regard to cultural industries which are not non-profit
organizations, their activities are purely commercial. Market conditions for the development

of the concept of marketing in the cultural sector are presented in Figure 2.2.
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Figure 2.2 Market conditions for the development of the concept of marketing in the cultural sector

As shown in Figure 2.2, in the cultural sector, the widely understood creators of art -
institutions creating works of art (culture), as well as individual creators, are located on the
supply side (core artistic activity). The creators produce works of art, which are then
subjected to verification by the community of critics, art experts, and other artists. When the
verification is successful, according to the institutional definition of art by Dickie and
Danto’, the work of art is given the status of a candidate for artistic evaluation, which is

! According to the institutional definition of art, a work of art in terms of classification is an artefact (physical
object, artificially made) which constitutes a set of aspects (connotationally assigned current of meanings),
which was given the status of a candidate for artistic evaluation by a person, or persons acting on behalf of the
art world (renowned critic, artist, gallery director, etc.). The candidate is then subject to final verification by the
audience.
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carried out, via the institution disseminating culture, by customers - consumers of culture. If
the offer put forward by artists, cultural institutions, and cultural industries is appreciated by
its audience, then it reaches the general public. In return for the artistic offer, the audience
gives money to the institutions disseminating culture, which is transferred to the creators.

It should be noted, however, that this procedure applies mainly to new works placed on
the market and is mostly related to the visual arts, media arts, and some literature. The
performance arts which are dealt with in the cultural sector, such as musical and literary
works, have often been considered unquestionable masterpieces for many years and are no
longer subject to verification by the community of creators, experts, or art critics. Their
authors - mostly well-known figures from the past - for obvious reasons no longer claim the
rights to royalties. Customers and consumers of culture, when choosing a particular event
taking place in a cultural institution (orchestra concert, opera, museum exhibition), are
guided by their own preferences, so in order to discover these preferences it seems important
for institutions disseminating culture and cultural industries to adopt a marketing strategy
focusing on the market, and not as is the case with core artistic activity, focusing on the
product.

At the same time, Levitt (1960: 50) drew attention to the fact that the concepts of sales
and marketing should be clearly distinguished in the cultural sector. According to him, sales
focus on the needs of the seller, while marketing focuses on the needs of the buyer. Sales are
concerned with the seller’s need to replace the products with cash, marketing by the idea of
meeting customer needs using the product and the steps in the process associated with
creating, delivering, and finally consuming it. The marketing concept is focused from the
outside in. Here, the starting point is a well-defined market. The concept of sales is focused
from the inside out. In this case, we start from the cultural institution (creator) and focus on
existing artistic activity (Kotler 1994: 17-18). The relationship between the method of
focusing on the product/market and the type of entity within the cultural sector is presented
in Figure 2.3. The adaptation of theoretical models of the marketing concept in cultural

institutions and cultural industries is presented in Figures 2.4 and 2.5.
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Figure 2.3 Relationship between the method of focusing on the product/market and the type of entity in the
cultural sector

In the case of institutional creators (core artistic activities), as well as some institutions
disseminating culture (other core artistic activity - avant-garde theaters, contemporary art
museums, etc.), we are dealing with focus on the product, in which the starting point is the
product or artistic creation (Figure 2.4).

The product is subject to verification by the market (is subject to evaluation by the
audience of cultural institutions), but before that (according to the institutional definition of
art according to Dickie and Danto), it meets with the opinion of the community of artists,
critics, and art experts. These opinions provide authors with valuable information, which
may or may not affect the final shape of the product offered to customers. Information is
collected in the information system belonging to a cultural company, which is a coordinated
team of people, activities, and tools, which aims to produce, store, and use the data provided

by marketing research (Zurawik 1996: 83).
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Place Personnel

Figure 2.4 Marketing model in cultural entities focused on the product. Source Colbert et al. (1994: 22)

The system includes the following elements: information sources, a database (the place
where data is collected in raw form), an interactive decision support subsystem, an
interpretation and decision-making subsystem, and a results subsystem (Prymon 2001: 9).
After the introduction of the product, the market sends feedback, which reaches the
information system and provides the cultural entity with further valuable data on the groups
of customers most interested in the new product (consumers of the artistic offer, and possibly
donors). Based on the information obtained, which is analyzed and reviewed in conjunction
with the mission of the institution, the cultural institution makes decisions regarding the
selection of the target audience for the product. It then develops (in accordance with the
segmentation previously carried out) appropriate activities in the field of the marketing mix
(strategy tools) for the product, which once again reaches the market.

In regard to other core artistic activities and companies in cultural industries, it seems

appropriate to focus on the market and apply the typical marketing model (Figure 2.5).
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Figure 2.5 Marketing model in cultural entities focused on the market. Source Colbert et al. (1994: 15)

The starting point for cultural institutions and companies in cultural industries in this
model is not the product, but the market - the customers’ needs. Organizations, based on
previous market research, obtain information about, for example, the preferences of
consumers concerning the offer, their expectations in terms of price, distribution methods,
the type of information about the product which the consumer expects, or the staff. This
information is stored in the marketing information system, where it is subject to an analysis,
as a result of which the organization receives valuable knowledge necessary for further
action. Following the information received, market segmentation is carried out. Then, guided
by the expectations and needs of the customer, a suitable offer is prepared, as well as
marketing mix activities. After developing the appropriate functional strategies, the product
is placed on the market.

The use of a market-focused marketing model has full justification for businesses in
cultural industries; however, it must be remembered that in the case of cultural institutions,

the impact of market conditions when creating a cultural offer often leads to the inclusion of
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performances, concerts, and festivals which are more commercial - closer to
entertainment, i.e. cabaret, comedy, musicals, and film music. These art forms are preferred
by the general public and are essential for the improvement of the financial condition of an
institution. Such a choice of repertoire cannot, however, be to the detriment of the general
level of art. Therefore, the task of the directors of cultural entities is the pursuit of a policy of
shaping the cultural offer so that the concerts, performances, exhibitions, etc. prepared for a
wide audience also allow for financing the plays, concerts, and exhibitions the reception of
which is more “difficult”, often avant-garde and innovative. Such a policy for shaping the
offer may employ marketing portfolio methods, including the McKinsey matrix, wherein the
criteria for the division of products into groups is their attractiveness on the one hand, and
the competitive situation (in a given field of art) on the other. Market criteria for the choice
of repertoire must be supported (supplemented) by artistic criteria and only then the concerts,
performances, and exhibitions which play a fundamental role in the achievement of financial

income can be identified.
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Chapter 3

Strategic and marketing planning in cultural institutions

1 The role and importance of a mission in cultural institutions

The process of formulating marketing strategy in the cultural sector must be correlated with
its public and social mission, which is of specific importance in relation to cultural
institutions. According to Lambin (2001: 368), a mission presents the long-term vision of the
company from the point of view of what the company intends to do and whom it wants to
serve. It defines the value system of the organization and its economic and non-economic
objectives. On the other hand, Obtdj (2007: 389) states that the mission of a company
(including cultural institutions and companies in cultural industries) gains strategic
importance when it meets three requirements: it sets the direction and applies to the future,
expresses dreams and challenges (which are shared by employees), and the process of its
implementation is reliable. However, with regard to the cultural sector, it should be
remembered that the expression “the mission of a cultural institution” is far more important
than the expression “the mission of companies in cultural industries” (mostly offering
material goods - CDs, DVDs, books, newspapers, etc.). The offer of cultural institutions is
mostly intangible and therefore what the cultural institution is really going to offer must be
determined very precisely. Generally, the entire process of developing a marketing strategy
in cultural institutions is different from the procedure used in commercial enterprises -

including companies and organizations operating in cultural industries, because:

Logos Verlag Berlin - Academic Books for Sciences and Humanities 65



tukasz Wréblewski: Culture Management. Strategy and marketing aspects

e The mission and long-term objectives in cultural institutions are usually determined
by their founders at the time of establishing these entities and in most cases do not
change during their operation;

e The product of cultural institutions is exceptional and often even unique;

e In cultural institutions, as opposed to cultural industries, gaining a competitive
advantage is of small importance; instead, these institutions focus on cooperation or
cooptation;

e The main strategy of action is the result of functional strategies and occasional
strategies appearing in the environment.

A well-articulated mission, in addition to being the starting point in the process of
formulating the organization’s strategy and ultimately its marketing strategy, is also a point
of reference which allows the cultural entity to determine appropriate and clear goals. It is
also very important in terms of marketing, as it shapes its image in the environment, and in
terms of information, both for those inside the organization, as well as people outside of it.
The purpose of defining a mission is to make it easier for the employees of cultural
institutions, companies in cultural industries, the consumers of their offer, donors, and the
general public to understand the reasons for their establishment, the direction of
development, and the formation of positive attitudes towards its activities. The mission of
cultural institutions is conditioned by five elements: history, current preferences of the
management, market environment, resources, and expertise based on competences and
experience (Kotler 1994: 61). In regard to companies in cultural industries, the most useful
definition of a mission should take into account three components (Abell 1980: 30-35):

e The group of clients who are to be served,;

e The needs of the clients which are to be met;

e The technology to be used to meet these needs.

The development of the mission is such a responsible strategic endeavor that we must be
aware of certain pitfalls. It is difficult to formulate a good mission for a cultural entity
because we have to reconcile three contradictions:

e A mission should be concise, yet it has a lot to express, which is difficult to reconcile;
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e A mission should have an element of a dream, and at the same time indicate the

operational road toward its implementation;

e A mission must be both general and specific.

The research which was conducted in the entities operating in the cultural sector of the
Euroregion Slask Cieszynski in 2014, 2015, and 2016 (Wroblewski 2016) indicates that the
difficulties faced by managers of entities in the cultural sector in defining the mission of
cultural institutions or institutions in cultural industries mostly relate to the lack of
understanding of the differences between a vision and a mission. Managers of these
institutions often forget that a vision is an image of the future that the participants in the
organization want to create. A mission, on the other hand, is a precise expression - in a
language understood by employees and the organization’s environment - of the far-reaching
goals and aspirations of the organization. A mission is therefore the formulation of the vision
of the company or institution for the purposes of its strategy. Difficulties also arise from a
lack of faith in the success of the organization, which determines the scale of the vision and
the inability to accurately convey the essence of the activities of cultural institutions in the
context of the types of social needs. Selected problems associated with the formulation of the
mission of entities in the cultural sector, which have been designated on the basis of studies -
in-depth interviews conducted with 50 managers of entities in the cultural sector of the

Euroregion Slask Cieszynski - are presented in Table 3.1.

Table 3.1 Difficulties associated with the formulation of the mission in entities in the cultural sector

Identified by employees, managers of cultural Observed by the author during consultation,
institutions, institutions in cultural industries interviews, educational workshops

e The desire to say everything at once, which e Distinction between the essence of a mission
means that they became too long and wordy and a vision

e The choice of vocabulary and the use of e Not perceiving the sense in formulating these
terminology appropriate for culture management two elements

e  Some of the wording seems too trivial or e Failure to take into account the social effects of
obvious, but if it were simplified the missions cultural activities in the mission
would become blurred o Depreciation of the entertainment values of

o Clarifying the key messages of the mission cultural services

e  Expressing thoughts in words, so as not to e Lack of visionary imagination in the
confuse a mission with a vision formulation of visions: too much caution or a

e Differentiation between a vision and a mission lack of faith in the possibility of implementing a
not in theory, but at the stage of its preparation “grander” vision

e Confusing the mission with the statutory e Inability to group the activities of an institution
objectives of the organization according to the criterion of the social needs to

be satisfied by the services provided and the
cultural products
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In the analysis of the missions of Polish operas and concert halls (Table 3.2) we can see
that they are defined very conservatively; it is difficult to see future plans or dreams in them.
This was also confirmed by research which was carried out among a group of 50 managers
of cultural institutions and institutions in cultural industries during the “Educational
Workshop for Managers of Cultural Institutions”, which was conducted by the author in
Poland (Cieszyn) and Czech Republic (Cesky T&sin) in 2014, 2015, and 2016. The
managers, when asked to imagine their organizations 15 years from now, mostly responded
with the hope that they would manage to survive in an increasingly competitive market.
Examining the missions of Polish operas and concert hall more closely, we can also say that
the concept of the mission of ten of them stems directly from the main idea of marketing,
according to which companies achieve long-term success if their goals are subordinated to
satisfying the needs of consumers. The missions of these institutions contain a statement
saying that the goal of the opera or concert hall is to meet the needs and musical aspirations
of the public. A list of the missions of all opera houses and concert halls in Poland is
included in Table 3.2.

Table 3.2 Missions of Polish opera houses and concert halls
No Cultural Mission included in the statutes of the organization
institution

1  Grand Theater -  Preparation and display of operas, ballets, and musical pieces from the national and
National Opera international repertoire.
in Warsaw

2 Krakow Opera Co-creation and dissemination of the achievements of the Polish national opera and
international operas, operettas, ballets, musicals, and other cultural activities.

3  BalticOperain  Meeting the cultural needs of the public through artistic activities in the field of
Gdansk opera, ballet, and other musical forms, as well as educational activities promoting
the opera and ballet.

4  Wroclaw Opera  Promoting culture, music, and theater by organizing opera, ballet, theatrical
performances, and concerts.

5  Grand Theater in Conducting artistic activity in the field of opera, ballet, and other forms of music,
Lodz with the participation of artists and performers who hold appropriate professional
qualifications, in order to meet the cultural needs of the public and the development
of culture and art in £.6dz, in the £.6dZ Province and throughout the country, as well

as representing Polish culture abroad.
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10

11

12

13

14

15

16

17

18

19

Warsaw
Chamber Opera

Opera Nova in
Bydgoszcz

Podlasie Opera
and Philharmonic
- European Art
Centre in
Biatystok

Opera na Zamku
in Szczecin

Silesian Opera in
Bytom

Grand Theater in
Poznan

Warsaw
Philharmonic

Czgstochowa
Philharmonic

Lower Silesian
Philharmonic in
Jelenia Gora

Olsztyn
Philharmonic

Szczecin
Philharmonic

Wroctaw
Philharmonic

Kalisz
Philharmonic

Lublin
Philharmonic

Shaping and promoting music and theater by organizing opera performances and
concerts with professional soloists, vocal groups, instrumental groups, ballet groups,
and acting groups.

Promoting music, theater, and ballet.

Development and dissemination of culture and music education.

Preparation and staging of operas, ballets, musicals, the promotion of Polish and
international achievements in opera, operetta, ballet, musicals, and other forms of
cultural activity, with the participation of in-house groups and artists, as well as with
the help of groups and artists which are invited from the national and international
arena.

Co-creation and dissemination of musical culture through the preparation and
staging of operas and ballets with the participation of professional performers.

Promoting culture and creating performances in the field of musical theater, opera,
and ballet both in Poland and abroad.

Cultivating and developing the tradition of Polish music, depicting the wealth of
world musical heritage, promoting contemporary music, and the dissemination of
musical culture both in Poland and abroad. Aiming to achieve the highest level of
artistic activity and attentiveness to the representative nature of music programs.

Presentation of valuable forms of classical music, jazz, and popular music from
Poland and abroad, as well as musical education which prepares children and youth
for the conscious reception of music in all its genres.

Dissemination of music, and meeting the needs and musical aspirations of the public
as well as the representation of Polish culture both in Poland and abroad.

Conducting artistic activities with the participation of artists and performers with
professional qualification in the field of music in order to meet the cultural needs of
the inhabitants of the Warmian-Masurian Province.

Activity in the sphere of artistic culture through the implementation of music
concerts, their presentation, and the carrying out of projects which accompany them
with the use of an in-house band.

Dissemination of music, the development of musical culture, and the meeting of the
needs and musical aspirations of the public, as well as the representation of Polish
culture both in Poland and abroad.

Dissemination and protection of culture in the field of music, as well as meeting the
musical aspirations and needs of the public.

Conducting cultural activities in the field of music based on the artistic work of the
symphony orchestra, chamber ensembles, individual musicians, and chaoirs.
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20 Krakow Co-creation and dissemination of musical culture. The management of professional
Philharmonic music groups: orchestra, choir, instrumental chamber ensembles, as well as

conducting educational activities for children and adolescents.

21 Koszalin Presentation of valuable forms of Polish and foreign symphonic music, chamber
Philharmonic music, classical music, and contemporary music. Recognizing and meeting the needs

in the field of music culture.

22 Lodz Conducting cultural activities with the participation of artists and performers, which
Philharmonic hold appropriate professional qualifications, in order to meet the cultural needs of

the public and for the development of culture and art in L6dzZ, the £.6dZ region, as
well as in areas without access to cultural institutions. Representation of Polish
culture abroad.

23  Opole Conducting artistic activity with the participation of artists and performers with
Philharmonic professional qualifications in the field of music in order to meet the cultural needs of

the inhabitants of the Opole Province, and promoting music among children, youth,
and adults both in Poland and abroad.

24 Pomeranian Conducting artistic activity in the field of music with the participation of artists and
Philharmonic in  performers with relevant professional qualifications.

Bydgoszcz

25 Poznan Promoting and dissemination of musical culture based on an in-house orchestra and
Philharmonic a boys’ and men’s choir, as well as with the participation of guest soloists and

musical ensembles.

26  Sudety Co-creation and dissemination of musical culture by organizing symphonic concerts,
Philharmonic in  chamber music concerts and recitals, competitions and festivals, school concerts and
Watbrzych programs, making recordings for radio, television, vinyl/CD and audiovisual

recordings, representation of Polish culture both in Poland and abroad.

27  Silesian Co-creation and dissemination of musical culture.

Philharmonic in
Katowice

28  Swietokrzyska Meeting the needs and cultural aspirations of the public and the creation of
Philharmonic in  conditions for active participation in culture. In particular: the systematic raising of
Kielce the level and shaping of the musical culture of the public, meeting the needs and

preferences of customers in the field of music, the fulfillment of leading functions in
the development of musical culture in the region.

29 Zabrze Popularizing musical culture using means appropriate for this type of cultural
Philharmonic institution.

30 Zielona Gora Conducting artistic activity in the field of music with the participation of artists and
Philharmonic performers with relevant professional qualifications.

31 Rzeszoéw Shaping the cognitive and aesthetic sensitivity of the public, providing opportunities
Philharmonic for contact with the values of Polish and world culture in the field of music and

related arts.

32 Polish Baltic Satisfying the cultural needs of the public through artistic activities in the field of
Frédéric Chopin ~ music.

Philharmonic in
Gdansk
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The mission should state what the entity in the cultural sector intends to achieve, but it
must be worded in such a way that the mission can be consistently fulfilled over a longer
period of time. Generally the mission should be reevaluated every five years. It should not be
necessary to update it every year, since its purpose is only to set a general direction. The
specific details of the results which should be achieved in individual planning periods are
usually part of the strategic objectives. Specific, measurable strategic goals are essential to

bring the mission to life.

2 Strategic objectives and the main directions of development of cultural

entities

In contrast to the cultural industries, where the main client is the consumer of the offer or the
purchaser of goods and services, the presence of different groups of customers in the
environment of a cultural institution (e.g. consumers of the artistic offer, donors, regional
community, employees) has serious implications in the formulation of its strategic
objectives. Despite the fact that these groups do not have to appear in the environment of all
the cultural institutions, as well as the fact that the importance of their individual types is not
the same for them, positive relationships should be created with all existing groups
(Limanski and Drabik 2007: 185). As a result, the strategic objectives of entities in the
cultural sector and in particular of public cultural institutions correspond to the
heterogeneous structure of their customers and their character can be either: artistic, focused
on dissemination, sociostructural, focused on the market, financial, or organizational. The
directions of the strategic objectives of entities in the cultural sector with examples are

shown in Table 3.3.
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Table 3.3 Strategic objectives of entities in the cultural sector

Strategic objectives Examples of directions
Artistic e  Presenting the most valuable works of art
e  Representing the national culture both in Poland and abroad
e Promotion of young talented artists
e Creating conditions conducive to the development of creativity

Focused on Dissemination of works of art
dissemination e Promoting and dissemination of culture
e  Cultural education and the preparation of children and youth to become
future customers and creators of works of art

Sociostructural e  Ensuring the prestige of cultural entities
e Achieving an undisputed place in history

Focused on the e Achieving a certain market share
market Increasing the degree of acceptance in the chosen market segment

Financial Increasing the budget revenues of the cultural entity
Increasing donations from donors
Increasing own revenues

Increasing the value of property at the disposal of the cultural entity

Organizational

Acquiring talented artists, professionals
e Creating new branch offices, subsidiaries of the institution, new artistic
groups, etc.
The objectives focused on dissemination in cultural institutions should be understood as the implementation of
participation in culture, rather than promoting participation in culture. In the latter case, we can talk about the
objectives of cultural institutions focused on the market, not on dissemination.

In addition to missions, all the operas and concert halls in Poland have also defined their
strategic objectives. In the vast majority, these are artistic and dissemination objectives, such
as: presentation and dissemination of the musical achievements of Polish culture and the
musical works the most recognized composers of the world. Some institutions also have
sociostructural objectives - making radio, television, vinyl/CD and audiovisual recordings, as
well as organizational objectives - engaging eminent Polish and foreign artists. A detailed
list of the strategic objectives of Polish operas and concert halls (main directions) are
presented in Table 3.4.

