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With this publication, we would like to invite you for
a journey with audience development to further
“decode and deconstruct” the concept, to inspire
but also to equip you with some practical tools. We
will do it with the help of many people: our long time
friends, partners coming from all over Europe and
new acquaintances - culture professionals from
Kaunas who went through a first edition of capacity
building programme, designed and conducted by
Impact especially for European Capital of Culture
Kaunas 2022 in 2018/2019.

INtro

This publication is an attempt to present audience
development with all its “flavours” but also with
all its complexity. We will go beyond challenges of
everyday practice of culture professionals and also
will look into difficult relationship between European
Capitals of Culture and audience development
(which might be in many ways very much relatable
to the place of audience development in the culture
policy in general - no matter whether European,
national or local). Rationale for this being our recent
endeavour with Kaunas 2022 as a main inspiration
for this publication.
Therefore, it is not “a typical” tool-guide (as
audience development - in our opinion - can not
be limited to set of tools and tricks). It is a mixture
of few elements: “food for thought”, practical
examples, stories, commentaries including some
guidelines and tools. It is all constructed to best
reflect our approach to audience development,
being

an attitude and a process placing the
audience in the centre of the vision and
actions of the entire organisation1.
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The journey with audience development has to
start within the organisation. It is all about shared
values and aims manifested in the attitude of
the whole organisation - in everyday practice
and supported by the strategy. So, it is about
formulating INSIDE what organisation wants to
show, do, communicate OUTSIDE. At the same
time, it is OUTSIDE-IN, so looking at different
aspects of the organisation/institution from the
audience’s perspective (which