72 Logos Verlag Berlin - Academic Books for Sciences and Humanities



Strategic and marketing planning in cultural institutions

Table 3.4 Strategic objectives of Polish opera houses and concert halls

No. Cultural
institution

Main strategic objectives

1  Grand Theater -
National Opera
in Warsaw

2 Krakow Opera

3  Baltic Operain
Gdansk

4 Wroclaw Opera

Managing the Theater Museum

Managing the International Stanistaw Moniuszko Vocal Competition

Promotion and dissemination of opera, ballet and music and theater in its
broadest sense, including stage design

Participation in the training of artistic and technical personnel

Educational activities for the dissemination of music and ballet

Managing professional groups and an opera and operetta house, a ballet studio,
and a choir for children and youth

Creating conditions for cultural education, education through art, in particular,
the preparation of children and youth to become consumers and future
contributors to the national culture

Creating conditions conducive to the development of creativity and artistic
talents

Ensuring the protection of national heritage by preserving opera souvenirs and
traditions

Exchange of artistic achievements and creative thoughts with other operas and
musical theaters both in Poland and abroad

Cooperation with state and local cultural institutions, non-governmental
organizations and other entities and individuals both in Poland and abroad

Organizing musical, opera and ballet performances, symphony concerts,
chamber music concerts, recitals, and other artistic forms with the participation
of in-house groups and artists, as well as guest or temporarily hired national and
international groups and artists

Recordings of artistic productions and their dissemination for archival,
promotional, and advertising purposes

Acting as an impresario

Organizing and supporting festivals, reviews, competitions, exhibitions, and
other events

Cooperation with the social art movement, particularly through promotion,
teaching aid, material aid and the training of musically talented youth,
sponsoring the participation of the consumers of culture from various social
groups in events organized by the Opera

Attentiveness to artistic development and the proper use of the professional
qualifications and abilities of performers employed in the opera

Cooperation with artist unions and associations in the field of inspiring Polish
creativity in the opera, ballet and music

Cooperation with artistic training in the preparation of artistic human resources
for the opera

Cooperation with national and foreign cultural institutions, in particular with
opera theaters, through the artistic exchange of artists, groups and performers,
as well as the exchange of experiences in the implementation of artistic projects
Organizing and inviting other theaters, groups and performers in order to
present performances and events worthy of dissemination

Promotion of Polish operas, ballets and music both in Poland and abroad (in the
press, radio and television, at fairs and other events
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5 Grand Theaterin e Preparation and the production of opera and ballet performances in order to
Lodz disseminate the most outstanding works of Polish and international opera and
ballet music
e Shaping, presenting and disseminating historical and contemporary cultural
heritage
e  Cultural education and education through art
e  Cooperation with creative communities and the socio-cultural movement
6  Warsaw e  Staging Polish and foreign operatic works
Chamber Opera e  Organization of concerts, performances and meetings, also outside the seat of
the opera
e Promotion of Polish and foreign musical works
e Running the in-house music library
e Editorial activities, publishing and educational activities popularizing musical
theater culture
e Acting as an impresario in the field of domestic and foreign cultural exchanges
e Ensuring the protection of the cultural heritage of Polish and foreign music
(including works of early Polish music)
e Creating conditions conducive to the development of creativity and artistic
talents
7 Opera Nova in e Organizing operas, operettas, musicals, ballet performances, concerts, musical
Bydgoszcz and stage forms with the help of in-house and external professional ensembles
and soloists
8 Podlasie Opera e Implementation of the artistic program based on the seasonal repertoire plans
and Philharmonic and impresario activities
- European Art e Organizing and performing stage forms: opera, operetta, musical, ballet, dance,
Centre in theater, and concert forms: symphonic concerts, oratorios, chamber music,
Biatystok recitals, and other artistic events
e Cultural education and education through art, in particular the preparation of
children and youth to become future consumers and creators of culture
e Creating conditions conducive to the development of creativity and artistic
talents
e Maintaining contacts with artistic education and creative communities
e Establishing cooperation and the implementation of agreements with
institutions, organizations, associations both in Poland and abroad, in the field
of the popularization and dissemination of music both in Poland and abroad
e Initiating new forms of the dissemination of art in different social environments
e Documenting the audio and video of all artistic events and have them at the
institutions disposal to use in accordance with the interests of the institution
e Dissemination of film culture by creating the conditions for universal access to
the achievements of Polish and international film art
e Organization of other projects aimed at the dissemination of culture, such as
seminars, conferences, courses, workshops and competitions
e Conducting advertising and promotional activities for the dissemination of
culture
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9  Opera na Zamku
in Szczecin

10 Silesian Operain
Bytom

11 Grand Theater in
Poznan

12 Warsaw
Philharmonic

13 Czgstochowa
Philharmonic

14  Lower Silesian
Philharmonic in
Jelenia Gora

Creating conditions for cultural education, education through art, in particular,
the preparation of children and youth to become consumers and future
contributors to the national culture

Shaping the artistic sensitivity of young people

Promotion and dissemination of opera, ballet and music

Exchange of artistic achievements and creative thoughts with other operas and
musical theaters both in Poland and abroad

Cooperation with state and local cultural institutions, non-governmental
organizations and other entities and individuals both in Poland and abroad

Acting as an impresario in accordance with the artistic profile, making the stage
available to other cultural institutions and groups for operetta, theater and stage
performances, in order to broaden the repertoire

Conducting educational activities in the field of statutory tasks

Cooperation with social and cultural organizations in the preparation of various
projects relating to the promotion and creation of musical, theater, ballet and
opera culture

Cultural education and support of amateur art movements

Collection, documentation and sharing of materials related to the activities of
the opera

Recording and the transmission of audio-visual material on its own accord and
in cooperation with other entities

Cooperation with artistic education

Publishing activities

Training and teaching activity as well as acting as an impresario and manager
both in Poland and abroad

Organizing concerts with the use of in-house and external groups

Hiring prominent Polish and foreign artists

Conducting promotional, publishing and journalistic activities

Conducting music promotion campaigns for children and youth, and also
teaching and popularization

Organizing symphonic concerts, oratorios and cantatas, chamber music, jazz
and popular music concerts at the concert hall and externally, with the
participation of in-house groups and guest artists from Poland and abroad
Promotion of Polish and foreign contemporary music

Recognizing, arousing and meeting the needs in the field of musical culture
Organizing and co-organizing music festivals

Development and the implementation of programs in the field of music
education for children and youth

Promotion of the city of Czg¢stochowa through campaigns in the field of musical
culture

Promotion of local music circles, artists and performers through concerts,
recordings for radio, television and vinyl/CD, as well as editorial activities
Cooperation with music schools and social cultural movements in terms of
initiating new forms of the dissemination of music in different environments

Presentation and dissemination of the musical achievements of Polish culture,
and the most valuable works of international music

Developing, cultivating and the dissemination of national, regional and Euro-
regional traditions in the field of music
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15 Olsztyn
Philharmonic
16 Szczecin
Philharmonic
17 Wroctaw
Philharmonic
18 Kalisz
Philharmonic

Cooperation and the exchange of experiences with other cultural institutions
both in Poland and abroad

Cooperation with non-governmental institutions in the country and abroad,
especially the Association of Polish Municipalities Euro region Nysa
Cooperation and the exchange of experiences with music schools on various
levels both in Poland and abroad

Musical education for children and youth by promoting music among children
and youth

Creating conditions conducive to the development of creativity and musical
talents

Creating conditions for the presentation of historic sites in the city and in the
region by organizing various musical forms

Artistic and scientific activity in different fields of art (music, dance, acting)

Shaping, presenting and disseminating historical and contemporary national and
international cultural heritage

Cultural education

Presentation of Polish and international cultural heritage characterized by its
high artistic level

Musical education of children and youth

Promotion of local music circles

Cooperation and cultural exchanges both in Poland and abroad

Cooperation with institutions, associations, social art movement, and individual
artists for the development of musical culture

Organization of cultural events with a local, national, and international reach

Presentation and the dissemination of the musical achievements of Polish
culture, and the most valuable works of international music

Promotion of young musicians, creating conditions conducive to the
development of creativity and musical talents

Musical education for children and youth by promoting music among children
and youth

Cooperation with the artistic, scientific, social environment, and the cultural
social movement

Participation in domestic and foreign artistic cooperation and exchange

Management and organization of group participation in culture
Various forms of music education

Individual forms of cultural activation

Symphonic concerts, chamber music concerts and recitals

Concerts and musical programs for children and youth

Music-related events

Cooperation with the social cultural movement and artistic associations
Domestic and foreign artistic cooperation and exchange
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19

20

21

22

23

Koszalin
Philharmonic

Krakow
Philharmonic

Lublin
Philharmonic

Lodz
Philharmonic

Opole
Philharmonic

Musical education, preparing children and youth for the conscious reception of
music in all its genres

Promotion of Polish and foreign contemporary music

Promotion of musical interests and activities among consumers

Cooperation with the social music movement for the development of musical
culture

Organizing symphonic, oratorio and cantata, chamber music and popular
concerts with the participation of in-house ensembles, soloists, conductors as
well as guest artists from Poland and abroad, in the concert hall and other
locations

Development and implementation of educational and music programs for
children and youth

Organizing and co-organizing concerts and music festivals in the concert hall
and other locations

Promotion of local music circles, artists and performers through concerts,
recordings and editorial activities

Keeping a sheet music archive

Management of professional groups: symphony orchestra and choir

Organizing symphonic and chamber music concerts, recitals, festivals

Creating conditions for cultural education, education through art, in particular
preparing children and youth to become consumers and future contributors to
the national culture (concerts and programs for children and youth)

Creating conditions conducive to the development of creativity and artistic
talents

Concert activities carried out at the headquarters of the institution and externally
Musical education for children and youth, by organizing regular programs and
musical education concerts, etc.

Promotion of early and contemporary Polish music

Cooperation with musical circles, cultural social movements and musical
institutions both in Poland and abroad

Creating conditions for the improvement of the artistic and professional skills of
employees and talented youth

Preparation and the implementation of concerts in order to promote the most
outstanding works of Polish and international music

Shaping, presenting and disseminating historical values and contemporary
national and international musical heritage

Cultural education and bringing up children and youth as future consumers and
creators of art, taking into account their cultural needs through concerts and
music programs

Cooperation with creative communities and the socio-cultural movement

Shaping, presenting and disseminating national and international musical
heritage

Musical education and the preparation of children and youth to become future
customers and creators of musical art

Cooperation with the social cultural movement, artistic associations and local
governments in undertaking joint initiatives to arouse and satisfy the needs and
cultural interests

Presenting and cultivating regional musical output, the presentation of
outstanding performers and musical works associated with the region
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24  Pomeranian

25

26

27

28

Philharmonic in
Bydgoszcz

Poznan
Philharmonic

Sudety
Philharmonic in
Watbrzych

Silesian
Philharmonic in
Katowice

Swigtokrzyska
Philharmonic in
Kielce

Shaping, presenting and disseminating historical and contemporary national and
international cultural heritage

Developing, cultivating and promoting national and regional traditions and
cultural heritage protection

Cultural education and education through art and in particular the preparation of
children and youth to become future creators and consumers of culture

Creating conditions conducive to the development of creativity and artistic
talents

Organization of cultural events and campaigns with a special emphasis on
musical forms

Cooperation and cultural exchange with foreign partners, participation in the
organization of international cultural events, aimed at discovering and bringing
together the cultures of nations cooperating with Poland

Publishing and information activities in the field of music education and art

Organizing, domestically and abroad, symphonic concerts, cantata and oratorio
concerts, chamber music concerts, choral concerts, vocal and instrumental
recitals

Cooperation with public organizations

Cultural education

Collection, documentation and the sharing of materials related to the activities
of the Philharmonic concert hall

Organizing symphonic concerts, chamber music concerts and recitals,
competitions, festivals, school concerts and programs

Making radio, television, vinyl/CD and audio-visual recordings

Representation of Polish culture both in Poland and abroad

Management of professional groups: symphony orchestra, chamber orchestra
and a choir

Preparing and presenting symphonic concerts, choral concerts, operas, oratorios,
chamber music concerts and recitals, as well as educational concerts and school
programs

Organizing competitions and festivals, including the Grzegorz Fitelberg
International Competition for Conductors

Making radio, television and vinyl/CD recordings, creating book and
audiovisual publications

Organizing symposia, sessions and conferences in the field of musical art

Organizing symphonic concerts, chamber music concerts and recitals, and other
forms of presentation of music in the broad sense of the word

Participation in the musical education of children and youth by organizing
school concerts and music programs in schools

Appropriate selection of program items, taking into account their real and
objective artistic value as well as the historical and contemporary social
function

Promotion of Polish and foreign musical works

Patronage of amateur musical movements, in particular the support and
promotion of amateur artistic movements

Integrating the music environment of the Swigtokrzyskie Province
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29 Zabrze e Preparation of repertoire items, valuable in artistic terms, responding to the
Philharmonic different needs and interests of the public
e Inspiring musical creativity
e  Bringing together the most talented musicians and soloists in the orchestra
e Cooperation with artist associations and arts organizations
e  Cooperation with musical institutions both in Poland and abroad
e Establishing cooperation with cultural and educational institutions in order to

pursue music education
e Cooperation with art high schools and colleges as the main source of the
selection of young art staff

30 Zielona Gora e Shaping, presenting and disseminating historical and contemporary national and
Philharmonic international cultural heritage

e Developing, cultivating and promoting national and regional traditions and
cultural heritage protection

e  Cultural education and education through art, in particular the preparation of
children and youth to become future creators and consumers of culture

e Creating conditions conducive to the development of creativity and artistic
talents

e Organization of cultural events and campaigns with a special emphasis on
musical forms

e Cooperation and cultural exchange with foreign partners, participation in the
organization of international cultural events, aimed at discovering and bringing
together the cultures of nations cooperating with Poland

e Publishing and information activities in the field of music

31 Rzeszow e Presentation of symphonic concerts and other musical forms at the
Philharmonic Philharmonic concert hall and in other locations
e Various forms of music education aimed at preparing children and youth to
become future consumers and creators of culture
e Cooperation with national and foreign institutions conducting similar activities
e Cooperation with the social cultural movement in organizing individual and
group participation in culture
e Cooperation with other scientific, social and charitable organizations in
activities aimed at developing the cultural community
e Making recordings in order to popularize and promote music
e Dissemination of the artistic achievements of the orchestra in the form of
printing publications (brochures, newsletters, programs) and recordings using
available audiovisual techniques
e Organization of orchestra tours

32 Polish Baltic e Presentation and dissemination of the musical achievements of Polish culture,
Frédéric Chopin and the most valuable works of international music
Philharmonicin e  Various forms of music education aimed at preparing children and youth to
Gdansk become future consumers and creators of culture

e  Cooperation with musical institutions both in Poland and abroad

The study confirms that cultural institutions in Poland do not exclude market-related and
financial objectives. The representatives of the 18 surveyed concert halls strongly agreed

with the statement that the strategic objective of the concert hall should be to attract new
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consumers interested in the artistic offer, and 67% of the institutions surveyed felt that the
strategic objective of the concert hall should also be to increase sales. The main marketing
objectives in concert halls include increasing the level of knowledge of the concert hall
among current and potential listeners (100%), shaping the image of the concert hall (89%),
keeping current customers interested in the artistic offer (83%), increasing the level of
customer satisfaction (83% ), cooperation with distinguished conductors and artists (78%),
providing information about the activities of the concert hall (72%), extending the degree of
knowledge of the repertoire (67%), and promotion of young talented artists (55%).

The strategic objectives of cultural institutions and companies in cultural industries stem
from intentions relating to the desired position of the company or institution on the market.
We can observe, however, a certain dependency: in the case of public cultural institutions
artistic, dissemination-related, or sociostructural objectives come to the foreground (which
results directly from the mission of these institutions), while in the case of companies in
cultural industries (mostly business organizations), financial and market-related objectives

seem to be key (Figure 3.1).

[ Cultural institutions } [ Cultural industries }

v

P
<«

Artistic, dissemination-related Financial, market-related
objectives objectives

Figure 3.1 Strategic objectives of cultural institutions, companies in industries - continuum

Simon (1964) stated that the strategic objectives should be regarded as a bundle of
limitations, and which of these limitations are treated as the most important at a given time,
and which are the focus of cultural institutions or companies in cultural industries at any
given time is quite an arbitrary decision. As we cannot normally optimize the state of several
variables at once, we have to select one variable and calculate its optimum under the

conditions of the limitations created by the other variables. Research conducted in selected
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entities in the cultural sector of the Euroregion Slask Cieszynski showed that seven out of
ten organizations try (often unconsciously) to implement more than ten strategic objectives,
and these objectives are very different from one another, for example the introduction of a
new offer, improving the quality of customer service, or increasing sales (Wroblewski 2016).
Whether cultural entities will optimize profits, market share, or attendance during an event -
a concert, performance, or a festival is a decision of the directors, the organizer,
management, or owners - but generally the state of only one variable can be optimized and it
becomes a somewhat arbitrary, primary strategic objective, which is very often forgotten by
the managers of cultural institutions. Interviews (using a questionnaire) which were carried
out with directors, owners, or marketing specialists in twenty entities in the cultural sector of
the Euroregion Slask Cieszynski showed that all the entities which were analyzed have a
formulated mission, and seventeen of them also undertake strategic measures. However, it is
much worse with strategic objectives formulated in writing. Out of the twenty entities
surveyed, only seven declared having long-term strategic objectives formulated in writing.
Research conducted in Polish concert halls and selected entities in the cultural sector of
the Euroregion Slask Cieszynski prove that the lack of formulated long-term strategic
objectives is related to the lack of time, lack of an adequately prepared management, and a
rapidly changing environment. The main factors hampering the development of strategic
objectives in entities in the cultural sector are associated with adopting too many strategic
objectives, difficulties in establishing the proper hierarchy of organizational goals,
inadequacy with regard to the most important areas of activity of the cultural institution, and

the lack of a precise definition of the expected results of its operations (Table 3.5).
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Table 3.5 Difficulties in defining strategic objectives in entities in the cultural sector

Identified by employees, managers of cultural
institutions, institutions in cultural industries

Observed by the author during consultation,
interviews and educational workshops

New terminology used in the management of
culture, the use of simpler and less formal terms
than those used in science and business
Difficulty in distinguishing between the
strategic objectives and the specific objectives
making them up

Defining realistic goals

Defining measurable goals

Sense of artificiality in relation to the real life of
the organization

Placing the objectives related to supporting and
managerial activities above those related to
cultural activities, the mission and statutory
activities

Defining too many objectives

Frequent definition of objectives of a tactical or
operational nature in the rank of a strategic
objective

Imprecise and overly general definition of
strategic objectives

e Doubts as to whether it will be possible to
measure the fulfillment of the objective

e Inability to make a logical connection between
the strategic objectives of the mission and a
SWOT analysis

When formulating marketing objectives, it must be kept in mind that the marketing
strategy is part of the overall strategy of cultural institutions, an expansion of the
organization’s strategy, and therefore this interdependence must be reflected in marketing
objectives (Figure 3.2). Marketing objectives are more specific and should therefore specify

what products will be offered on what market.

Internal potential of the cultural (
institution, companies in J L Potential in the environment
Mission

cultural industries
( Objectives )
L Marketing strategy J

A

A 4

A\ 4

Development and growth of cultural institutions, cultural
industries as the overall strategy of the organisation

Figure 3.2 Factors influencing the choice of marketing strategy in cultural institutions and cultural industries
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The selection of a particular type of marketing strategy depends on controllable factors,
which primarily include conditions within the organization (e.g. a unique system of
resources, skills, relationships within the organization and with the environment) and some
elements of the microenvironment of entities in the cultural sector, as well as on
uncontrollable factors, which include the other elements of the organization’s
microenvironment and all the components of its macro environment. The decision to
implement a particular strategic option also depends on the concept of development and
growth which has been adopted by the cultural institution or a company in cultural
industries; on the other hand, the implementation of the selected option determines the
development and growth of cultural entities, their pace, and their time horizon.

3 Market segmentation in the cultural sector

The basic premise of marketing is the need to recognize the conditions in which the
organization operates, which includes the identification of consumers. It comes from the
belief that the organization has the best chance of achieving its objectives when it is familiar
with the needs of the consumer and tries to satisfy them in the best possible way. In the case
of companies in cultural industries (business organizations), these consumers are mostly
buyers of goods and services. With regard to public cultural institutions, clearly defining
who the consumers are is far more difficult. This is due firstly to the nature of the
organization and secondly to the type of dependencies to which they are subject. The
identification and recognition of the needs of the most important customer groups of cultural
institutions and then selecting the appropriate approach to them (type of marketing activities)
IS a key step in the process of formulating a marketing strategy.
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3.1 Criteria for segmentation

The consumer market of the cultural institution’s offer and the offer of companies in cultural

industries is extremely varied and therefore there is a need for a number of segmentation

criteria. A summary of the most important criteria for customer segmentation applicable in

the cultural sector is presented in Table 3.6.

Table 3.6 Types of customer segmentation in the cultural sector

Type of
segmentation

Methods and criteria for dividing the market

Geographical

Demographic

According to age
and life cycle

According to income

Psychographic

According to
consumer behavior

According to
purchasing
opportunities

According to
benefits

According to the
user’s status: the
intensity of the user

Division of the market into distinct geographical units such as nations, countries,
regions, provinces, cities, districts, etc.

Division of the market into groups of consumers according to demographic variables
such as gender, age, family size, family life cycle, occupation, education, race, or
nationality

Offering products or the use of methods of marketing influence in a way that takes
into account the changing needs of consumers in different phases of their life cycle

Division of the market into groups of buyers with different incomes, relatively high,
medium, or low, also indicating material conditions

Division of the market into distinct groups of buyers on the basis of their membership
to a social group or lifestyle, or by personality traits

Division of the market into groups of buyers on the basis of their knowledge, attitude,
etc.

Division of the market on the basis of situations in which the intention to buy a
product appears, its purchase takes place or the purchased product is being used

Division of the market into groups of buyers on the basis of the different benefits that
they expect from the former product; this means identifying the major benefits that
people expect from the given category of products, buyers looking for all of these
benefits, and the leading brands that provide them.

Division of the market into groups of buyers: those who do not use the product, ex-
users, potential users, new users, and those regularly using the product. In some
markets, segments of customers can be distinguished based on high, medium, and low
intensity of product use. Those using the product intensively are usually a small
percentage of the market, but they have a large share in the total value of purchases.
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According to the Division of the market into groups of buyers fully loyal (always using the services of

degree of loyalty the same cultural institution, loyal to one brand), loyal to a certain extent (faithful to
two or three brands, products, or preferring a certain brand, but from time to time
buying another) or disloyal (when buying products they choose a different brand every
time or choose the one which is offered in a promotion) to their products, and then
focusing on profitable, loyal consumers.

According to Division of the market into groups of buyers at different stages of readiness to

purchasing readiness purchase a particular product into those unaware of the existence of the given product,
those conscious and interested in the product, those wanting to have it, and those who
intend to buy it. The relative abundance of each of these groups has a significant
impact on building loyalty programs. The stages through which the usual consumer
moves when making the purchase are: awareness, knowledge, liking, preference,
conviction, and purchase.

According to the Division of the market into groups of buyers who are enthusiastic, positive,
attitude towards the  indifferent, negative, or hostile towards a given product. Attitude to the product can be
product an effective variable of market segmentation when marketing programs can confirm

the belief of people having a positive attitude towards a product and try to convince
those who are indifferent. Little time is devoted to attempting to change the negative
or hostile attitude of the consumer to the product.

In order to perform a typical segmentation of the consumers of an offer of cultural
entities, basic criteria for the division of customers according to certain characteristics can be
used (Kolb 2005). This division should start from simple and objective criteria and end on
increasingly specific and subjective criteria and characteristics, so that in the final phase of
this process full information about a particular group of customers is obtained. A customer

profile is created as a result of segmentation (Figure 3.3).

Geographical segmentation

Demographic segmentation

Psychographic segmentation

Behavioural segmentation

Customer profile

Figure 3.3 Types of segmentation. Source Kotler and Bloom (1984: 70)
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The choice of segmentation criteria in the entities in the cultural sector has a significant
impact on the determination of strategies shaping the product of these entities and the use of
other strategy elements: price, distribution, promotion, and on the selection and development
of personnel. The choice of the target market should therefore be preceded by a thorough
analysis of many factors, such as the size of the segments, their development prospects, the

cost of reaching individual segments and their competitive position.

3.2 Most important categories of customers in the cultural sector

Hirschman (1993) states that in the cultural sector there are three categories of customers or
levels of consumers of services (Figure 3.4). The first and second level of the consumers of a
cultural offer - a consumer of the offer understood as the creator of a work of art, as well as
consumers of the offer in terms of the art world - occur mainly in the case of core artistic
activity. With the third level we mainly deal with consumers of culture, in the broadest

sense, in the case of the remaining core artistic activity and cultural industries.

2nd level
People of the art world
(similarly oriented
people, other artists, art
critics, directors of
concert halls, galleries,
etc.).

1st level
Author of the work
of art
(self-oriented
creative ability)

3rd level
Wide audience
(commercialized
creative ability,
broadly defined
consumers of art)

Figure 3.4 Levels of the public in the cultural sector. Source Hirschman (1993: 49)

The artist who creates a certain work is directed primarily by his internal artistic needs
and the desire for self-expression, therefore he is the first consumer of his art. Only later
does he seek recognition or applause in similarly oriented people, people from the art world,
as well as recognition from the general public (people not connected professionally with art).
Additionally, it must be kept in mind that the overriding nature of the social mission of
cultural institutions may cause different groups of entities to be interested in the activities,
among them there are those who do not directly benefit from artistic services. This is
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determined by the phenomenon of the external effects of the use of the services, involving
the occurrence of effects perceptible to third parties (Stys 1996: 120).

Hill et al. (2003: 37) noted that the consumers of cultural entities can be considered in a
narrow or broad sense. They have identified the following categories of consumers in the
culture sector: audiences as arts receptors, audiences as stakeholders, and audiences as
customers.

According Lamons and Stewart (1983: 17-21), the category of consumers called
audiences as arts receptors is formed by people directly interested in works of art. These are
people who deeply experience the arts or participate in the arts. These are the people who are
present in the concert hall, theater, gallery, museum not only in the “body”, but also (and
perhaps above all) in “spirit.” For many artists this category of the audience is the most
important. However, this is a very narrow understanding of the consumers of cultural
institutions.

The category of consumers as stakeholders is made up of all entities directly or
indirectly interested in the artistic services of cultural institutions. It must be remembered
that the majority of public cultural institutions are not economically independent. This lack
of independence is apparent when external funding sources - both public and private - are
used. Entities supporting cultural institutions with funds and labor are treated as consumers,
since in their relations with cultural institutions we can also see the characteristics of an
exchange. In exchange for material resources and effort, they receive benefits of a social and
psychological nature (e.g. an increase in the company’s prestige, improving the image, social
recognition, and personal satisfaction). This is the widest definition of the public of cultural
institutions.

Audiences as customers according to Schlosser (1983: 87-98) are all entities
(individuals, organizations) which are directly interested in the artistic activities (art
services) of the cultural entity and are willing to pay the designated price for participation in
certain artistic events. These are all people involved directly in the artistic event, regardless
of whether they are capable of being active and deeply experiencing art (participation in art)
or not. These people come to the concert halls, opera, theater, and galleries not necessarily

for the sake of art in itself, but also for other reasons (e.g. snobbish reasons).

Logos Verlag Berlin - Academic Books for Sciences and Humanities 87



tukasz Wréblewski: Culture Management. Strategy and marketing aspects

One of the most important criteria for segmentation in the cultural sector is the criterion
that takes into account the nature of the links between a cultural institution and its
consumers. Under this criterion, it is possible to distinguish the following segments or
categories of customers:

e Consumers of the cultural offer - customers;

e Local or regional community which is within the impact area of the cultural

institution;

e Centers of local and regional administration and authority;

e Donors (patrons, sponsors) voluntarily supporting the activities of cultural

institutions in various forms (financial, material, services);

e Professional advisers cooperating permanently or temporarily with the cultural

institution;

e Entities cooperating with the cultural institution (media, suppliers);

e The internal environment created by the employees of cultural institutions: artists,

administration, technical staff, etc.
The above categories of customers do not necessarily occur in the environment of all cultural
entities. The importance of particular types is also the same. In the cultural sector, the
presented groups of consumers have different roles. The primary group are the consumers of
the cultural offer, but according to past experience related to this type of institution, the
second important market of the marketing impact are donors. Both of these groups are
separate customer segments that require the preparation of distinct marketing strategies by
the cultural institution. With regard to cultural industries, the most important group of
consumers are the buyers of goods and services; however, we should not overlook
advertisers, as well as the creators of culture who decide, for example, to make a record or
publish a book in a given company (a publishing house must on the one hand seek authors of

valuable texts or books, and on the other hand, potential buyers of these publications).
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3.3 Types of marketing approaches

In determining the target market, entities in the cultural sector can opt for one of four types
of marketing activities:

e Undifferentiated approach,

e Differentiated approach,

e Focused approach,

e Individualized approach (Figure 3.5).

Undifferentiated activities

[ Marketing mix } { Market ]
Differentiated activities
Marketing mix 1 > Segment 1
Marketing mix 2 > Segment 2
Marketing mix 3 > Segment 3
Focused activities Segment 1
[ Marketing mix } > Segment 2
Segment 3
Individualized activities
Marketing mix 1 > Customer 1
Marketing mix 2 > Customer 2
Marketing mix 3 > Customer 3

(. J (. J

Figure 3.5 Methods of the activities of cultural entities and market segmentation. Source Garbarski (1998: 141)
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The undifferentiated approach consists of developing a single marketing strategy for the
entire market. For most entities in the cultural sector, such activity could lead to failure due
to the multiplicity of markets that need to be supported and the very different needs of
consumers. In a developed and competitive market, also within the cultural sector, there is no
concept of an average customer, and not everyone can be a consumer of the offer of cultural
institutions or companies in cultural industries, or the addressee of their marketing activities.
Too much time and too many resources would be needed to reach out to all clients. It would
also probably turn out that all the clients mean little, because some of them are not yet
interested in the offer of the cultural institution or company in the cultural industries, while
others are no longer interested, and still others cannot afford to participate in cultural events
or purchase this type of product. A differentiated approach seems to be much more
appropriate for entities in the cultural industries as it allows for the preparation of various
compositions of the marketing mix for pre-determined market segments (e.g. a separate offer
for adults and children). This approach may, however, be used by institutions or companies
with an established position in the market which have considerable financial resources. A
focused approach is recommended for entities in the cultural sector that do not have a large
budget for marketing. Their actions should then be focused on one selected segment. An
individualized approach consists of treating each customer individually and adjusting the
composition of the marketing mix to his particular requirements. Such an approach can be
applied in relation to the donors of a cultural institution or, for example, the institutional

clients of companies in cultural industries.

4 Choosing the course of action and marketing instruments

In shaping their marketing strategy, entities in the cultural sector (cultural institutions,
companies in cultural industries) must also make decisions on how to proceed in the chosen
target market. Choosing an effective course of action, which at the same time is realistic
given the conditions, is determined by a number of various factors that should be

comprehensively analyzed before making a final decision, the result of which will be
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specific marketing activities. In the most synthetic terms, the selection boils down to a
defensive or offensive course of action. Cultural institutions and cultural industries which
choose a defensive course of action recognize the preferences and needs of customers in
order to meet them in an existing and unchanged manner. A trait of such a course of action is
adapting the activities of the institution, company, organization, and their offer to the
existing preferences and needs of the buyers (e.g. musical theaters on Broadway). Entities
which choose an offensive course of action recognize the preferences and needs of
consumers in order to know how to shape and create new needs. This method should be
employed, in particular, by public cultural institutions whose task is to both educate and
promote culture which is not only the “easy” option (e.g. musicals, commercial cinema) but
also the more ambitious ones (symphonic music, opera, etc.). A feature of the offensive
course of action is striving to differentiate oneself in comparison to competitors and to
reduce their competitive abilities. The basis for the selection of the course of action is the
information characterizing the target market, making it possible to (Wrzosek 2004: 45):

e Determine the development phase of the market, i.e. whether it is a developing or
growing market, or a mature or declining one;

e Determine the degree of differentiation of buyers’ expectations;

e Assess the competitive effects, in particular the likelihood of the emergence of new
competitors, not only in the industry (publishing industry, audiovisual industry, etc.),
but also in related sectors (e.g. tourism).

In addition, in order to select the best course of action, many factors influencing the
effectiveness of the various strategic alternatives should be considered. Generally, factors
that should be taken into account when choosing a particular course of action can be divided
into two groups (Baruk 2001: 17):

e External factors, which are independent of the entity in the cultural sector or the

dependence is negligible, therefore they can be described as uncontrollable factors;

e Internal factors, most of which are dependent on cultural institutions or companies in
cultural industries, and so they have a controllable nature.

Internal and external factors determining the choice of a particular course of action in the

entities in the cultural sector are presented in Table 3.7.
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Table 3.7 Internal and external factors determining the choice of a particular course of action in the entities in
the cultural sector

Internal factors

External factors

1. The mission and objectives of the cultural entity 1. Phase of market development

2. Resources of the cultural entity

3. Competences of the cultural entity

4. Feasibility and acceptance from the point of
view of internal participants

5. Preferences of local authorities - the founding
body, board, shareholders

6. Organizational culture

7. Organizational climate
8. Expected rate of return

9. Internal consistency of all the elements, giving a

synergy effect

10. Phase of the product life cycle

2. The structure of sector
3. The degree of dispersion of the sector
4. Economic conditions

5. The dominant role of one of the types of the
environment (friendly, hostile, indifferent)

6. Feasibility and acceptance from the point of view of
external participants

7. Consistency between the environment and the values
and resources of the cultural entity

8. The expectations of buyers and the variability of their
needs

9. The availability of funding and other resources

10. Business risk

Source Baruk (2001: 23)

Individual authors of papers on marketing describe different factors influencing the

choice of a particular procedure, whereby this diversity arises from the application of

different criteria for division, and at the same time highlights the complexity and importance

of strategic marketing decisions. A summary of the criteria for the division is shown in Table

3.8.

Table 3.8 Factors influencing the choice of the course of action

Classification
according to:

Factors influencing the choice of the particular course of action

Niestroj
(1996: 167-173)

Pierscionek
(1996: 80-81)

The degree of concentration of the competitive sector

Phase of the product life cycle

The development phase of the market in which the company operates
Economic conditions resulting from the current phase of the economic cycle

The potential of tangible and intangible assets

The possibility of obtaining the necessary resources
Organizational culture

Organizational climate

Environment (friendly, hostile, indifferent)

92 Logos Verlag Berlin - Academic Books for Sciences and Humanities



Strategic and marketing planning in cultural institutions

Andrews e Opportunities offered by the company’s environment with particular emphasis on
(Mintzberg and the market
Quinn 1991L 45)

e  Set of competences of the company and resources held by it
e  Preferences of the board
e Obligations to society
Steinmann, e Adequacy of resources
Schreyogg (1995: e  Feasibility
165) e Social acceptance
Thompson (1990: e  Appropriateness
509-517) e Feasibility
e Desirability
Guiltinan, e  Compliance of the strategy with the objectives of the product

Paul (1994:185) e  Necessity to assess the emerging market opportunities based on a market analysis
e The need to define what types of advantages and marketing spending will be
needed to achieve market success

Cohen e Internal consistency, which can be mentioned when all the elements form a
(1991: 279-280) compact whole, jointly creating a synergy effect

Compliance with the market environment

Access to the resources needed to implement the strategy

A satisfactory level of risk, understood as the ratio of the expected benefits to costs
Acceptable time horizon

Feasibility of the strategy

Due to the nature of the activities of cultural institutions (especially public cultural
institutions), the specific products and the mission of these institutions, the offensive course
of action would be more appropriate. As regards cultural industries, in many cases adopting
a defensive course of action may be justified. Choosing the right course of action is based on
a qualitative balancing of all the relevant aspects with regard to the economic criteria of the
objective.

The stage which ends the process of formulation and the selection of a marketing
strategy is to develop the marketing mix for the target segment or segments isolated in the
process of segmentation, while taking into account the position which the product of cultural
institutions or companies in cultural industries is to occupy in the minds of customers. When
shaping the structure of marketing instruments, we should take into account the following
group of conditions resulting from Wrzosek (2004: 47):

e The specific nature of the target market and the chosen course of action (taking into

account the specificity of buyers making up the target market, the behavior of

competitors in this market, passive or aggressive course of action);
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e The specific nature of individual marketing instruments (the mandatory or non-
mandatory nature of the instruments, the varied degree of susceptibility of different
instruments to changes, the varied degree of the effectiveness of marketing
instruments over time);

e The essence of the concept of the marketing mix (a set of marketing instruments -
product, price, distribution, promotion, personnel - must be internally integrated);

e The size and structure of the resources and competences (the size and structure of
resources and competences available to the cultural institution, company,
organization in cultural industries determines the highest, realistic possibilities for
shaping and using marketing instruments and making an impact on the market).

Shaping an efficient and effective set of marketing instruments in entities in the cultural

sector is difficult, as marketing instruments are not only quantitative but also qualitative.
This means that they can be subject to evaluation, but they cannot be subject to
measurement. As a result, shaping an integrated system of instruments and activities is a
multidimensional procedure, whose variables are stochastic in nature, therefore their impact
cannot be clearly and precisely determined. The effectiveness of individual instruments is
variable and depends on changes in operating conditions (Garbarski et al. 2001: 63). Typical
marketing instruments, known as the marketing mix, in relation to cultural institutions and
companies in cultural industries include: product, price, distribution, promotion, and staff.
This five-component concept should be regarded as the most useful for shaping the
marketing instruments of cultural institutions. This concept can also be successfully applied
to cultural industries. Figure 3.6 graphically depicts the framework of instruments in this

concept.
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Marketing instruments of

cultural institutions,

companies in cultural

industries

Product, Price Distribution Promotion Staff
service
/Offer of N /Formula for N /Distribution ) /Personal ) fStaff )
cultural determining channels; sales; providing
institutions, prices; Cultural Advertising; services in
cultural Diversificatio centres and Public the field of
industries; n of the level other cultural relations; culture;
Additional of prices; facilities; Additional First contract
services; Price Distribution promotion; staff;
Quality of incentives system Sponsorship Backroom
the offer; staff;
Brand management
- AN AN AN AN /

Figure 3.6 Basic instruments of the marketing mix of entities in the cultural sector

Research carried out by Sobocinska (2015) in 451 Polish cultural sector entities indicates

that the marketing activities of these institutions usually consist of running their own

website, cooperation with the media, or building relationships with the authorities of city or

region. Table 3.9 presents the most widely used marketing activities of cultural entities

within the scope of the marketing mix. They have been ranked from the most to the least

frequently used by the analyzed entities of the cultural sector.
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Table 3.9 Scope of marketing activities in cultural sector entities

Marketing activities g < E E : E % g ; %
s2 2§ B: ggg %
£E 288 £5 £Es  £s3

Having a website 13 68.5 29.3 0.7 0.2

Cooperation with the media 1.6 45.5 49.2 2.6 1.1

Keeping good relations with the authorities of the 1.6 375 56.5 35 0.9

city, region

Acquiring information through observation 4.9 46.8 42.6 4.8 0.9

Introduction of new goods and services 8.0 50.3 32.4 7.7 1.6

Attracting sponsors 16 44.8 42.6 8.3 2.7

Analyzing publications, press, reports about 3.3 44.3 40.8 10.5 1.1

ijtjlsllierriising on television, radio, newspapers, 1.8 49.7 35.5 10.6 2.4

billboards

Analyzing data from sales 4.4 43.7 37.9 13.1 0.9

Advertising on the Internet 3.3 71.2 10.9 12.6 2.0

Developing distribution channels 4.7 53.9 23.7 16.1 1.6

Cooperation with universities 3.8 44.1 33.0 16.0 3.1

Differentiation of prices 5.3 41.0 32.8 19.8 1.1

Having a profile on Facebook 12.9 62.5 2.0 22.4 0.2

Attracting volunteers 55 46.6 18.0 25.9 4.0

Sales over the Internet 7.3 56.8 4.0 30.3 1.6

Using one’s own databases, CRM systems 4.9 41.9 16.0 36.1 1.1

Getting customers involved in the promotion and 7.1 43.7 35 43.7 2.0

sales on the Internet

Creating fan clubs of cultural institutions 4.0 29.7 16.4 44.1 5.8

The use of loyalty programs 4.2 31.9 11.5 48.9 3.5

Conducting quantitative research 7.5 30.6 8.4 43.9 9.6

Conducting qualitative research (IDI, FGI, expert 8.4 27.5 7.3 52.4 4.4

surveys)

Source Sobocinska (2015: 215)
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From a marketing point of view, in cultural institutions and companies in cultural industries
the product is the core business, and therefore product strategy plays a key role in these
entities. This is also confirmed by the results of research carried out by the author in the

Euroregion Slask Cieszynski (Figure 3.7).

0,
Product 31,9%
32,5%
. 14,9%
Price
13,3%
0,
Distribution 28,2%
12,0%
. 12,2%
Promotion
19,3%
0,
Staff 12.8%
23,0%
1 T T T T T T 1
0,0% 5,0% 10,0% 15,0% 20,0% 25,0% 30,0% 35,0%
B Customers and potencial customers of cultural institutions B Cultural managers

Figure 3.7 Preferred marketing mix instruments in the opinion of surveyed managers of culture, as well as
customers and potential customers of cultural institutions in Euroregion Slask Cieszynski

According to the surveyed managers of culture, 32.5% of decisions concerning the activities
from the marketing mix are concerned precisely with the product. This seems absolutely
right - the largest group of potential customers of entities in the cultural sector of the
Euroregion Slask Cieszynski which were surveyed (31.9%) considered that, for them, the

product is the most important factor in the decision-making process to purchase the product.
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5 Models of marketing strategies of cultural institutions in relation to

specified target markets

Cultural institutions wanting to effectively disseminate culture should work on the basis of a
carefully developed marketing strategy. Unfortunately, research conducted in Polish concert
halls and selected entities in the cultural sector of Euroregion Slask Cieszynski has shown
that despite the fact that all of the cultural institutions analyzed undertake marketing
activities, they are mostly operational in nature, often implemented intuitively, and therefore
cannot be considered as activities of a strategic nature (Wréblewski 2012, 2015, 2016).
Therefore, it seems reasonable to propose model solutions of marketing strategies to cultural
institutions, which can become an inherent part of their mission and strategic objectives. An

example of such strategies are utility strategies, relating to specific target markets.

5.1 Characteristics of the analyzed target markets of cultural institutions

Taking into account both the artistic and aesthetic competences of the consumers of the
cultural offer (those present and potential), and the intensity of marketing activities in
cultural institutions, four main customer segments can be identified:

e People associated with art professionally,

e People with a positive attitude towards art,

e People indifferent to art,

e People reluctant towards art.

People associated with art professionally are a customer segment which is often included
in the so-called art world (artists, critics, employees of cultural institutions, etc.), which
evaluates the artistic offer and often determines the success of a given artistic project (which
in turn can translate into financial success). This segment has the expertise necessary for the
proper reception of art and is knowledgeable about both the market for the creation and
dissemination of art. Therefore, in comparison with other segments, it is relatively

insusceptible to the marketing activities of cultural institutions. This group primarily looks
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for information about the artistic offer in traditional media, on the Internet, and in magazines
devoted to cultural issues. It makes its market decisions autonomously and when choosing a
cultural event to participate in, it is directed primarily by the message of the work and its
content, which is much more important than the promotion of the event, or the price of
admission. These customers have a high level of requirements and highly diverse
expectations, not all of which can be met by cultural institutions. These are people for whom
being with art is a way of life, and the main motivation for participating in a particular
artistic event is intellectual development and communicating with authors, artists, and other
people.

People with a positive attitude towards art create a segment not professionally involved
with art, but participating in the artistic events organized by cultural institutions. Cultural
needs occupy a relatively high position in the hierarchy of values in their life, but compared
with the previous segment, their spending on culture is lower. It should be noted that
although such forms of activity like going to a museum, gallery, concert hall, opera, or
theater are considered by this group of people as valuable, they are not implemented
frequently. When choosing an artistic event in which they will participate, in addition to the
content and message of the work, they often pay attention to comfort. In making their
purchasing decisions, a significant role is played by the place where the artistic event will
take place. It should also be noted that these customers are sensitive to the promotion of a
cultural event and the artistic offer of cultural institutions is more suited to their
expectations. Therefore, convincing them to participate in a particular artistic event should
not pose a major difficulty to the institutions. This group, compared with people associated
with art professionally, is somewhat less prepared for the reception of art, so next to
individual development and leisure, the main motivating factor for participation in an artistic
event is cultural education.

Those indifferent to art are a segment of customers who occasionally participate in
cultural events, especially high culture (opera, philharmonic, ballet, etc.). In comparison with
the previous segments of customers, the cultural needs of this group occupy a low position in
the hierarchies of their life values and are felt with a lower intensity. Their market decisions
depend to a greater extent on the price and the places where the cultural event will be held.

Expenditures on participation in culture are at a relatively low level. However, among the
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behavioral patterns of a large part of this group, attention should be paid to the display effect
(snobbery), which can be interpreted as a regularity describing the tendency of the customer
to be similar to others (e.g. frequenting exclusive symphony concerts or openings, where one
can meet members of groups with higher incomes or higher social prestige). This group is
particularly vulnerable to the marketing activities of cultural institutions. This group seeks
information about the cultural offer above all in the press and on television and the family is
also a source of information. It should be emphasized that they do not read magazines
devoted to cultural issues.

The group reluctant towards art is the least educated segment and at the same time the
worst prepared for the reception of art. Deficiencies in education, in particular concerning
knowledge of culture, often lead to a misunderstanding of art which, in turn, creates an
aversion towards it. This is a group of people who are not interested in events in the field of
culture, as they often perceive them as boring, designed for social elites or snobs. Therefore,
the activities of cultural institutions must be aimed at changing this specific group’s
perception of the institution itself and its offer. This task is very laborious, time consuming,
and also very expensive. This group, although it is a strategic challenge for many cultural
institutions, cannot constitute the main segment on which these institutions focus their
marketing efforts.

Through separating the market segments presented, as well as determining the direction in
which the cultural institution’s artistic offer is moving (elitism, popularity), it is possible to
use one of the following four marketing strategies:

e Elitist art strategy,

e Art emphasizing strategy,

e Strategy of increasing sensitivity to art,

e Art popularization strategy.

The elitist art strategy is mainly designed for people associated with art professionally. In
relation to people with a positive attitude towards art, the use of the art emphasizing strategy
seems to be the most appropriate. In regard to those indifferent to art, the strategy for
increasing sensitivity to art should be used, and for people reluctant to art, the art

popularizing strategy.

100 Logos Verlag Berlin - Academic Books for Sciences and Humanities



Strategic and marketing planning in cultural institutions

5.2Elitist art strategy

The implementation of the elitist art strategy by the cultural institution is associated with the
development of an artistic offer of the highest quality. The priority of this strategy is to
popularize works of art whose level can match that of global cultural heritage and revive and
enhance it. This is achieved through patronage extended by the cultural institution to the
most valuable works of global cultural heritage, individual creators, and artists with
significant achievements, or by promoting new prestigious investments, unique at an
international level (e.g. the organization of an international music festival, competition or
building a new museum, theater, opera house, concert halls).

The marketing is focused on a relatively narrow group (mostly people associated with art
professionally), which is looking for an original, exclusive offer of the highest quality, made
up of both classic works of art, as well as modern/avant-garde ones. Therefore, the strategy
may be used by cultural institutions focused on marketing which, when seeking market
opportunities, often market a new offer, paying particular attention to its acceptance by the
public. Addressees of the elitist art strategy are mostly well off, therefore according to
Engel’s law, the Katona effect, as well as the Veblen paradox, they are willing to allocate
more funds to satisfying their needs in the field of culture. This fact, as well as an original
cultural offer of the highest quality, entitles the cultural institution to use a prestigious price
strategy, which makes it possible for the organization to achieve a satisfactory income. In the
elitist art strategy it also seems to be the most appropriate to use the exclusive distribution
strategy, the informing promotion strategy, and the image promotion strategy, as well as the
strategies of soliciting employees. However, other combinations are possible. It is very
important that marketing activities facilitate the creation of a positive image of the cultural
institution, which is both exclusive and prestigious.

The most important advantage of using this strategy is the originality and high quality of
an ambitious artistic offer. One of the main disadvantages is the high price, which is a barrier
to accessing culture for those less privileged. Therefore, national cultural institutions that

want to effectively promote culture in society should not only use this strategy. It seems
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necessary to combine it with the art emphasizing strategy, or even with the strategy of

increasing sensitivity to art.

5.3 Art emphasizing strategy

The art emphasizing strategy is addressed to people with a positive attitude towards art, and
its main goal is to distinguish the artistic offer of the cultural institution from competing
products. Institutions seek to create such a position of their offer in the minds of buyers that
it is seen as exceptional or even unique. Essentially, this should not pose major problems
since cultural institutions, as one of the few, uphold the highest values through their activity.
Theodor Adorno (1991), the author of the most systematic and most critical analysis of
popular culture, and also high culture, says that in contrast to popular music - the reception
of which is always passive, endlessly repeated, confirming the world as it is - art, for
example symphonic music, refers to the pleasure derived from the imagination, proposing
participation in a world as it could be (Storey 2003: 89-94). Therefore, this is a strategy in
which a very important role is played by the positioning of the artistic offer. The positive
perception of art and the positive attitude of the client in relation to the artistic offer results in
the customer’s readiness to a specific behavior, e.g. formulation of the intent to make a
purchase or making a purchase. Using this strategy, however, requires the cultural institution
to move away from the passive transmission of information and replace it with stimulation
and developing the ability to have a deeper participation in art, and also an individual
understanding of the phenomena, processes, and people who create it. At the same time, this
cannot be easily absorbed into the institution’s specific programs and activities. Employees
of cultural institutions, in addition to personal predisposition, must have enormous
substantive knowledge, abilities, and real skills, e.g. to take innovative, creative actions in
addition to those basic ones related to reawakening and stimulating individual needs and
interests. Institutions wishing to apply this strategy should strive for maximum penetration of
the current market through appropriate promotional activities (mainly the strategy of

building loyalty) and distribution activities (the strategy of selective distribution).
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It is also possible to achieve through the use of the neutral price strategy, which is based on
the prices of competing products.

The main advantage of the art emphasizing strategy is that it puts a lot of emphasis on
the development of long-term relationships between the cultural institutions and the existing
customers of their offer. Unfortunately, acquiring new customers of the artistic offer is a

secondary issue here, which is its weakness.

5.4 Strategy of increasing sensitivity to art

Hypothetically, it can be assumed that every person is sensitive to art, regardless of the level
of culture, profession, environment, etc., but it must be added that this trait is not stable and
is easily influenced by all these factors which affect the human psyche. It is formed through
contact with art, acquiring experiences, and broadening the scope of reflection on artistic
phenomena and, although it manifests itself spontaneously, it cannot occur without the
appropriate stimuli. What stimulates it is the specific qualities of objects, e.g. rhythmic or
expressive qualities, and particularly complicated structures occurring in art, harmonious or
disharmonious, referred to as aesthetic structures (Gotaszewska 1986: 287). The purpose of
the strategy of increasing sensitivity to art is therefore to bring the people who are indifferent
to art into contact with the offer of cultural institutions more frequently, and consequently
stimulate their sensitivity to art. These activities rely heavily on ensuring the proper
distribution of tickets and, more importantly, the services themselves. The cultural
institution, in order to popularize its offer among the broadest possible group of people
indifferent to art and to stimulate their ability to interpret art, should organize artistic events
not only in its headquarters, but also in places closer to the target group (schools,
workplaces, or churches). It is also important that the distribution of services (the selective
distribution strategy) is supported by appropriate pricing strategies. It seems that the most
appropriate strategy is the compensation price strategy, but promotion strategies, in

particular the stimulating strategy, can be adopted.
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An important advantage of this strategy is that the cultural institution has the possibility of
obtaining a customer segment which has not participated regularly in cultural events before,
while the disadvantage is the relatively high cost of customer acquisition in relation to the

low revenues earned from ticket sales.

5.5 Art popularizing strategy

A person’s response to external stimuli regarding art (a cultural institution’s offer) can be
negative (Niemczyk, 2007: 25). This reveals itself in perceiving certain negative attributes of
a given product; expressing negative feelings towards the product; demonstrating a tendency
to avoid the acquisition of the given services (Barbeka 2004: 53).

In such cases, cultural institutions should adopt the art popularizing strategy. Its main
purpose is to change the image of the organization, resulting in a change in the perception of
the institution and its offer in the minds of customers. It must be remembered that in the
cultural sector, we come into contact with certain psychological regularities of customer
behavior. For example, a regularity consisting in assigning certain characteristics to products
according to their appearance and other physical properties is very important. The
assessment of a given object is made from the point of view of social judgments, which are
considered correct and valid (Drab and Wielgus 1993: 76-84). It is widely recognized, for
example, that formal attire is required in the opera or concert hall which, for a certain group
of customers, can be embarrassing. In other words, a cultural institution must attempt to
change the beliefs of the customer through its impact on the cognitive element of the
customer’s attitude or to change the customer’s feelings, which affect his emotions (e.g.
ambition aspects), or attempt a simultaneous change of beliefs and feelings. To achieve this,
modification appears necessary, as well as the adaptation of the cultural institution’s existing
products to existing attitudes. This, however, poses a risk that they will become closer to
entertainment than art. At the same time, it is necessary to use intensive distribution, which
offers potential customers the possibility to come into contact with the institution’s offer in

places not yet associated with high culture (stadium, park, town square, etc.).
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The appropriate shaping of price is also important. It should not be a barrier in the decision-
making process on participation in an artistic endeavor and therefore the symbolic
(minimum) price strategy seems the most appropriate. Of course, a special role in promoting
art is played by appropriate promotion, which should be directed at changing the image of
the cultural institution.

The main advantage of the popularization strategy is that the perception of the institution
and its offer is altered by those people who have a reluctant attitude to art. This, in turn, leads
to changing the attitude from reluctant to neutral or even to positive. Its most significant
drawback is the commercialization of the cultural institution’s offer, due to which it begins

to manifest qualities closer to entertainment than art.

6 Problems with the implementation of marketing strategy in entities in

the cultural sector

Interviews conducted both in Polish concert halls and selected entities in the cultural sector
of the Euroregion Slask Cieszynski (Wroblewski 2016) indicate that marketing strategies are
identified continuously by a significant number of cultural managers (especially art
directors) by using different sales and advertising techniques (nearly 73% of the concert halls
analyzed) or even a set of gimmicks and tricks aimed at persuading the customer to
participate in a particular artistic event. Acceptance of the use of marketing in the cultural
sector is significantly delayed because of this. This is often the cause of a so-called vicious
circle which occurs in the process of implementing the marketing strategy in the cultural
sector. The confirmation of this thesis is the fact that in 17 Polish concert halls, where
employees of marketing units were responsible for the implementation of the marketing
strategy, the biggest implementation problems were considered to be:

e Lack of financial resources for the implementation of the strategy;

e Staff shortages, frequent staff turnover;

e Lack of proper communication between the marketing department and the arts

department;
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e Blurring the responsibility for the implementation and execution of the strategy;

o Skeptical attitude of artistic management to strategic marketing;

e Lack of the artistic staff’s trust in marketing.

The results of the research carried out in Polish concert halls can also be extended to
other cultural institutions (e.g. theaters, opera houses, museums). The vicious circle in the
process of the implementation of the marketing strategy in the entities in the cultural sector

is shown in Figure 3.8.

Sceptical attitude of artistic

management to strategic marketing Insufficient funding

/ \

Lack of proof that marketing
strategies are an effective tool for the
dissemination of culture

A 4

Staff shortages in marketing
departments

Lack of confidence of the staff
responsible for the implementation of

the strategy < Lack of possibility to operate

effectively

Figure 3.8 The vicious circle in the process of the implementation of the marketing strategy in the cultural
sector

Even if the managers of cultural entities recognize the importance of a marketing
strategy, the level of funds which they are willing to spend on its implementation is too low.
This largely stems from the under-funding of these institutions by the state, as well as
difficulties in raising funds from donors. This in turn leads to staff shortages in marketing
departments (the employees in these departments are responsible for the implementation of
marketing strategies), and sometimes the lack of a marketing department. Employees of
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cultural entities which are located in smaller cities often do not have adequate training in the
field of strategic or marketing management, and their activities are limited to the
development of promotional programs or the distribution of tickets. The situation is much
better in institutions located in big cities or important cultural centers, but here there are
often problems with the funding of marketing activities, with the effect that the staff is
unable to effectively “sell” their activities, and this in turn means that the employees lack
confidence in themselves. As they do not feel that they could have an effect on the success of
their institution, they put less emphasis on the implementation of the marketing strategy and
monitoring its implementation. In consequence, without the full implementation of the
marketing strategy and the effective monitoring of its implementation, there is no method to
convince top management to conduct marketing activities (develop, implement, and
consistently maintain the marketing strategy). As a result, management becomes more and
more skeptical about the contribution of the marketing department and the advisability of
investing funds into it. This results in insufficient resources being allocated for this purpose,

and the whole process repeats itself.
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Chapter 4

Marketing strategies based on relationships with key market

participants

1 The process of forming relationships

Changes taking place in the cultural sector (growing competition, the virtualization of
consumption, development of new technologies, and globalization) clearly show that cultural
institutions must create long-term relationships with both customers of culture, as well as
other market participants (e.g. donors or employees), in order to secure their future existence.
The traditional concept of marketing is increasingly being criticized. The cultural institutions
which use classic marketing primarily focus on acquiring as many new customers or donors
as possible, often neglecting their present, often most valuable customers. The concept of
relationship marketing enables us to take a modern look at the nature of the interactions and
relationships between the cultural institution and the various entities occupying its
environment, and therefore is well suited for use in the cultural sector (Sobocinska 2015,
Peck et al. 2013, Wroblewski 2012, Palmatier et al. 2008, Gronroos 2004).

Relationship marketing is a marketing concept which has been developing since the early
1980s and is currently considered to be the dominant paradigm in this field, gradually
displacing the concept of transaction marketing (Hollensen 2015, Egan 2008). In relation to
the services market, the change in marketing towards building lasting relationships with
customers came in 1983 when Berry (1995: 236) first described the whole concept of
relationship marketing as a concept for the management of a services company. He
distinguished five strategic elements of the application of relationship marketing, which

today represent the theoretical basis of the concept: developing core services, adapting the
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offer to the expectations of the individual customer, enriching the core service with special
benefits (added value), pricing to stimulate consumer loyalty, and undertaking intensive
marketing activities in regard to one’s own employees.

Building lasting relationships is a continuous process and does not end when a customer
is persuaded to participate in an artistic event, a donor to give his support, or an artist is
persuaded to become involved in a particular project. Forming long-lasting relationships
goes beyond a single transaction and is cyclical in nature. This means that the cultural
institution and its clients (consumers of the cultural offer, donors, employees) pass through
successive, repeated stages. If the course of a given cycle of the relationship is undisturbed,
the partners in the exchange start a new cycle. Passing through subsequent cycles is a
prerequisite for the continuation of the relationship (Claycomb and Martin 2013). The
process of cultural institutions building long-term relationships with the consumers of
cultural offers, donors, and employees is presented in Figure 4.1.

In the process of building long-term relationships, we can distinguish two main phases:
the initial phase - the creation of a relationship (this phase ends when a customer is
persuaded to participate in an artistic event, a donor gives his support to the institution, or a
contract is signed by an artist with the cultural institution) - and the main phase of
strengthening of the relationship (which is a closed cycle and continues for a longer time).
The main objective of the initial phase is for the cultural institution to establish ties with
selected customers (consumers of the offer, donors, employees). This phase can be divided
into three stages: the first stage consists of identification of target customers, the second
stage of offering value to potential customers (the main benefit), and the third stage of
acceptance of the cultural institution’s offer by the customer (or its rejection) and their
decision to purchase the services, grant support, or sign a contract with the cultural
institution. The initial phase of building a relationship is therefore synonymous with the
classic marketing process.
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Identification of target customers (potential participants in an artistic
event), donors (patrons, sponsors) and employees (artists, managers of
culture)

A 4

Offering value (the main benefit). Presentation of the artistic offer,
sponsorship offer, a job offer, submission of a proposal for cooperation

L7 Establishing a relationship W
K (purchase of a ticket for an artistic event, ™
\. signing a sponsorship agreement, conclusion i

.. of a contract with an artist .7

Creation and delivery of value (implementation of the
artistic programme, an agreement with a donor or an artist)
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esTTTTTTT -~ 7T Achieving the goals (assessment of the Tl
~ Strengthening ™ { effectiveness of actions taken) i
\  the relationship K . .-

ey |

Repeated offering of value and additional benefits (loyalty
programmes, fan clubs, special acknowledgements, prizes,
awards, etc.).

Figure 4.1 The process of cultural institutions building long-term relationships with the consumers of artistic
offers, donors and employees

A characteristic feature of the main phase is the cyclical implementation of subsequent
stages of relationship marketing: creation and delivery of value, re-offering value, accepting
value, creation of and delivering value, etc. This is the basis on which the relationship is

continued and deepened. In this phase, the consumers of the cultural offer, donors and
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employees, beside the main benefits are offered additional benefits by the cultural institution,
such as a special acknowledgement or distinctions for the sponsors, or loyalty programs and
prizes for employees. Breaking this cycle means breaking the relationship between the
cultural institution and the client. Therefore, it is important to constantly monitor the process
of relationship marketing, and not only the achievement of the objectives of the cultural
institution, but also to constantly monitor the so-called critical moments, such as the
rejection of the value offered by the cultural institution (Kinard and Capella 2006). Source
literature provides a rich set of measures for strengthening relationships (Hollensen 2015,
Peck et al. 2013, Palmatier et al. 2008, Egan 2008, Gronroos 2004). The most important of
them are presented in Table 4.1.

Table 4.1 Definitions of the measures of the strength of a relationship between cultural institutions and the
consumers of the offer, donors, and employees

Measure Definition

Duration of the Period counted from the first transaction of the client, donor or artist with a cultural
relationship institution

Intensity of the The frequency with which, in a given period of time, the cultural institution is in
relationship contact with the consumers of the artistic offer, donors and artists directly “face to

face”, by telephone and via the Internet

Comparative benchmark  The way in which the consumer of the artistic offer, donor, or artist evaluates the
likelihood of replacing the current cultural institutions with another institution, with
which maintaining a relationship would be more beneficial

Professional knowledge  The way in which the consumer of the artistic offer, donor or artist evaluates the
of the cultural institution level of expertise of personnel and the ability to transfer this knowledge in mutual
contacts

Trust Convincing the consumer of the artistic offer, donor or artist that the promises made
by the cultural institution will be fulfilled

Involvement Positive, neutral or negative emotional attitude of the consumer of the artistic offer,
donor or artist towards contacts with the cultural institution

The inclination of the consumer of the artistic offer, donor or artist to develop the
relationship is determined by their beliefs and emotions regarding the cultural institution and
has been shaped by the previous interactions. Therefore, the creation of long-lasting

relationships in cultural institutions requires a departure from the traditional way of doing
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business. The basis of such a system is to create exceptional values for the consumer of the

artistic offer, donor, or artist, rather than maximizing profits.

2 Shaping relationships with consumers of the cultural offer

In the cultural sector, the consumer of the cultural offer is the ultimate verifier of the
efficiency and effectiveness of the cultural institution. The opinions, attitudes, and behaviors
of customers in the market determine the position of a cultural institution. The customer’s
decision-making process is affected by the overall evaluation of the cultural institution, in
regard to, for example, the program it offers, the efficiency of the service, and the efficiency
of the communication system. Information about the factors which affect the customer’s
selection process is particularly important. This information is collected by the cultural
institutions in order to serve as many satisfied customers as possible. Only a sufficiently high
level of satisfaction with the cooperation leads to maintaining contacts, repeated purchases
and, as a result, customer loyalty to the artistic organization. Hence, building long-term and
lasting relationships with consumers of the artistic offer is a special area of interest for
cultural institutions (Ha and Stoel 2008, Palmatier et al. 2007, Ndubisi 2006).

The building of lasting relationships by a cultural institution with the consumers of its
offer is a process that may take the form presented in Figure 4.1. In the initial phase of the
process of building relations, in order to make the correct identification of target groups, it is
necessary to carry out customer segmentation. The example of the segmentation of
consumers of musical institutions (e.g. opera, concert hall), presented in Figure 4.2, shows

the desired structure of current and potential consumers of the cultural offer.
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Music
lovers
(clients
committed
to the opera,
concert hall)

Clients attached to the opera,
concert hall

Consumers of the artistic offer of

cultural institutions

New clients of the opera, concert hall,
who do not feel attachment to the institution

Those sure of the opera’s or concert hall’s offer

Those preferring the opera’s or concert hall’s offer

Those familiar with the opera’s or concert hall’s offer, but rejecting it

Those not familiar with the opera’s or concert hall’s offer

Potential consumers of the artistic

offer of cultural institutions

Figure 4.2 Pyramid of opera and concert hall goers

This form of segmentation allows the most valuable (profitable) consumers of the
cultural offer to be distinguished. Commercial companies are, of course, familiar with the
Pareto principle and consciously focus efforts on those customers who generate the most
income. However, it seems that a significant number of cultural institutions do not benefit
from this knowledge. If some segments of the population can be considered as regularly
attending symphony concerts, opera, or theater, they should be the object of special efforts.
Such segments, by their very nature, are the easiest to encourage to participate and they can
develop properly over time. However, Dawson (Mokwa et al. 1980: 7) draws attention -
which can be considered a paradox in marketing culture - to missionary efforts which aim to
develop the audience among those marginally interested in art and almost neglect efforts to

ensure the strongest possible reaction from that segment of society which would be most
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willing to support it. Many cultural institutions still do not see the need to focus on those
customers who represent the greatest potential for them. Sargeant (2004: 236) points out that
the client who spends nearly 500 pounds per year on culture is worth more than one that
spends five pounds during the same time period. Unfortunately, many conservative artistic
directors regard this as heresy, but wrongly so. Carefully winning over the most valuable
customers can bring valuable income which can be allocated to the more missionary aspects
of the organization.

A key element of the initial phase of building lasting relationships with customers is the
concept of value (benefits). Once the target audience of the cultural offer has been correctly
identified, they should be offered a certain value. It should be remembered that value is
determined not only by the service the customer receives. Equally important is the way the
service is received, and to be precise, the quality of the process of interaction and dialogue
with the customer (Grénroos 2004, Furtak 2003). The effect of the exchange of tangible and
intangible values is customer satisfaction, trust, and commitment to the service provider. The
perceived value of maintaining a relationship with a cultural institution is therefore the sum
of the basic and additional value. The basic value concerns the most important benefits
which are experienced from contact with the cultural institution. For example, in the case of
a concert hall, the sense of basic value, the most important benefit, can be understood by
answering the question of what the consumer of a cultural offer actually buys or what are the
basic needs he intends to satisfy when selecting a symphonic concert. It turns out that the
basic value (most important benefit) that is offered by a cultural institution is linked very
strongly with the core of the product and, depending on the consumer’s needs, can take
different forms. Examples of linking the core of the product with the main motive for

participating in a symphonic concert (the most important benefit) are presented in Table 4.2.
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Table 4.2 Relationship of the core of the concert hall’s product with the basic value for the listener

Core of the product Most important benefit (basic value)
Violin Concerto in A major by M. Karlowicz Getting to know a masterpiece of Polish music
Orchestra - New York Philharmonic Hearing a renowned symphony orchestra
Soloist - Itzhak Perlman Hearing a prominent violin virtuoso
Conductor - James Levine Participating in a concert under the guidance of a world-

renowned conductor

Place of performance - Central Park in New York In the form of a picnic
City

As shown in Table 4.2, depending on the listener’s preferences, the basic value for the
consumer of a cultural offer might be not only the opportunity to become acquainted with a
specific musical masterpiece, but also, at the same time, to hear an eminent virtuoso playing
or taking part in a concert by a renowned symphony orchestra.

Added value is, however, associated with additional services and the process of
interaction. It is a set of characteristics and conditions which are expected by customers who
decide to buy a particular product. Customers can expect the possibility to book tickets over
the phone or via the Internet from a cultural institution. They can expect various forms of
payment for tickets, the availability of parking spaces near the building, functioning air-
conditioning in the concert hall, etc. Of course, as in the case of basic value, the consumers’
expectations can also be very different in this respect. For example, in the opera, theater, or
concert hall, for some listeners a decisive factor may be the acoustics of the concert hall,
while for others more important is the availability of parking near the institution. The main
advantage and its associated additional services (added value), delivered in a sequence of
episodes within the interaction process, shape the value perceived by the consumer.

When the customer decides to purchase a ticket for a certain artistic event (accepts the
value offered by a cultural institution), we move to the main phase of the process of
relationship marketing - a bond is established between the cultural institution and the client.
Ballantye (1999) draws attention to the role of dialogue in maintaining relationships.

Satisfactory contacts between the institution and the consumers of a cultural offer result in
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increasing customer confidence, their attachment to the institute and the gradually climb to
the top of the “loyalty ladder” (Figure 4.2). A necessary condition for deepening the
relationship is offering value once again to these specific customers (Gronroos 2004). For
example, some cultural entities (opera, theaters, museums, concert halls), in seeking to
strengthen ties with their customers, invite them to fan clubs, offer special passes
(subscriptions) at very attractive prices, or send special newsletters via the Internet from
which customers can get information about the cultural institution or the artistic season. In
addition, information is sent by mail about the current repertoire, and the most devoted
customers are invited to open rehearsals, meetings with artists, and special balls held at the
cultural institution (e.g. the opera, concert hall, theater) where they can meet renowned

artists, for example.

3 Developing relationships with donors

As in the case of consumers of the artistic offer, the process of shaping the relationship
between cultural institutions and donors (patrons, sponsors) must start with their
segmentation. A donor, patron, or sponsor (generally a donor) are concepts which emerged
as early as in Classical times and which still exist in modern dictionaries. Their application
relates to similar areas, but the specific meaning has changed. Nowadays, sponsoring is a
term which describes the nature and purpose of activities which support various areas of life
in order to achieve one’s own benefits, and this distinguishes it from patronage or charity -
the domain of philanthropists (Figure 4.3).

Biegluk points out the differences between charity, sponsorship, and patronage.
According to him, charity can be described with the words “I give so you’ll have”,
sponsorship as “I give, so you give”, and patronage as “l give so you’ll exist” (Grzegorczyk
2003: 47).

Logos Verlag Berlin - Academic Books for Sciences and Humanities 119



tukasz Wréblewski: Culture Management. Strategy and marketing aspects

Patrons
(patronage)

Donors
(charity)

Sponsors
(sponsorship)

Figure 4.3 Types of donors of cultural institutions

From the very beginning, donors have been connected with cultural institutions. One
example is New York’s Lincoln Center with the famous Metropolitan Opera. In 1966,
architect W.K. Harrison and acoustician C. Harris built the new Metropolitan Opera (MET)
as part of the Lincoln Center, which also includes the New York City Ballet and the Avery
Fisher Hall. Maintained in its traditional red, white, and gold colors, the Metropolitan Opera
has the shape of a five-story horseshoe with rows of boxes on the sides. This arrangement
takes into account the will of the donors, who, in contrast to the state-subsidized European
stages, financed the entire project and did not want to give up their reserved boxes. These
days the Lincoln Center also benefits from the generosity of its donors, who maintain such
respected arts organizations as the Metropolitan Opera, New York City Ballet, and New
York Philharmonic. Each of these organizations has hundreds of donors who give from
several dozen to more than two million dollars a year. Therefore, it is in the interest of this
organization to maintain the greatest possible number of loyal sponsors, especially corporate
sponsors (businesses, corporations, foundations, etc.), as it is they who transfer the greatest
amounts to the New York Lincoln Center. Without these funds, artistic events like the free
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concerts of the MET or the New York Philharmonic in urban parks, as well as numerous
educational projects designed for children, would not be possible.

The Metropolitan Opera in New York has divided its donors into two main groups -
individual donors and corporate donors. The first group is made up of as many as 22 sections
which define the level of involvement in the financing of the opera (Table 4.3), whereas the

group of corporate donors is made up of nine sections (Table 4.4).

Table 4.3 Guild Member benefits by tier

Patron level Donation Benefits

(in USD)
Guild from 85 A one year subscription to Opera News
National Special publications including the Live in HD and Radio Guide
Member Discounts at the Met Opera Shop and online store
Discounts on Guild Community Programs
Guild Travel Program
Guild from 150 A one year subscription to Opera News
Supporting Guild Travel Program
Member Special publications including the Live in HD and Radio Guide
Discounts on Guild Community Programs
Met ticket priority by level and periodic ticket discounts
Advance access to tickets for Live in HD cinema presentations in the U.S. and
Canada
Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more
Discounts at the Met Opera Shop and online store
Notification of Guild Annual Luncheon
Access to National Desk weekend ticket packages for out-of-town members
Guild from 250 Notification of Guild Annual Luncheon
Contributing Guild Travel Program
Member Access to National Desk weekend ticket packages for out-of-town members

Special publications including the Live in HD and Radio Guide

Met ticket priority by level and periodic ticket discounts

Gold Card privileges at hotels, restaurants, retailers, and more

Advance access to tickets for Live in HD cinema presentations in the U.S. and
Canada

A one year subscription to Opera News

Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more

Discounts at the Met Opera Shop and online store

Discounts on Guild Community Programs

Guild Donor  from 500 Met ticket priority by level and periodic ticket discounts

Member Notification of Guild Annual Luncheon
Guild Travel Program
Access to National Desk weekend ticket packages for out-of-town members
Special publications including the Live in HD and Radio Guide
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Discounts on Guild Community Programs

Access to the Belmont Room members’ lounge

A one year subscription to Opera News

Gold Card privileges at hotels, restaurants, retailers, and more

Advance access to tickets for Live in HD cinema presentations in the U.S. and
Canada

Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more

Discounts at the Met Opera Shop and online store

Guild from 850 Met ticket priority by level and periodic ticket discounts
Sponsor Gold Card privileges at hotels, restaurants, retailers, and more
Member Guild Travel Program

Access to National Desk weekend ticket packages for out-of-town members
Notification of Guild Annual Luncheon

Two passes to dress rehearsals

Access to the Belmont Room members’ lounge

Two guest passes to the Belmont Room

The Met Season Book

A one year subscription to Opera News

Advance access to tickets for Live in HD cinema presentations in the U.S. and
Canada

Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more

Discounts at the Met Opera Shop and online store

Discounts on Guild Community Programs

Guild from 1,500 Met ticket priority by level and periodic ticket discounts
Fellow Access to the Belmont Room members’ lounge
Member The Met Season Book

Gold Card privileges at hotels, restaurants, retailers, and more

Guild Travel Program

Access to National Desk weekend ticket packages for out-of-town members
Notification of Guild Annual Luncheon

Two passes to dress rehearsals

Additional passes to dress rehearsals

Two guest passes to the Belmont Room

A one year subscription to Opera News

Advance access to tickets for Live in HD cinema presentations in the U.S. and
Canada

Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more

Discounts at the Met Opera Shop and online store

Discounts on Guild Community Programs
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Guild
Benefactor
Member

Patron

Contributing
Patron

Sponsor
Patron

from 2,000

from 2,750

from 3,750

from 5,500

Additional passes to dress rehearsals

Access to the Belmont Room members’ lounge

The Met Season Book

Gold Card privileges at hotels, restaurants, retailers, and more

Guild Travel Program

Access to National Desk weekend ticket packages for out-of-town members
Notification of Guild Annual Luncheon

Discounts on Guild Community Programs

Met ticket priority by level and periodic ticket discounts

Two passes to dress rehearsals

Highest level of Guild ticket priority

Two guest passes to the Belmont Room

A one year subscription to Opera News

Advance access to tickets for Live in HD cinema presentations in the U.S. and
Canada

Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more

Discounts at the Met Opera Shop and online store

Exclusive dress rehearsals

Patron Lounge and Belmont Room access

VIP Ticket Priority and Personalized Ticket Service

Advance access to single tickets and preferred seating

Complimentary coat check

Young Artist Recitals

MetTalks new production panel discussions

A one year subscription to Opera News

Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more

VIP Ticket Priority and Personalized Ticket Service
Exclusive dress rehearsals

Patron Lounge and Belmont Room access
Complimentary coat check

Young Artist Recitals

MetTalks new production panel discussions

Advance access to single tickets and preferred seating
Complimentary Backstage Tour

A one year subscription to Opera News

Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more

VIP Ticket Priority and Personalized Ticket Service
Patron Lounge and Belmont Room access
Complimentary Backstage Tour

Complimentary coat check

Young Artist Recitals

MetTalks new production panel discussions

Advance access to single tickets and preferred seating
Invitations to select Working Rehearsals

Recognition in Playbill and the Season Book
Additional passes to Dress Rehearsals

A one year subscription to Opera News

Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more
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Sponsor
Patron with
Production
Fund Gift

Benefactor
Patron

Benefactor
Patron

from 6,500

from 7,500

from 8,500

VIP Ticket Priority and Personalized Ticket Service
Invitations to select Working Rehearsals

Recognition in Playbill and the Season Book
Additional passes to Dress Rehearsals
Complimentary Backstage Tour

Complimentary coat check

Young Artist Recitals

MetTalks new production panel discussions

Advance access to single tickets and preferred seating
Season Preview with General Manager Peter Gelb
Patron Lounge and Belmont Room access

A one year subscription to Opera News

Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more

VIP Ticket Priority and Personalized Ticket Service
Recognition in Playbill and the Season Book
Complimentary Backstage Tour

Additional passes to Dress Rehearsals
Complimentary coat check

MetTalks new production panel discussions

Advance access to single tickets and preferred seating
Young Artists Concert

Invitations to select Working Rehearsals

Season Preview with General Manager Peter Gelb

A one year subscription to Opera News

Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more

VIP Ticket Priority and Personalized Ticket Service
Recognition in Playbill and the Season Book

Young Artists Concert

Season Preview with General Manager Peter Gelb
Complimentary Backstage Tour

Complimentary coat check

MetTalks new production panel discussions

Advance access to single tickets and preferred seating
Presentation: The Met: 50 Years at Lincoln Center
Invitations to select Working Rehearsals

A one year subscription to Opera News

Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more
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Premiere from VIP Ticket Priority and Personalized Ticket Service
Circle 10,000 Invitations to select Working Rehearsals
Sponsor Recognition in Playbill and the Season Book

Young Artists Concert

Season Preview with General Manager Peter Gelb
Complimentary Backstage Tour

Presentation: The Met: 50 Years at Lincoln Center
MetTalks new production panel discussions
Complimentary coat check

Advance access to single tickets and preferred seating
Invitation to Observe a Master Class

A one year subscription to Opera News

Online access to select radio broadcasts, MetTalks panel discussions on hew
productions, and more

Premiere from VIP Ticket Priority and Personalized Ticket Service
Circle 12,500 Recognition in Playbill and the Season Book
Sponsor Invitation to Observe a Master Class

Young Artists Concert

Season Preview with General Manager Peter Gelb
Complimentary Backstage Tour

Presentation: The Met: 50 Years at Lincoln Center
MetTalks new production panel discussions
Complimentary coat check

Advance access to single tickets and preferred seating
Presentation: Creating a Character

Invitations to select Working Rehearsals

A one year subscription to Opera News

Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more

Premiere from VIP Ticket Priority and Personalized Ticket Service
Circle 15,000 Presentation: Creating a Character
Benefactor Recognition in Playbill and the Season Book

Invitation to Observe a Master Class

Young Artists Concert

MetTalks new production panel discussions

Complimentary Backstage Tour

Season Preview with General Manager Peter Gelb

Presentation: The Met: 50 Years at Lincoln Center

Complimentary coat check

Advance access to single tickets and preferred seating

Invitations to select Working Rehearsals

Invitation to the Metropolitan Opera National Council Semifinals Competition
A one year subscription to Opera News

Online access to select radio broadcasts, MetTalks panel discussions on new
productions, and more

Premiere from VIP Ticket Priority and Personalized Ticket Service
Circle 20,000 Complimentary coat check
Benefactor Young Artists Concert

MetTalks new production panel discussions
Complimentary Backstage Tour

Recognition in Playbill and the Season Book
Presentation: The Met: 50 Years at Lincoln Center
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President’s
Circle
Sponsor

President’s
Circle
Fellow

Silver Circle

Golden
Horseshoe -
$75,000 per
year, or
$225,000
over 3 years

from
25,000

from
35,000

from
50,000

from
75,000

Season Preview with General Manager Peter Gelb

Invitation to Observe a Master Class

Presentation: Creating a Character

Invitation to the Metropolitan Opera National Council Semifinals Competition
Observe a Private Vocal Coaching

Advance access to single tickets and preferred seating

Invitations to select Working Rehearsals

A one year subscription to Opera News

All Benefits of the Met’s Patron Program
Exclusive dress rehearsals

Ticket priority for opera and dance

Dedicated staff member

Personalized ticketing assistance and guidance
Invitations to exclusive events and recitals
Priority reservations at the Grand Tier Restaurant
Recognition in Met publications

All Benefits of the Met’s Patron Program

Ticket priority for opera and dance

Dedicated staff member

Personalized ticketing assistance and guidance
Invitations to exclusive events and recitals
Priority reservations at the Grand Tier Restaurant
Recognition in Met publications

Additional Dress rehearsal tickets

All Benefits of the Met’s Patron Program

Additional Dress rehearsal tickets

Ticket priority for opera and dance

Dedicated staff member

Personalized ticketing assistance and guidance
Invitations to exclusive events and recitals

Recognition in Met publications

Dinner for 8 at the Grand Tier (details vary at each level)
Exclusive luncheon hosted by a Met singer or conductor

All Benefits of the Met’s Patron Program

Additional Dress rehearsal tickets

Ticket priority for opera and dance

Dedicated staff member

Personalized ticketing assistance and guidance

Invitations to exclusive events and recitals

Dinner for eight at the Grand Tier (details vary at each level)

Dedication of a performance in your honor and a Center Parterre box
Access to Final Dress Rehearsals for new productions

Annual Golden Horseshoe Dinner with guest artists

Opportunity to purchase, once during a member’s tenure, gold cuff links,
stickpin, or brooch designed by Tiffany & Co. exclusively for the members of
the Golden Horseshoe

Access to the Metropolitan Opera Club
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Council
Sponsor

from
100,000

All Benefits of the Met’s Patron Program

Dedicated staff member

Personalized ticketing assistance and guidance
Invitations to exclusive events and recitals

Dinner for 8 at the Grand Tier (details vary at each level)
Access to Final Dress Rehearsals for new productions
Annual Golden Horseshoe Dinner with guest artists

Opportunity to purchase, once during a member’s tenure, gold cuff links,

stickpin, or brooch designed by Tiffany & Co. exclusively for the members of

the Golden Horseshoe

Access to the Metropolitan Opera Club

Additional Dress rehearsal tickets

Concierge service offering highest ticket priority

Dedication of a performance in your honor and a Center Parterre box
Invitation to the annual Council Gala

Opportunities to meet Met artists at cast parties, dinners, closed rehearsals,

and more

Source http://www.metopera.org/Support/Join-The-Met/Become-a-Guild-Member/ (accessed 21 Sep 2016)

Table 4.4 Corporate patron benefits by level

Corporate Donation  Benefits

patron (in USD)

level

Corporate

Patron 2,750 Patron Lounge access

Sponsor 5,500 All of the benefits above, plus:

Patron Recognition in Playbill, the Season Book, and Annual Report
Additional dress rehearsal passes (increases with each level)
Employee discounts at the Met Opera Shop

Premiere 10,000 All of the benefits above, plus:

Circle Employee Discount Ticket Program - up to 65% off

Sponsor Executive benefits, including concierge service, for 2 executives

Premiere 15,000 All of the benefits above, plus:

Circle Private Group Tour

Benefactor

President’s 25,000 All of the benefits above, plus:

Circle
Sponsor

Opportunity to host a lecture with light reception at the Opera House

Logos Verlag Berlin - Academic Books for Sciences and Humanities

127



tukasz Wréblewski: Culture Management. Strategy and marketing aspects

President’s 35,000 All of the benefits above, plus:

Circle Opportunity to host one cocktail event at the Opera House

Fellow Dress rehearsal sponsorship opportunity (available for this level only)
Silver 50,000 All of the benefits above, plus:

Circle Executive benefits, including concierge service, for 3 executives

Opportunity to host one cocktail OR one dinner event at the Opera House
Opportunity to invite a Lindemann Young Acrtist to perform at an event

Golden 75,000 All of the benefits above, plus:
Horseshoe Opportunity to host one cocktail AND one dinner at the Opera House

Corporate 100,000 All of the benefits above, plus:
Council Executive benefits, including concierge service, for 4 executives
Sponsor Dedication of 3 performance days
Prominent corporate visibility in the Opera House during dedication days
Client entertaining opportunities
Opportunity to host a range of events at the Opera House
Source http://www.metopera.org/Support/Corporate-Partnership/Corporate-Partnership/ (accessed 21 Sep
2016)

Such a precise breakdown of individual and corporate donors required the preparation of
a separate offer for each group which would not be possible without regular market research
(Kolb 2005). In the case of the sponsors of cultural institutions, the basic parameters of the
companies which are sought as sponsors must first be determined. Standard criteria which
are taken into consideration in this type of analysis are the location and geographic coverage,
turnover and the level of promotional spending, the standard duration of promotional
campaigns and their cyclical nature, the expected way of receiving benefits by the sponsor
(in kind, service, financial), and the nature of promotion objectives. From the point of view
of the potential effectiveness of acquiring sponsors the characteristics of the target group of
the sponsoring company should be determined. The geographical strategy for the selection of
sponsors can be based on many observations of their activities. Often, supporting cultural
development in the region is the main incentive for sponsors to make a decision about
sponsoring (Grzegorczyk 2003: 202). Permanent sponsors of the Polish Baltic Philharmonic
in Gdansk are, for example, the EDF Group or the Energa Group (large power companies),
which are based in Gdansk.

In the case of the patrons and donors of cultural institutions, the basic value is prestige in

itself, the satisfaction of belonging to a group of philanthropists. This value satisfies the
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need for respect and recognition. A cultural institution, in order to establish a long-term
relationship with this specific group of donors, also offers added value. For example, the
National Philharmonic in Warsaw gives its donors and patrons membership to the National
Philharmonic Friends Club, which enables the wider involvement in the activities of the
concert hall (Table 4.5).

Table 4.5 Additional benefits offered to selected consumers of the cultural offer of the National Philharmonic

in Warsaw
Cardtype Amount Benefits offered by the National Philharmonic (NP) in Warsaw ~ Number

of to Club Members of
support members
in PLN in season
2015/2016
Bronze From The right to:
Card 100 Receive information about NP’s repertoire in the selected manner
(mail, e-mail), 21

Take advantage of a special pool of reserved tickets which expire
30 days before the concert,

Participate in Thursday rehearsals,

Have their name - if the person does not object - included on the list
of Club Members in the NP’s programs published once a month, on
the NP’s website and in the annual program book.

Silver Card  From The right to:
500 Receive information about NP’s repertoire in the selected manner
(mail, e-mail), 8

Participate in Thursday orchestra rehearsals,

Have their name - if the person does not object - included on the list
of Club Members in the NP’s programs published once a month, on
the NP’s website and in the annual program book,

Receive a free program during NP concerts,

Take advantage of a special pool of reserved tickets which expire
15 days before the concert,

Receive a free Program Book for the artistic season,

Participate in meetings organized for Club Members.

Gold Card  From The right to:
1000 Receive information about NP’s repertoire in the selected manner,
Participate in Thursday orchestra rehearsals, 35

Have their name - if the person does not object - included on the list
of Club Members in the NP’s programs published once a month, on
the NP’s website and in the annual program book,

Receive a free program during NP concerts,

Receive a free program book for the artistic season,

Participate in meetings organized for Club Members,

Receive NP’s publications,

Participate with a companion in meetings organized in the
Government Room during concert intermissions,

Participate in meetings with artists organized by the NP,

Take advantage of a special pool of tickets (two tickets), which
expires 1 day before the concert.
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Platinum From The right to:
Card 3000 Receive information about NP’s repertoire in the selected manner
(mail, e-mail), 0

Participate in Thursday orchestra rehearsals,

Have their name - if the person does not object - included on the list
of Club Members in the NP’s programs published once a month, on
the NP’s website and in the annual program book,

Receive three free programs at each concert,

Receive three free Program Books for the artistic season,

Participate in meetings organized for Club Members,

Invite five guests to a meeting organized for Club Members,
Receive NP’s publications,

Participate with companions in meetings organized in the
Government Room during concert intermissions,

Participate in meetings with the Directorate and artists organized by
the NP,
Take advantage of a special pool of tickets (six tickets), which
expires 1 day before the concert.

Corporate  From The right to:
Gold Card 5000 Receive information about NP’s repertoire in the selected manner
(mail, e-mail), 1

Participate in Thursday orchestra rehearsals,

Have their name - if the person does not object - included on the list

of Club Members in the NP’s programs published once a month, on

the NP’s website and in the annual Program Book,

Receive a free program during NP concerts,

Receive a free Program Book for the artistic season,

Participate in meetings organized for Club Members,

Receive NP’s publications,

Participate in meetings with artists organized by the NP,

Participate along with companions in meetings organized in the

Government Room during concert intermissions,

Mention the company name and/or person’s last names in NP’s

Program Book, in concert programs in the category of companies

(legal persons) and on the NP’s website,

Take advantage of a special pool of tickets (six tickets), which

expires 1 day before the concert.
Source Regulations of the National Philharmonic Friends Club http://filharmonia.pl/sponsorzy-i-
partnerzy/klub-przyjaciol-filharmonii-narodowej/regulamin-klubu-przyjaciol-filharmonii-narodowej/ (accessed
21 Sep 2016)

The members of this club participate in, among other things, open rehearsals, which
gives them the opportunity to lead an interesting social life. Every year there are Christmas
parties and meetings to celebrate the end of the artistic season, where the club members
(Gold and Platinum Cards) can meet with the conductor of the orchestra, soloists, musicians,

as well as personalities of the world of culture. Such events are very prestigious.
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The Polish Baltic Philharmonic in Gdansk, in order to establish long-term relationships,
offered so-called “Music Lover’s Seats” to its patrons and donors. These seats feature a
special plague with the donor’s name. The donor receives an additional pass - a subscription,
with a certificate and an ID card, with which he can participate in all artistic events branded
by the Polish Baltic Philharmonic.

A perfect example of an institution that has successfully built long-term relationships with
its patrons and donors is the New York Philharmonic. Proof of this is the fact that its
programs are chock-full with the names of patrons and donors. Donors belonging to the so-
called “Leonard Bernstein Circle” in sections “Maestro” and “Concertmaster” are invited to
receptions, dinners, and lunches with the biggest stars of the New York Philharmonic, as
well as guest stars. Moreover, they can choose one concert a year which will be dedicated to
them or can be dedicated to a selected person. This system allows the fulfillment of the
snobbish needs of these groups who, dressed in tuxedos, arrive at the concert in Rolls
Royces and mingle with people of similar status. Treating selected donors in such a special
manner brings valuable income that can be spent, for example, on organizing free concerts in
public places, e.g. on the lawn in Central Park.

However, in many cases, just the prestige and satisfaction of belonging to a group of
philanthropists is not enough. When a donor wants to receive specific benefits (values) in
exchange for their support (financial, material, service), we are dealing with sponsorship.
The offer for this type of donors must focus on specific proposals of promotional solutions
which are presented to a potential sponsor and these should be individual in nature, taking
into account the specificity of the industry and the market conditions of the sponsor. The
offer must convince the potential sponsor that, for his money, he is given the opportunity to
have a more effective impact than in the case of other forms of promotion (Farb 2004, Laura
and Sally 2000). One group of institutions deeply believing in the sense and importance of
sponsoring culture (especially high culture) are banks and insurance companies. They are
fully aware that sponsorship is commercial in nature and as such it should appeal to their
clients. Banks and insurance companies wish to be associated with the image of an
institution which is friendly, serious, and trustworthy. According to the management of Bank
Handlowy w Warszawie S.A., this image is obtained by sponsoring concert halls, concerts,

opera performances, and recordings of classical music. The authorities of the Bank of
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Scotland agree with this approach and traditionally support two musical groups: the Scottish
Chamber Orchestra and the National Youth Orchestra of Scotland (Gorzynski 2000: 54).
Companies presenting other areas of business also promote cultural institutions. Volvo, as a
company which builds its image on the elements of durability, safety, and ecology, has been
sponsoring the Gothenberg Philharmonic Orchestra since 1979. It is accepted that there is no
contradiction in this, since the orchestra hall adheres to the highest values, like Volvo. It is
important, therefore, that cultural institutions make a thorough analysis of the needs or
preferences of a potential sponsor, as confusion in this area means that the potential sponsor
may receive an unattractive offer, which it will not choose. We must also remember that
when obtaining funds, a specific product is being sold. A potential sponsor must know
exactly what can be purchased and for how much. For example, the Krakow Philharmonic,
in exchange for monetary or in kind contributions, offers the opportunity for sponsors to
have their company logo on the facade of the concert hall building, concert posters (more
than 800 posters per month with the size of 70 x 100 cm), season programs (5000 copies
each season), concert programs (an average of 300 copies per concert), and on the website;
as well as the possibility to place company advertising leaflets in the lobby of the concert
hall, available before the concert and during the intermission, to display sponsors’
advertising spots on LCD screens, direct presentation of the brand during concerts, and the
presence of the sponsor in the media during press conferences and other accompanying
events. This package is agreed and negotiated individually, depending on the amount
transferred to the concert hall.

It is very important that each element of contact, which a cultural institution tries to
establish with a potential sponsor, is maintained at a level corresponding, as much as
possible, to the competence of such a person in the sponsoring institution. It is also necessary
to remember that when a contract is signed the sponsor becomes a client of the cultural
institution and should therefore be able to participate and observe, as well as receive
evidence that his interests are being well cared for. The range of services provided to the
sponsor should go beyond the provisions of the agreement whenever possible (Shani and
Chalasani 1992, Grzegorczyk 2003).

At the moment of the decision to transfer funds or make an in-kind contribution, we

move on to the main phase of the relationship marketing process - a bond between the

132 Logos Verlag Berlin - Academic Books for Sciences and Humanities



Marketing strategies based on relationships with key market participants

cultural institution and its donors is established. Satisfactory contacts between the cultural
institution and donors result in increasing their confidence, where they may become attached
to the institution and gradually climb to the top of the “loyalty ladder”. A necessary
condition for deepening the relationship is re-offering value to these specific customers. The
National Philharmonic, in seeking to strengthen ties with the most generous donors, awards
its donors with statuettes of the patron of the year and the sponsor of the year during an
annual gala. This form of distinction certainly has a positive impact on the image of the
patron or sponsor and, at the same time, motivates those who have been honored to continue
their activities and maintain the relationship. The Krakow Philharmonic, in order to deepen
its relationships with patrons, donors, and sponsors, sends them invitations to concerts along
with the program, offering the especially meritorious ones personal seats in the sponsors’
lodge, or awards them, for example, with the “Honorary Badge of the Philharmonic.”
However, there are often situations when the value is rejected and the relationship is
weakened or broken. It must be remembered that both the needs of the donors and the values
offered by cultural institutions are dynamic. For example, this can happen because of
fluctuations in the level of the quality of services or the level of the value perceived by the
donor. If the distance between the offered and the desired value exceeds a critical point, this
is usually followed by the rejection of the offer. Therefore, it is important to constantly
monitor the process of relationship marketing and not only the achievement of the objectives
of the cultural institution, but also the so-called critical moments, such as the rejection of the

value offered by the artistic organization.

4 Developing relationships with employees

Another important group of participants in the cultural sector are the employees of cultural
institutions, in particular the artists. Just a dozen years ago, a great talent and masterful
craftsmanship placed a number of stage artists as if above the laws applicable to people in
other professions. Artists often took advantage of these privileges, tyrannizing mercilessly

the managing bodies of operas, theaters, concert halls, impresarios, and even other artists
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(Kanski 1974: 418, Bing 1982, Kaczynski 1992). When the famous prima donna Maria
Malibran allowed herself to replace a whole scene in one opera with a fragment from the
work of another composer, the unfortunate author, who was present at the show, dared not
even protest. The great Adelina Patti travelled to concerts in a luxury private train with her
family, servants, and a large number of her favorite dogs and birds. For her performances she
collects staggering fees, and when one of the concert agents dared to mention that not even
the President of the United States earned this much, Patti replied imperturbably: “If the
president is cheaper then let the president sing” (Kanski 1974). Today, the order of things
has changed and the living conditions of artists have also changed significantly. Despite the
fact that the time has passed when the cultural sector was reigned over by artists like operatic
prima donnas, building lasting relationships with key employees is still very important to a
cultural institution.

The process of building long-term relationships (Figure 4.1), much as in the case of
consumers of the artistic offer or donors, should begin with carrying out a segmentation of
the institution’s employees. The market success of cultural institutions is often decided by its
employees, in particular the artists who often endorse the institution with which they are
associated with their name. Every major cultural institution has weak, average, and excellent
employees, so it is very important to determine which employees are of the highest value for
the organization (Barlow 2006, Bhattacharya et al. 2008, Cheese 2008, Clayton 2007,
Garrow and Hirsh 2008, Grzegorczyk and Kope¢ 2013, Maxwell and Farquharson 2008,
Pocztowski 2008, Ulrich 2008, Zheng et al. 2008, Szczepanska-Woszczyna and Kurowska-
Pysz 2016). Managers of cultural entities do not always dedicate enough time and attention
to distinguishing the best employees, and therefore, according to Luecke (2003: 134), they
should at least make a list of people who:

e Are formal or informal leaders;

e Continuously achieve excellent results;

e Have practical and valuable ideas;

e Require little or no supervision in the performance of their tasks;

e Facilitate the work of others;
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Have unique knowledge or skills, the replacement of which would take a lot of time
and money;
Could cause great harm to the cultural institutions, if they would start working for

direct competition.

It is also important for managers to identify the most important categories of employees.

To do this, the following questions should be answered (Luecke 2003, Szczepanska-
Woszczyna et al. 2015):

Which employees are key to the institution’s operations, and at the same time are
scarce in the labor market;

Which employees would cause the greatest confusion if they left;

Which employees’ employment and training cost the most;

Which employees control the relations of the company with the employees;

Which employees act as important carriers of information within the company.

In cultural institutions two basic groups of employees can be distinguished: artists and

organizational employees. An example of employee segmentation in cultural institutions
might look like this:

Big personalities - this group includes the key artists of the cultural institution. For
example, in an opera or a philharmonic, these will include the conductor, soloist
singers, soloist instrumentalists, soloist dancers, directors, show set designers, and
choreographers;

Supporting artists - this is another very important group of employees, without who
the performance of a particular musical work would not be possible. In relation to
the opera and the philharmonic this group includes the orchestra musicians, choir,
members of the ballet company, persons responsible for the preparation of the choir,
ballet, and other musicians;

Managers - persons managing the cultural institution, involved in raising funds,
entering into contracts with artists, analyzing customer preferences, etc.;
Administrative staff - office workers of the cultural institution;

Other employees.

Logos Verlag Berlin - Academic Books for Sciences and Humanities 135



tukasz Wréblewski: Culture Management. Strategy and marketing aspects

Following the guidelines presented by Luecke (2003), there is no doubt that the key
employees of cultural institutions are the artists, especially the big personalities, whose talent
and fame often determine the market success of the cultural institution in the art market. The
long-time director of the Metropolitan Opera in New York - Rudolf Bing (1982: 34) argues
that working with artists is fundamentally different from working with people of all other
professions. In his opinion, the administrative staff also undoubtedly have their own
ambitions, but they do not necessarily have to put everything on the line every day and fight
for their existence every night. Therefore, artists are exceptional - sensitive and irritable,
nervous and somewhat crazy. However, we must not forget about the organizational
employees (mostly managers) whose organizational skills and ingenuity often mean that the
given artistic project can come to fruition.

As in the case of consumers of the artistic offer or cultural institution donors, in order to
establish long-term relationships with key employees, an organization must offer them a

certain value (benefit). A set of core benefits sought by artists is presented in Table 4.6.

Table 4.6 Key benefits sought by artists

Key benefit Specification

Financial benefits  Satisfactory fees, salaries
Additional bonuses depending on the volume of sales
Company apartment, car, etc.
Covering the costs of travel, accommodation

Self-promotion Opportunity to present themselves on the stage of a prestigious opera house, theater,
concert hall, etc. (at the Teatro alla Scala in Milan or at the Metropolitan Opera in New
York, Carnegie Hall in New York)
The opportunity to work with renowned artists, conductors, directors
The opportunity to work with a renowned artistic team (e.g. with the Vienna
Philharmonic, New York Philharmonic, etc.)
The opportunity to participate in a unique artistic endeavor (e.g. New Year concerts in
Vienna, anniversary concerts, etc.).
Participation in recording sessions, television and radio programs.

Professional The opportunity to work with renowned directors, conductors, artists, etc.
development The opportunity of creating a new stage character, act in a new play, opera, discover a
new repertoire, etc.

When on April 10, 1973 Maria Callas took the trouble to put on an opera in the newly
rebuilt Teatro Regio in Turin for the first time, the management of the theater, in order to

win over the famous prima donna so she would appear in their artistic venture, had to recruit
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artists directly indicated by her, which meant that the music management by the renowned
conductor Gianandrea Gavazzeni was even handed over to another great conductor, Vittorio
Gui (Kaczynski 1992).

When we manage to hire the artist or manager desired by the cultural institution, we may
proceed to the next phase of relationship marketing, the phase of strengthening the bonds.
The cultural institution, which wants to retain the most valuable employees and create a
strong artistic team, must allocate some funds for the individual professional development of
artists and other key employees. It must ensure that the employee always feels that he is
constantly learning something and that he is facing challenges posed by new responsibilities.
An artist should feel excited about the job, and should not feel that he has stopped in his
development, as this could lead to his departure from the institution (Zielinski 2005).
Therefore, managers of cultural institutions should (Luecke 2003: 163):

e Create a ladder of professional development for each person they want to retain;

e For people who can be promoted, outline the distance between the skills and
experience they already have and what they will need to have in order to move into
new roles. Then, they should fill in the gaps using training and suitable tasks;

e “Challenge” talented employees. The cultural institution cannot allow talented people
to stagnate professionally;

e Make sure that everyone who needs a suitable mentor has one.

The cultural institution will never be able to retain everyone, and should not try to do so.
Some staff turnover (of artists and managers) can actually improve the condition of a cultural
institution, by breathing new energy and ideas into it. Yet the turnover of valuable
employees is costly, disruptive, and negatively correlated with customer satisfaction. If the
employees feel connected with the cultural institution, it is more likely that they will share
their positive feelings towards the institution with the clients and this, in turn, will

significantly improve its image.
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Chapter 5

New media and technology in the strategic activities

of cultural organizations

1 Websites in the marketing activities of cultural organizations

With the development of the Internet, not only is the number of users is increasing, but the

range of solutions offered is also becoming wider. Websites set up by cultural institutions or

companies in the cultural industries are often the first element which a potential customer

encounters (a buyer of goods and services, a member of an organization, a volunteer, or a

donor). Therefore, full use of this particular tool in the marketing activities of cultural

organizations is very important. The main reasons for the active use of websites by the

entities in the cultural sector are:

Global impact, i.e. the possibility of reaching many millions of people around the
world;

Multimedia character - the ability to transmit information in the form of text, sound,
or a short video;

No limits on time and advertising space;

Flexibility of action - ability to constantly modify websites;

Interactivity - two-way communication between the organization and various
interested parties;

Low cost of communication - much lower costs to create one’s own website than, for
example, producing and broadcasting an advertising spot on television (Wierenko
2005: 685);
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e Functional and up-to-date website - nothing has such a negative effect on the
perception of a modern organization as presenting out-dated content on the Web. The
Internet is a medium that is primarily supposed to overtake other channels in
providing up-to-date information;

e Optimization of the website in leading search engines - if you can’t find something
on the Internet, it probably doesn’t exist at all, as they say in America. Entities in the
cultural sector, which have a website that no one can find, are not only not building
their image but are in fact ruining it;

e The opportunity to receive a newsletter, i.e. information sent out regularly by e-mail
with news relating to the organization - not only allows the organization to keep in
touch with the consumer, but, by providing interesting information about new
products or services, allows the shaping of the organization’s image (Nogie¢ 2005:
671, Carr 2005, Le et al. 2016).

The active use of the Internet in the culture sector is also supported by the results of

research conducted among customers and potential customers of the offer of cultural
institutions in Euroregion Slask Cieszynski. 71.1% of respondents declared that they get

information about the cultural institutions’ offers from the Internet (Figure 5.1).

Internet 71,1%

Neighbours, friends, family members 68,8%
Posters, bills, billboards on the street

Radio

Local press

Leaflets handed out on the street

Church announcements

Onone's own, | look for information myself

Leaflets brought to the house, found in the mail...

TV

0,0% 10,0% 20,0% 30,0% 40,0% 50,0% 60,0% 70,0% 80,0%

Figure 5.1 Method of obtaining information by respondents about the cultural institutions” offer in Euroregion
Slask Cieszynski. Source Wroblewski (2016: 204)
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A well prepared website can have a very beneficial effect on the functioning of entities in the

cultural sector. According to the surveys, it enables:

The shaping of the image of the organization;

A dialogue with interested parties (consumers of goods and services, donors,
members, employees, volunteers, etc.);

The better promotion of events organized by the entity in the cultural sector, thus
increasing the demand for them;

Educating internal and external interested parties;

Greater public support for the functioning of this type of entity;

The acquisition of donors (patrons and sponsors);

The establishing of professional cooperation between the organization in the cultural

sector and its interested parties.

In organizations in the cultural sector, websites are opening up new communication

channels (e.g. Facebook profile, YouTube channel, blog, online shop), which often give

them direct access to consumers and opinion-forming centers. It should be noted, however,

that a well-designed website with a profile, e.g. on Facebook, is something more than just a

communication tool. It allows for a new mode of action, which requires different

information flows. These, in turn, have an impact not only on communication, but also form

new distribution channels and have an overall impact on the shape of the entire marketing

mix (Lupa 2014: 94). The Internet also creates good opportunities for advertising by

operators in the cultural sector. It is possible to advertise events in the area of culture and

products offered by companies in cultural industries, both at the headquarters of the

organization, as well as on the website, e.g. in an online shop (Figure 5.2).
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Figure 5.2 Online shop of the Metropolitan Museum of Art in New York.
Source http://store.metmuseum.org/bracelets/tibetan-dragon-cuff/invt/09064411 (accessed 20 Aug 2016)

As a result of twenty-first century market demands in the cultural sector, it has become
almost necessary to use online systems for the reservation and purchase of tickets (Figure
5.3). These systems are designed to increase the volume of sales, as well as reduce the costs
associated with sales. In their databases, online reservation systems collect data on the
organizers of exhibitions, concerts, theatrical and opera performances, film screenings, and
other entities in the cultural sector. Thus the customer can choose a cultural event from a
variety of offers presented in a uniform manner, often on a single website. The use of such
online systems makes it possible to reserve and purchase tickets at any time and from any
location, eliminating the need to personally visit the institution at a specific time. In addition,
the systems send notifications by e-mail or text message (Carr 2004). These systems, in
addition to improved customer service, enable the use of reporting functions, e.g. concerning

the popularity of certain products offered by cultural institutions.

144 Logos Verlag Berlin - Academic Books for Sciences and Humanities



New media and technology in the strategic activities of cultural organizations
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Figure 5.3 A screenshot of the online shop of The Metropolitan Opera.
Source http://www.metopera.org/ (accessed 20 Aug 2016)

Websites have become a very effective tool in building an organization during its learning
process, among other things by providing often ready-made solutions to improve the
operation of the organization, the implementation of innovative ideas shaping the product
offered by the organization in the cultural sector, and finally by providing new knowledge
about the environment of the organization as part of public relations activities, including the
development of relations with journalists. Activities aimed at building good relationships
with the media very often take the form of a subpage performing the function of an online

press office (Figure 5.4).
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Last news

Figure 5.4 Virtual press office of the Louvre Museum in Paris.
Source http://presse.louvre.fr/en/ (accessed 20 Aug 2016)

Communication which uses the Internet provides a wide flow of information and the
possibility of communicating with customers or other organizations, also developing their
flexibility (Gargiulo and Benassi 2000: 194). A look at the organization and its existing
problems from different points of view develops thought processes and improves creativity
and the quality of problem solving (Nemeth 1997: 55-59). Educational projects can be an
example of communication on the Internet between cultural entities and the youngest
consumers of the cultural offer. These are mostly special educational subpages for children
which, in a very attractive way - through games, or short animated films — educate and

present the cultural institution and its products, literally “pulling in” the young to the world

of opera, theater, a concert hall, or other cultural institution (Figure 5.5).
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Figure 5.5 “Kidzone” - an educational project of the New York Philharmonic.
Source http://www.nyphilkids.org/composition/main.phtml (accessed 3 Feb 2016)

An example of a very interesting multimedia educational project for children is the series
“Moni i Uszko” posted on the official website of the National Opera in Warsaw (Figure 5.6).

“Moni i Uszko” is a multimedia series in which young viewers are exposed in a very
accessible way to a lot of important information about the opera. What to wear? How to get
to the place without using GPS? Why is it better to arrive at the theater too early than too
late, or what to do if your stomach starts to rumble during a show? These and many other
often embarrassing questions are answered by animated characters - Moni and Uszko -
siblings who love the opera, but even more, they love getting in to trouble... The website
features a booklet about the adventures of the characters, an animated series about their
greatest blunders, as well as unique games, thanks to which young opera lovers will find that

the Grand Theater can be very interesting for them as well.
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Figure 5.6 “Moni i Uszko” - a multimedia series for kids from the National Opera in Warsaw.
Source http://katila.com.pl/TeatrWielki/GraMoniUszko-wT eatrze/ (accessed 3 Feb 2016)
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2 Social media as a tool for marketing communication of entities in the

cultural sector

The development of new media and modern information and communication technologies
contributes significantly to changes in the forms of satisfying needs and the participation of
individuals in social life, including in culture (Sparacino 2004, Scott 2011, Karaman et al.
2013, Barrera eta al. 2013, Jones 2016, Rialti et al. 2016). This is reflected in the
development of the information society and a society based on knowledge. This state of
affairs has established new opportunities for creativity, distribution, and importantly, the
marketing communication of cultural institutions. This has been accompanied by a change in
the role played by the consumer of culture, who through the use of modern technology and
new media is no longer only a consumer, but also becomes an active participant in the

processes of the creation and dissemination of works of art (Figure 5.7).

The processes of
defining
and shaping value
implemented by
cultural institutions
using the Internet

The processes of
communicating
value to the
consumers of
culture
using the Internet

The processes of
delivering value to
the consumers of
culture
using the Internet

Participant in
culture
and his decision-
making processes
implemented
using the Internet

Participation of a
participant in culture
in distributing cultural
goods

Participation of a participant in culture in the processes of
communication

Co-participation of a participant in culture in the creation of a work of art

Figure 5.7 New look at the role of a participant in culture in the process of value management. Source
Sobocinska (2015: 139)

The presence of entities from the cultural sector in social media in the twenty-first
century has therefore become very important. It offers new possibilities for communication

and allows the involvement of selected segments of Internet users in interacting with the
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profile associated with a given cultural institution. These interactions can of course take a
different character, depending on the nature of the given social media and its options (for
example following a page or a profile, giving a “like”, or subscribing). These interactions in
the cultural sector are gaining in importance each year as they combine the advantages of
mass communication and direct communication, allowing for contact with many customers

and potential customers at the same time, while personalizing individual messages.

2.1 The goals and importance of using social media in the marketing

communication of cultural entities

The cultural sector is using new media more and more, especially the Internet, which has
been growing continuously for over twenty years (Figure 5.8). In an era of increasing
competition and technological and technical progress, it has become a marketing tool used

by virtually all organizations, including entities in the cultural sector.
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Figure 5.8 Trends in the growth of the Internet. Source Sznajder (2015: 208)
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As shown in Figure 5.8, the number of Internet users is increasing regularly. There are also
important qualitative changes which have an impact on new possibilities for the marketing
communication strategy. Websites, Facebook profiles, or YouTube channels are becoming
the foundation of building long-term relationships, creating the image of a cultural
institution, and the primary source of information about the organization, its activities, and
offer. However, a study conducted by Sobocinska (2015: 214) shows that not all managers of
cultural institutions are fully aware of these facts. Although almost all of the Polish cultural
institutions which participated in the study (451 institutions) have their own website
(99.1%), only 77.4% of them have a Facebook profile. An even smaller proportion of the
institutions get their customers involved in the promotion and sales on the Internet (54.3%).
At the same time, Sobocinska’s research (2015) confirms that social media are gaining in
importance and are becoming a more important tool in communication with the market. The
same conclusions can be drawn from the research I carried out on a group of 230 consumers
of the offer of cultural institutions in the area of the Euroregion Slask Cieszynski in 2015 and
2016 (Wroblewski 2016). Table 5.1 presents the most important goals in the use of social

media in the cultural sector, which were indicated by the surveyed managers of 451 entities

in the cultural sector in Poland.

Table 5.1 Objectives for the use of social media in various types of cultural institutions
Type of cultural institution

- g
2 = " s g ¢ 2 5_ 5
= 1] S®E % ‘_E < ‘_E =

Purpose of using I % § 5 ko g = 232 g
social media P S < o FEESE & 0&83=
Creating the cultural institution’s 71.2 78.7 63.5 66.2 76.1 56.3 685
image
Shaping relationships with consumers 51.3 50.0 53.8 529 59.1 50.0 37.0
of culture
Advertising of a cultural institution 44.9 52.1 51.9 35.3 409 43.8 444
Supporting sales of cultural goods and  30.9 7.4 19.2 35.3 46.6 50.0 46.3
services

Acquisition of information for the 30.4 26.6 30.8 30.9 30.7 375 333
needs of managing the cultural

institution
Engaging consumers of culture inthe 27.4 30.9 25.0 294 227 188 315

process of creating the offer
Searching for ideas for changes inthe 17.2 20.2 9.6 235 114 125 222

offer
The results do not add up to 100% because respondents were able to select three answers.

Source Sobocinska (2015: 209)
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As the main goals of using social media, those who manage the cultural institutions which
were subjects of the analysis mentioned the creation of the cultural institution’s image,
developing relationships with consumers of culture, and advertisement of the cultural
institution. This was indicated by 71.2%, 51.3% and 44.9% of the respondents, respectively.

In recent years, the range of applications of the Internet in the marketing activities of
cultural institutions has increased. This can be seen in the high percentages of Polish cultural
institutions which, for at least one year but not more than 10 years, have been advertising on
the Internet (71.2%), have their own website (68.5%), have a Facebook profile (62.5%), or
sell cultural goods via the Internet (56.8%) (Sobocinska 2015). This should be seen as a
response of entities in the cultural sector to new trends in consumer behaviors that are
associated with a virtualization of the consumer’s decision-making process relating to
purchases in the cultural sector.

It is hard to overestimate the importance of the group of solutions which is growing on a
daily basis, covering a wide range of different, often intersecting tools, based on the
philosophy of Web 2.0. The most popular modern tools of this type include (Kaplan and
Haenlein 2010, Kopera 2009: 422, Woodcock et al. 2011: 64, Baird et al. 2011: 4):

e Social networking sites;

e Media sharing sites;

¢ Blogging and micro-blogging websites;

e Sites using Wiki mechanisms;

e Social review sites and social bookmarking sites;

e Forums and discussion groups;

e Internet auctions;

e Channels aggregating content, interactive applications, webinars, or instant

messengers.

In cultural institutions, the most frequently used social media include profiles on
Facebook, Twitter, YouTube channels, and blogs. Confirmation of this is the fact that these

tools (except for blogs) have been used for years by all the theaters in Warsaw (Table 5.2).
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Table 5.2 Social media in the activities of Warsaw’s theaters, as of 04.02.2016

Theater name YouTube channel Facebook Twitter
Launch date Number of Number of Number of number of number of
subscriptions views videos likes followers
Dramatic Theater of the 27.06.2008 279 385,410 189 No profile 2
Capital City of Warsaw
Rozmaito$ci Theater 27.08.2008 468 550,823 295 16,097 No profile
Rampa Theater 12.02.2010 158 171,547 73 10,636 5
6th Floor Theater 14.02.2010 411 739,438 116 42,833 79
Polish Theater 10.03.2010 229 174,488 109 17,351 328
in Warsaw
Zygmunt Hiibner 04.11.2010 105 77,766 47 20,121 82
Powszechny Theater in
Warsaw
Musical Theater ROMA 07.02.2011 1252 760,475 44 52,566 No data
Polonia Theater 07.11.2011 208 396,384 58 27,397 No data
and Och-Teatr 29,884
Kwadrat 11.04.2012 166 171,418 39 32,717 112
Theater
Syrena Theater 30.11.2012 72 194,353 54 8,269 No data
Komedia Theater No data 36 No data No data 14,203 No data
Sabat Theater No data 24 No data No data 5,918 No data
The Ester Rachel
Kamifiska No data 45 No data No data 10,897 4
and Ida Kaminska
State Jewish Theater
Theater of the Little No data 7 No data No data 10,182 718
Spectator
Ateneum Theater No data 92 No data No data 8,832 33
Wspotczesny Theater No data 81 No data No data 6,697 No profile
Capitol Theater No data 25 No data Nodata 20,406 No profile
The
Studio Theater - - - - 18,224 13
National Theater - - - - 11,775 6
Studio Buffo Theater - - - - 19,745 No data
Kamienica Theater - - - - 16,511 No data
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The managers of Warsaw theaters are aware of the great importance of social media.
Facebook profiles are the most popular among the theaters - only the Dramatic Theater of the
Capital City of Warsaw does not have one. The Musical Theater ROMA has the most likes
for this type of profile - more than 52,000. This theater also has the largest number of
subscriptions to its YouTube channel (1,252 subscribers) and the highest (among Warsaw
theaters) number of views of this channel - more than 760,000. A Twitter profile is definitely
less popular among Warsaw theaters - the highest number of likes for this type of profile was
achieved by the Theater of the Little Spectator (718 likes).

When using social media in the cultural sector we should be aware that they are governed
by somewhat different rules than the typical marketing communication tools. The
particularly important ones are: openness, transparency, informality, and equality of users.
An important implication of these characteristics is a willingness for sincere dialogue with
users. We must understand that interactions with the community (often anonymous) can be
both positive and negative. The latter ones, criticizing the cultural institution and initiatives
and subjects presented, are especially difficult. Examples include harassing comments on
posts made by artists appearing on social networks, or often non-related comments on film
materials posted on YouTube. In addition, there still remains the rational and substantive
criticism of the material which has been published and related activities, which often cannot
be simply ignored. Its existence requires the cultural institution to determine appropriate
guidelines in such cases. Of course there is also the option of disabling the possibility to
comment, but this takes away invaluable feedback, thanks to which the institution can
improve its operations and adapt them to the needs of its customers (Kopera et al. 2014: 55-
72).

2.2 Segmentation of social media users in relation to cultural institutions

Consumers of culture use new media and new technologies in varying degrees. The
development of the information society and its associated civilizational changes are

accompanied by the formation of new class divisions which reveal the attitudes of different
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social groups to new technology. In a report published in March 2014 in the Journal of
Advertising Research researchers from universities in Ireland, the UK and Spain presented
four categories of people who use the social networking profiles of different organizations
and their motivation for liking content on Facebook (Wallace et al. 2014: 92-109). Research
carried out on a sample of 438 individuals can be extended to the users of other social
networks and these segments, after relevant modifications and additions, can be transferred
to entities in the cultural sector. The characteristics of the segments are based on several
factors: actual interest in the content on the page, the need to create one’s own image,
incentives proposed by the website (promotions, competitions etc.), the strength of social
relationships, homophily (liking things similar to oneself), self-control, being a leader of
opinions or searching for recommendations from others, and degree of materialism and self-
esteem. The differentiated segments of Internet users who use the profiles of cultural
institutions on social media are:

e In love with the institution (event, brand) - they are strongly associated with the
cultural institution - they love it. They build their social position (the highest
possible) and a network of contacts on social media, which results in generating more
interest around the institution. By liking selected pages or joining events which are
popular in some circles on the profile, they want to present themselves in the best
light. They have a high level of self-control (they do not click thoughtlessly on pages
or events), have high self-esteem, a high level of materialism, and describe
themselves as opinion-leaders. According to research results, Facebook is invaluable
for this group as a source of information, a means to achieve membership to a social
group and as a tool to create the desired image.

e Image creators - they “like” profiles in order to impress other people with similar
interests and views. They are, however, less tied to the institution than those who are
in love with it. This group produces the most content and “shares”, which are used to
create their image on the Internet (their desired image). They have a high level of
self-control, but rather low self-esteem, which they want to increase by sharing

prestigious news and events on the profile. The profiles which are liked, participation
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in events “which are worth participating in”, or comments left are the means to
achieve this objective.

e The genuine ones - they do not pay attention at all to the fact that liking specific
pages or joining prestigious special events affects their image. They show a genuine
interest in the institution, which they like and respect. They are very loyal to the
institution, appreciate it, and share information about it. The profiles they like most
often actually reflect their interests. They have a low level of materialism and poor
self-control. These individuals probably seek the advice and opinions of others. Their
social ties on the Internet and beyond it are very strong, and the social networking
site for them is a virtual extension of the social environment of their real life.

e Practical ones - they like the given sites because they get something in return: e.g. an
offer to purchase tickets at a promotional price, the opportunity to participate in
special events (e.g. meeting with the artist after the concert, performance), vouchers
for promotional items, etc. These people often invite others to participate in surveys,
give a “like” to a photo entered in a contest, and to other activities. They have no
connection with the institution’s pages and do not perceive liking specific profiles as
a way to create their own image. It is interesting that the people in this group believe
they have a lower level of materialism than in reality. They are also the least
interested in passing information on to others and searching for it among friends.
They have an average level of self-control and are the segment that attaches the least
importance to creating their own image on the profile by liking pages and
participating in events.

The segmentation of Internet users using the cultural institutions’ social media is a clear
manifestation of a focus on the market and one of the main stages in the development of
online marketing strategy. The use of new technology in the management of cultural
institutions is seen as a factor stimulating their further development because it means that
consumer needs are met in a better way by increasing the availability of cultural goods and

information about them.
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2.3 Fan pages in the marketing activities of cultural institutions

The aim of marketing activities which are implemented by cultural institutions through
social networking sites (fan pages) is primarily cultural education, connected to improving
the image of the cultural institution, shaping relationships with the consumers of culture, as
well as activities that promote the institution and its offer. This form of marketing
communication is used, without exception, by the most significant cultural institutions in the
world - proof of this is are the fan pages of the largest and most renowned opera houses
(Table 5.3).

Table 5.3 Facebook and Twitter in the activities of the leading opera houses in the world, as of 04.02.2016

Headquarters of ~ Number of  Number of People talking  Number of
Cultural institution the institution likes followers about it people
Facebook Twitter Facebook registered
Facebook
Sydney Opera House Sydney — Australia
634,583 2659 14,519 1,498,469
New York - 354,743 1779 9139 228,356
The Metropolitan Opera United States
Royal Opera House London - United 222,888 6800 9983 228,690
Kingdom
Teatro alla Scala Milan - Italy 183,898 89 3306 139,907
Teatro Colon Buenos Aires - 130,174 495 5038 142,576
Argentina
Opera National de Paris Paris - France 128,988 988 2232 36,679
Wiener Staatsoper Vienna - Austria 70,553 196 2246 98,898
Opera di Roma Rome - Italy 52,053 961 2745 6579
National Opera in Warsaw Warsaw - Poland 37,437 No profile 1310 38,706
Marinsky Theater Saint Petersburg - 36,372 1309 4103 -
Russia
Bolshoi Theater Moscow - Russia 33,945 2609 1533 53,940
Teatro Real Madrid - Spain 32,549 4167 7638 36,530
Gran Teatre del Liceu Barcelona - Spain 30,024 No profile 2566 -
San Francisco - 29,201 7287 356 33,295
San Francisco Opera United States
Deutsche Oper Berlin Berlin - Germany 24,753 1686 727 32,176

“People talking about it counts all actions (events) carried out in relation to the page on the basis of which the
activity on the user’s profile was created. The data refer to the last seven days.
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The definitive leader in terms of the number of likes, number of people talking about it, and
the number of people registered on Facebook is the Sydney Opera - respectively 634,583,
14,519 and 1,498,469. Almost all the opera houses analyzed also have a Twitter account as
well as a fan page on Facebook, except for the National Opera in Warsaw and the Gran
Teatre del Liceu in Barcelona.

Facebook and Twitter are growing and with them the objectives of activities in social
media should also change. We cannot, or at least should not, look at them in the light of the
past years. If, regardless of the chosen target, a cultural institution only pays attention to the
number of likes, subscriptions, or shares, the official profiles of these institutions will
ultimately become meaningless. It is consequently vital that social profiles are seen as a
comprehensive tool that when properly used can increase the efficiency of operations.
Therefore, the quality of the content created which is built day by day is invariably the most
important and actually that is the main, non-negotiable criterion, which should guide us in
conducting any activities on Facebook. A social profile also very often acts as an additional
contact point and a customer service point. Such a function cannot be underestimated.
Thanks to a fan page, entities in the cultural sector can test the moods prevailing among their
customers and fans. Fan pages can help diagnose what they particularly like or not in order
to react appropriately. Cultural institutions - especially those financed from the state or local
budget - will, however, need to alter the way they think when it comes to investing in this
medium. Large institutions - such as the opera houses listed in Table 3 - are already well
aware of this, but a significant portion of smaller, local cultural institutions have yet to learn
that social media is not an addition which can be “looked after” by anyone who can create

their own Facebook profile.
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2.4 The possibilities of using YouTube in the promotion of entities in the

cultural sector

Entities in the cultural sector carry out incredibly diverse, multi-directional activities for the
promotion of culture in social media. Increasingly, these activities also include an official
video channel on YouTube. YouTube is a web service (created in 2005), which allows users
to post and play videos for free (Walotek-Scianska 2015: 176). This channel is part of a
wider, coherent set of activities and is used by the institution in various areas of its activity.
Entities in the cultural sector can, for example, show trailers, excerpts of performances,
concerts, interviews with artists, or can run a video blog. They can also broadcast live
selected events to audiences around the world. YouTube is the ideal platform for entities in
the cultural sector with an extensive number of video content, or - even better - the means for
their production (e.g. opera houses, concert halls, theaters, film studios). It has an enormous
power of influence, especially on young consumers of the cultural offer, of which the most
renowned cultural institutions of the world are fully aware (Table 5.4).

Table 5.4 YouTube in the activities of leading opera houses, as of 04.02.2016

Location Launch date of ~ Number of ~ Number of Number of Indicator 1
Opera house the channel subscriptions channel films Indicator 2
to the channel views available Indicator 3
230
Bolshoi Theater Moscow - 05.11.2005 28,242 2,096,581 280 17,045
Russia 2.28
Sydney Opera Sydney — 19.09.2006 81
House Australia 9,079 4,976,584 607 44,434
5.42
Royal Opera House London - 04.06.2007 1576
United 163,903 43,163,992 955 415,038
Kingdom 9.18
Teatro alla Scala Milan - Italy 07.11.2007 71
7,062 1,398,748 317 14,128
3.2
Metropolitan Opera  New York - 09.01.2008 281
United States 27,222 8,416,420 402 86,767
4.14
San Francisco San Francisco - 20.01.2008 20
Opera United States 1,878 905,200 458 9,429
4.77
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Opera di Roma Rome - Italy 19.02.2008 15
1,435 1,315,978 166 13,852
1.75
Gran Teatre del Barcelona - 02.12.2008 68
Liceu Spain 5,870 4,446,967 991 51,708
11.52
National Opera in Warsaw - 20.02.2009 19
Warsaw Poland 1,540 1,109,629 217 13,369
2.61
Marinsky Theater Saint 29.04.2009 55
Petersburg — 4,444 1,883,115 472 23,248
Russia 5.83
Opera National de  Paris - France ~ 30.03.2010 115
Paris 8,040 1,679,852 281 23,997
4.01
Deutsche Oper Berlin - 21.04.2010 -
Berlin Germany - 406,623 101 5,893
1.46
Teatro Real Madrid - Spain  18.08.2010 37
2,390 814,599 207 12,532
3.18
Teatro Colon Buenos Aires - 09.04.2012 51
Argentina 2,359 139,400 38 3,030
0.83
Wiener Staatsoper Vienna - 22.04.2013 53
Austria 1,810 364,813 186 10,729
5.47

Indicator 1 - Averaged number of subscriptions to the opera house’s YouTube channel per month since the
launch of the channel (total number of channel subscriptions divided by the number of months since the launch
of the channel). Indicator 2 - Averaged number of views of the opera house’s YouTube channel per month
since the launch of the channel (total number of channel views divided by the number of months since the
launch of the channel). Indicator 3 - Averaged number of videos uploaded to the YouTube channel by the
institution per month since the launch of the channel (total number of all videos uploaded divided by the
number of months since the launch of the channel).

The official YouTube channel of the Royal Opera House in London (Figure 5.9), which
contains nearly 1000 videos, has been viewed over 43 million times, and the number of
channel subscriptions is close to 164,000. The average monthly number of channel views
since its launch by the institution in June 2007 has totaled over 415,000. The Gran Teatre del
Liceu in Barcelona has the greatest number of videos posted on YouTube (on average per

month since the launch of the channel).
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Figure 5.9 YouTube channel of the Royal Opera House in London.
Source https://www.youtube.com/user/RoyalOperaHouse (accessed 20 Aug 2016)

Videos posted on YouTube can relate to various aspects of the institution, supporting the
implementation of its objectives in a comprehensive manner. The materials posted can
inform viewers about the activities of the organization, its offer, its projects and initiatives,
thereby facilitating more informed decision-making by the persons concerned. It is also
worth noting the image-enhancement aspect of this enterprise, both for the cultural entity, as

well as the city or region in which it operates.

2.5 Blogs as a specific tool for the communication of cultural institutions

with the market

A Dblog as a communication tool is by assumption an honest form, resulting from the very
real need to make contact with another person who is interested in the same things and cares
about what the blogger has to say: individual stories, events, thoughts, meetings, passions. A
blog is a form of a commentary, essay, or magazine article, but it is never simply the sum,
selection, and compilation of traditional genres (Kawka 2010: 64-65). It is a text about

various topics which has a variety of forms. It assumes interactivity, not anonymity or
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intimacy. It consists of a number of posts (messages), marked with a date and arranged
chronologically. The reader sees the latest post at the top. A blog can be run in the
“traditional” form, or also in the form of a video blog, audio blog, micro blog, or moblog
(mobile blog) (Walotek-Scianska 2015: 180-181). This tool is also worth using by entities in
the cultural sector because people are often more willing to trust another person than the
institution itself. If a blogger, who should be an authority to the consumer, makes use of the
offer of a specific cultural institution, then this is definitely a stronger incentive to try it
yourself than an ordinary advertising message. When planning a campaign, a cultural
institution should, however, specify exactly its main purpose and who it wants to reach. Only
on this basis is it possible to select the author, the blog’s moderator, and its target audience
(a blogger is to no avail, and may even be the cause of unwanted confusion, if he is not the
right person for the task). As a result, there is a very high probability that the institution’s
message will reach the target customer profile, those most likely interested in the topic. An
additional benefit of this type of action is the ability to get feedback (statistics regarding page
visits, addresses, and number of guests) as well as opinions for building the image of the
cultural institution online. A well-run blog, which effectively builds a community around the
institution, is a storytelling type of blog. It cannot be reduced solely to reporting what is
currently taking place in the cultural institution, or presenting the offer of the cultural
institution. It is rather a space where readers are offered a compelling and personal story on a
given topic. An example of such a blog is “Weissblog”, which is run by the Director of the
Baltic Opera in Gdansk (Figure 5.10). Mr Weiss runs his blog in a very professional manner,
because each post is related to the subject of the opera, but it also touches on the personal life
of the author, politics, and social issues. In addition, blog posts are in the form of essays,

which means that the posts read like a good novel.

162 Logos Verlag Berlin - Academic Books for Sciences and Humanities



New media and technology in the strategic activities of cultural organizations

cperabatycka.pl [=IRBICEY + A 8 O o =

Hejnal Mariacki Saka)

Figure 5.10 Weissblog - blog of the Baltic Opera.
Source http://www.operabaltycka.pl/blog/ (accessed 8 Feb 2016)

A well-run blog is a great tool for building long-term relationships between a cultural
institution and the consumers of its offer. It is a tool focused on communication and based on
the belief that consumers are capable of promoting something well - for example, they will
start to comment on posts in large numbers, and more importantly will link to them on their
blogs or on social networking sites. However, blogs are rather suitable as a complementary
campaign, especially where the institution is very confident of the quality of its products and

is also certain that reviews of the bloggers will be positive.

3 Possibilities of using holograms and virtual advisors in the cultural

sector

The advanced development of technological systems brings with it the possibility of
applying new solutions in the cultural sector. There is no doubt that today, in many cases, the
promotion of cultural entities and their offer is possible through the use of ICT, which often
eliminates the need for direct contact and increases the speed of the execution of tasks. New
ideas and solutions that until recently were regarded only as scenarios for science fiction

films are beginning to take the form of real activities. An example of this might be the
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dissemination of so-called virtual advisors or the commercialization of holograms in the
cultural sector, which had previously been absorbed by the entertainment industry (Lehman
and Roach 2011, Neuhofer et al. 2014, Walmsley 2016).

A virtual advisor (correspondent, presenter, assistant) is a computer program designed to
conduct an intelligent conversation using text or speech. The aim of these programs is to
conduct a conversation in such a manner that the user thinks they are talking to a human, not
a machine. Virtual advisors don’t have their own consciousness, but in a sense, they have
understanding and form their answers. A virtual advisor often consists of elements such as a
visualization of the character, a machine generating speech and - in the expanded version -
other additional elements (e.g. a speech recognition module, tracking the user’s eyes)
(Gotuchowski and Spyra 2014: 339-340). A virtual advisor not only accompanies the
Internet user during their visit to the website, but it is also connected to the knowledge
database of the cultural entity (this is usually a set of standards and responses of the virtual
advisor to the given pattern) and the CRM system. It conducts a conversation using an
appropriate strategy aimed at helping navigation, giving information about the cultural
institution and its offer, product sales, etc. In the cultural sector we can indicate the
following areas of the application of virtual advisors in an online customer service:

e The area of customer service (for example, a virtual advisor chatting with users,
when there is no “real” employee available; advisory, consulting and expert
services);

e The entertainment area (for example, a virtual advisor “pulling in” the user to the
site, game, or play);

e The promotional area (for example, a virtual advisor describing the cultural entity’s
offer, or a virtual spokesman);

e The organizational area (for example, a virtual assistant arranging appointments and
visits at the museum, a virtual interviewer conducting surveys on expectations and

customer satisfaction after a performance in the theater);
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e The transaction area (for example, a virtual salesperson helping internet users to go
through the complex process of buying tickets online for a concert at the concert hall
or opera).

The Polish Cluster of Culture and Industrial Tourism is an example of an entity in the

cultural sector which uses a virtual advisor (Figure 5.11).
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Figure 5.11 Virtual advisor of the Cluster Culture and Industrial Tourism screenshot. Source
http://klasterkultury.pl/index.php?option=com_content&view=article&id=209:wirtualny-doradca-
mobilnie&catid=8&Itemid=110# (accessed 30 Jan 2016)

An advisor can be installed on mobile devices: mobile phones, tablets, smartphones, etc. The
application is available free of charge and its use provides easy access from anywhere to the
knowledge database available to the virtual advisor.

The creation of a holographic image (avatar) according to the method developed by
Dennis Gabor - a Nobel laureate - can be briefly described as follows: the object is displayed
using monochromatic and consistent light so as to form a diffraction image, which interferes
with a strong coherent wave forming a background; this image is fixed on a photographic
plate. The Gabor method therefore consists of projecting the diffracted image of an object on
a photographic plate with a background of coherent light used to produce the diffraction. The
resulting photograph will contain information about the intensity of the diffracted beams,

and their phase, that is, all the information needed to restore the image of the object. Then
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the hologram is illuminated using coherent light. A lens placed behind the hologram collects
the curved beam together with the coherent wave, forming a background. Wave surfaces are
reconstructed and a faithful optical image of the object is created. Holography uses the
principle of interferometry in two-stage mapping (Ktoska 2015).

Holograms were used in the cultural sector for the first time in 2010, when a concert of a

holographic character Hatsune-Miku was organized in Japan (Figure 5.12).
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Figure 5.12 Holographic concert of Hatsume-Miku on YouTube.
Source http://www.polskieradio.pl/23/267/Artykul/275769,Gwiazdy-pop-przyszlosci-to-hologramy (accessed 1
Feb 2016)

Miku, an electronic creation singing with a synthesized computer voice, was accompanied
by “real” musicians. The performances were accompanied by the applause of thousands of
fans gathered at the concert, awed by the effect. The avatar was created on the Japanese
website VVocaloid where users arrange songs for fictional characters. The Japanese company
Crypton Future Media decided that it would create a hologram of such a character and
organize its holographic concerts.

More spectacular, however, was the Coachella festival which was organized in
California in April 2012 and which featured a “performance” by an avatar of Tupac Shakur,

who died in 1996. After the success of this performance, Digital Domains Media Group
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announced that Marilyn Monroe and Elvis Presley would also “return” (Kioska 2015).
Holograms can be widely used in cultural entities, promoting events, institutions, or entire
cities. It is possible to create a hologram of literally any person or fictional character, a well-
known artist, actor, or a composer. For example, in order to promote the city of Vienna in
Poland Digital Emotions from Warsaw created an interactive version of the statue of Johann
Strauss which gathered crowds of intrigued passers-by in Warsaw. The hologram also

conducted a conversation with a hologram of Frederic Chopin (Figure 5.13).
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Figure 5.13 Hologram of the statue of Johann Strauss promoting the city of Vienna in Warsaw. Source
http://www.digitalemotions.pl/projekty/ (accessed 1 Jan 2016)
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The virtual presenter, advisor, or interlocutor, who is a holographic presentation of a person,
gives the impression of a real person with whom we can talk. A hologram presents the offer
of the cultural entity; it is intelligent and is able to give a precise answer to questions asked
by the customer. Its advantage is that it is “always in a good mood”, “willing to help”, and
has a “permanent smile.” A virtual presenter never loses his patience, has no “bad days”, and
never raises his voice, even when customers keep asking the same questions. On the
contrary, rather than overwhelm customers with information, it just asks what the customer
needs and gladly helps. Due to its interactivity, it attracts attention and makes a positive
impression on customers. A virtual presenter presents the organization and its products in an
innovative way. Such a modern and interactive form of communication enables the
presentation of any product anywhere (in a museum, theater, or film premiére), and
guarantees huge interest among the public.

The initiative to use holograms in the cultural sector is often described as highly
controversial and extroverted, but not impossible. We must remember that the practical use
of holograms brings many ethical dilemmas: most significantly, it increases the conflict
regarding the commercial character of an organization. Having a three-dimensional
technological lookalike, contemporary music bands will be able to give concerts in several
places simultaneously, without the need for direct involvement in any of them. This means
that for people who are still alive holograms generate passive income, but on the other hand,

they are an alternative to expensive and inaccessible idols.

4 Virtual tours as a modern form of presentation of cultural institutions

A virtual tour or a virtual walk is the representation of a specific location in virtual reality. It
is a collection of photographs of selected spots at the location of a cultural entity which is
being presented, combined using an application so that interactive browsing is possible.
Virtual walks (spherical panoramas) are multiple shots combined together into a series. Their
number depends on the focal length of the lens - the lower it is, the less images are required.

The best results can be achieved using a “fisheye” lens. Using a number of

168 Logos Verlag Berlin - Academic Books for Sciences and Humanities



New media and technology in the strategic activities of cultural organizations

spherical panoramas, you can link them together and thus create a virtual tour. Panoramas
are connected to each other via a network of dependencies. Such a network is created by
adding active links to the panoramic images, which, when clicked, take the user to a specific
area. A virtual tour usually consists of a map, photos, basic information about the place
being presented, a description of the presented locations or exhibits, audio materials, and
video files. The use of a virtual tour has the following advantages:

e A modern and original form of advertising;

e 3D presentation;

e The ability to accurately (realistically) present places, buildings, premises and their

qualities;

e The ability of unlimited viewing in all planes;

e The ability of any movement using navigation tools;

e Increasing the attractiveness of the website;

e Presenting the advantages to a large number of potential customers and therefore the

chance to attract new ones;

e Prestige associated with standing out in comparison to other sites;

e A higher level of customer satisfaction;

e The ability to visit the place from anywhere in the world, anytime (Goluchowski and

Spyra 2014: 346).

Virtual tours are most commonly used in museums, galleries, theaters, or concert halls.
They are also used in historic buildings such as churches. For example, St Mary’s Church in
Krakow - one of the most beautiful and famous churches in Poland - has created a virtual
walk using gigapixel technology. This allows for high quality images and a high zoom ratio,
which is a great advantage in the case of buildings with such a large number of details. Many
design elements such as pulpits and altars have additional descriptions, from which you can

often find out more than during a visit in person (Figure 5.14).
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Figure 5.14 Virtual tour of St. Mary’s Church in Krakow.
Source http://www.pajorama.eu/wirtualnymariacki/mariacki.html#/Prezbiterium/ (accessed 21 Aug 2016)
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Another example of a “virtual tour” is the 3D visualization which appeared on
Cultura.pl before the Chopin Competition in 2010. In connection with the 200th anniversary
of the birth of Frederic Chopin, which took place in 2010, the Adam Mickiewicz Institute, in
cooperation with the OGX Group (Institute of Micromechanics and Photonics), carried out a
project involving the multimedia visualization of the historic Ignaz Pleyel piano on which
Chopin played and worked in Paris in the last years of his life (Figure 5.15).

CULTUE / NA FORTEPIANIN CHOPINA

Figure 5.15 Virtual piano of Chopin.
Source http://ogx.mchtr.pw.edu.pl/images/projects_chopin_3.jpg (accessed 3 Feb 2016)

The 3D digitization of the object was constructed using the scanning system
3DMADMAC developed by the OGX Group. A unique feature of the presentation is a fully
interactive model of the piano with a detailed representation of its geometry, texture, the
movement of individual elements, and the actual sounds it makes. By using 3DVIA Virtools
technology, it is possible to explore the virtual object in an individual manner, selected by
the user, and to enter into various interactions with three-dimensional objects. The main
features of the presentation include:

e Recreated actual animation paths of the moving parts of the piano (e.g. keys, lid,

music rest);

¢ Recreated real sounds recorded on a Pleyel piano owned by the Chopin Institute;
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e The possibility to play the instrument by clicking on the keys with a mouse or using

the computer keyboard;

e The possibility to compose, record and play one’s own songs;

e Synchronization of the movement of keys with the playback of the recordings saved;

e Informative texts, for example about Frederic Chopin in the years 1848 to 1849, the

composer’s method of playing, and the history and construction of the piano,
developed by renowned musicologists, including Prof. Irena Poniatowska and Prof.
Benjamin Vogel.

The multimedia presentation allows lovers of Chopin’s music to listen to four
compositions: Prelude in E minor, Op. 28 No. 4, and Prelude in A major, Op. 28 No. 7
performed by Wojciech Switata, Etude in E major, Op. 10 No. 3 performed by Tatiana
Shebanova, and Polonaise in A-flat major, Op. 53 played by Janusz Olejniczak. The

visualization is available in four languages: Polish, English, Japanese, and Chinese.

5 Mobile applications in the cultural sector - case studies

A mobile application is software designed for mobile devices, for example smartphones and
tablets, typically distributed via online stores (e.g. Google Play, App Store, and Windows
Phone Store). The uses of the applications change with the development of technology and
user needs. Initially they fulfilled the function of office tools (e.g. a calendar, e-mail) or
provided information (e.g. weather forecasts, stock quotes). As a result of further
technological development and the popularization of smartphones and tablets, applications
using, for example, geolocation (beacons) have been created and developed. A beacon is a
transmitter which makes it possible to precisely locate the user within the building. It
communicates wirelessly with a smartphone or tablet (within 70 meters). Through the
application, content is sent to the device, which precisely matches the user’s location and
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situational context. For many years, these applications have been used successfully as a tool
for mobile marketing in various sectors, including, for several years, the cultural sector. A
mobile application, supported by a system of wireless devices, can act as a guide to the
museum building, deliver multimedia content, or co-create a gameplay. It can offer many
unconventional features, for example, e-coupons, elements of rivalry, or navigation to the
nearest museum, etc. And most importantly, it can effectively support cultural institutions in
carrying out their missions, including carrying out their educational function. In Poland, the
first to apply this technology was the Warsaw Neon Museum. Using the application we can
access the gallery of archival images, videos, or a take a virtual tour. The MOCAK Museum
of Contemporary Art in Krakow offers a mobile application to their visitors which, in
conjunction with a network of beacons and QR codes, provides additional information about
the painting which the visitor is standing in front of.

There is no simple, single recipe for a good mobile application. This does not mean that
we have to create one blindly. It is definitely worth looking at products which have received
awards from the interactive industry that have gotten users interested, as well as to reading
experts’ comments about their functions. Therefore, this section presents examples of
selected mobile applications that can serve as an inspiration or a model to be used by entities
in the cultural sector. These applications for the most part have been developed by Moiseum

from Warsaw, which has won numerous awards for its solutions.

5.1 “DailyArt” mobile application

DailyArt is an application designed for iPhones, iPads, and Android phones which publishes
one work of art a day with a brief interesting fact about it. This is something for those who
do not have time to frequently visit museums and those who would like to refresh their
knowledge of art. Although this is a very simple idea, it has turned out to have a gigantic
effect - the application has been downloaded by thousands of people worldwide (80,000 as
of March 2014) and has gained a wide fan base. The majority of visitors come from the
United States (Figure 5.16).
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Figure 5.16 DailyArt application screenshot. Source http://www.moiseum.com/pl/project/dailyart-aplikacja-
mobilna/ (accessed 30 Jan 2016)

Very good reviews of DailyArt have been published by large international technology
websites, for example Next Web, TUAW, Mashable, and VentureBeat. In addition, Next
Web described DailyArt as one of the 12 best educational applications of 2012. The main
objective of the application is to popularize art but not in an encyclopedia version. Each
image hides a story behind it - the texts published in the application tell the story of the
picture and the life and passions of the artists. DailyArt is available in two versions - free and
pro, which work on the iPad, and has been expanded with the option of searching for works
of art and adding them to your favorites. Texts in the application are published in English.
Two years after the release of the English version of DailyArt, a version of the
application was introduced in Polish. It features Polish works of art. It is available in the App
Store for free and it is intended for iPhones and iPads. Thanks to DailyArt PL, we can
receive a Polish work of art regularly (twice a week) with a short story about it on our
iPhone or iPad. This is not, however, a typical catalogue description, but a story which can
be remembered for a long time. DailyArt PL is a completely free application designed for

anyone who is interested in art and culture, including students.
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5.2 “Wilanow Live” mobile application

Cultural institutions that have successfully implemented mobile applications include Polish
museums: the Museum of King Jan I1I’s Palace at Wilanéw, the Museum of the History of
Polish Jews, and the £.6dZ City Museum. These institutions’ applications largely serve the
function of a mobile guide of the facility, providing additional information on the exhibit
(e.g. using a built-in QR code scanner).

The mobile application “Wilanow Live” for iPhones and Android phones, created for

the Museum of King Jan I1I’s Palace at Wilanoéw, premiéred in March 2014 (Figure 5.17).
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Figure 5.17 “Wilanéw Live” mobile application of the Museum of King Jan I11’s Palace at Wilanéw. Source
http://www.moiseum.com/pl/project/wilanow-live-aplikacja-mobilna/ (accessed 21 Aug 2016)

The museum has been implementing its strategy of creating mobile projects for many years.
The palace can be visited using the application with an audio guide, while signs with QR
codes are scattered throughout the park. The museum needed an application that would
somehow link existing projects together which visitors would download immediately after
arriving at Wilanéw or even during the visit. The Wilanow Live application shows all the
information that museum visitors would want to have before and during the visit. This is
standard information about the opening hours and ticket prices, news from the life of the
museum, information about the events, exhibitions and activities taking place in Wilanéw, a

brief guide to the ten buildings located in the park and the palace, a map of the park, as well
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as links to the two existing guide applications. The iOS application uses a visual novelty -
parallax scrolling visible on the main screen and in the guide. The application uses push
notifications, so the museum can directly communicate with users. In addition, the project

included App Store Optimization and advertising visuals.

5.3 “My Warsaw” mobile application

In connection with the celebration of the Janusz Korczak Year, the Museum of the History of
Polish Jews with the History Meeting House decided to implement a project with a mobile
application “My Warsaw” (i0S/Android) which is a combination of a guide to the life of

Janusz Korczak and a city game (Figure 5.18).
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Figure 5.18 “My Warsaw” - a mobile application, Museum of the History of Polish Jews and the History
Meeting House. Source http://www.moiseum.com/pl/project/my-warsaw-warszawa-jest-moja-aplikacja-

mobilna/ (accessed 30 Jan 2016)

The application includes two thematic routes related to the life of the Old Doctor, which
together have 49 points located on the map of Warsaw. Each point contains several archival
photos, information about Janusz Korczak, and a quote from his works, also available as an
audio version. In addition, each of the points contains one photo which can
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be viewed in Augmented Reality, not previously used on such a scale in Poland. By
superimposing a semi-translucent archival image, we can get as close as possible to seeing
the capital during the 1930s and 1940s. The application is also a city game - some of the
points are locked. To see them, you must complete the tasks presented to you at unlocked
points - you have to answer a question, choose the correct answer, or take a picture in a
designated place. The application has been integrated with social media (Facebook, Twitter,

Foursquare).

5.4 Mobile application of the LodZ City Museum

In December 2014, a project of two applications intended for interactive kiosks based on
Android tablets was implemented for the £.6dz City Museum. It was a big challenge because
the tablets were the largest available on the market at that time in terms of the screen size of
21.5 inches. At the same time they were not very efficient devices. The applications were to
deepen the visitors’ knowledge of the famous £.6dZ composer Aleksander Tansman. One of
them is a calendar of the musician’s life, presented in the form of an interactive lifeline, with
photos, a voice-over, and music. The application is bilingual. Further functionalities of this
application include a gallery of scores, where you can take a look at scans of the original
scores of Tansman’s works and listen to recordings, as well as three unique scores. Looking
at the score while playing back a recording, the user can keep track of which notes are being
played at a given moment. The effect is a bit like playing karaoke and thanks to this, the user

can consciously keep up with a complicated musical piece.
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Figure 5.19 Mobile applications from the £L.6dZ City Museum.
Source http://www.moiseum.com/pl/project/my-warsaw-warszawa-jest-moja-aplikacja-mobilna/ (accessed 30
Jan 2016)

The second application is a music mixer (Figure 5.19), by which the users can come to
understand the basic laws of physics that govern music. By modifying Tansman’s selected

works, you can change the tempo, intensity, add effects, and record your own voice.

5.5 “Archimapa” and “Via Ducalis” mobile planners

Mobile travel planners and guides are becoming increasingly popular (e.g. Archimapa - a
mobile guide to Warsaw architecture, or Via Ducalis - the “princely route” which takes the
tourist on a trail of the monuments of Cieszyn Silesia, associated with the princely Piast and
Habsburg dynasties), offering among other things a rich database of information about
places, an events calendar and an access map.

The Archimapa application is a mobile guide to the architecture of Warsaw, which is
available in Polish and English. It is based on an acclaimed series of maps published by the
Warsaw Uprising Museum in printed form. Archimapa shows the seven most interesting
often previously undescribed issues related to Warsaw’s 20th century architecture, each of

which is a thematic proposal for city exploration. With this application anyone can plan
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their route (sightseeing, trips, walks), finding not only information about architecture,
architects, and the history of over four hundred buildings, but also details about their

availability.

€ va moiseum. com'ol it/ ackh xcje B ¢ || Qs + A B9 40 =

archimapa

Figure 5.20 “Archimapa” mobile application - screenshot.
Source http://www.moiseum.com/pl/project/aplikacje-mobilne-archimapa/ (accessed 21 Aug 2016)

Geolocation allows the users to easily find undiscovered places and move with greater
freedom in the urban space. By using offline maps the application can be used without
access to the Internet. Numerous illustrations facilitate the identification of the buildings and
places marked on the map. The texts in the Archimapa have been written by eminent
scholars and critics of Warsaw architecture, as well as writers and popularizers of knowledge
about the city. Archimapa features the following texts: “Warszawa niezaistniata 1944”,
“Architektura Warszawy 20-lecia mi¢dzywojennego 1918-1939”, “Warszawski socrealizm
1949-1956” — Grzegorz Pigtek, Jarostaw Trybus$, “Dziedzictwo architektury Warszawy
1945-1989” — Maria Sottys, Marek Kucinski, “Zydowskie dziedzictwo. Warszawa, Falenica,
Otwock” — Beata Chomatowska, “Ancymapa. Warszawa dla dzieci” — Sylwia Chutnik,
“Mozaiki warszawskie” — Pawet Giergon.

“Droga Ksigzeca - Via Ducalis”, an application for mobile devices which is a multimedia
guide to the “princely route”, takes the tourist on a trail of monuments associated with the
princely Piast and Habsburg dynasties. The application can be downloaded for free from
Google Play, available for the Android system. It is to be available soon for other systems.
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The scope of the application includes monuments located in the historical part of Cieszyn
Silesia, i.e. not only in Poland but also in the Czech Republic. The beautiful monuments are
located in such places as Cieszyn, Czechowice-Dziedzice, Frydek-Mistek, Skoczow, or
Bielsko-Biata (Figure 5.21).

DVCALSS

Figure 521 “Droga Ksigzeca - Via Ducalis” application for mobile devices — screenshot Source
http://cieszyn.naszemiasto.pl/artykul/kolejna-aplikacja-mobilna-powstala-w-naszym
powiecie, 3364424, art,t,id,tm.html (accessed 11 Aug 2016)

The application is very transparent. Among the tabs such functions as a map can be found,
on which all the monuments on the trail are marked. To make it easier to reach them, you
can use the navigation available in the application that guides tourists to the various
monuments. Each of the buildings included in the application has a short description
including the most interesting information about it. In addition, the application features four
routes that can be covered on foot, by bike, or car. The last tab “events” contains information
about the most interesting cultural events in the Cieszyn Silesia region. The application also
has a QR code scanner, the option to share on social networks, and a directions module.
Continuous access to the Internet is not required - it is only needed to perform updates or get

driving directions. The mobile guide also has a Czech language version.
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Summary

The beginning of the twenty-first century has brought significant changes in the functioning
of cultural institutions, but above all in the mentality of people - artists, creators, and
especially the heads of arts organizations. They must confront new market realities, such as
globalization, increasing competition within the sector, the wider sphere of entertainment,
and the increasingly accelerated deployment of new technologies. The customers are also
changing, ceasing to be merely the recipients of art and becoming the creators of the market.
Both these circumstances, as well as the high competition in other spheres, the wider sphere
of entertainment in general, and leisure activities has meant that a large number of cultural
institutions have changed their product orientation and began to operate in accordance with
market orientation. This change, however, still raises a lot of controversy and is met with
opposition from many representatives of the so-called “art world”. The adoption of a market-
oriented approach is for many heads (especially artistic directors) of cultural institutions still
synonymous with the creation and dissemination of culture under the dictation of its
recipients. Of course, the possibility of applying many model solutions known from source
literature, i.e. strategies that are perfect for large corporations, are limited in the activities of
cultural institutions. Some of them, however, can be modified and successfully used in
cultural institutions. It should be remembered that the product offered by cultural institutions
is very specific, so we must make sure that a balance is maintained between opinions about
culture, with its inherent value and the need to protect it at all costs, and also the opinion that
- like any other form of human activity - it should be profitable. Appropriate strategic or
marketing management in the activities of cultural institutions can significantly contribute to

the maintenance of this balance.
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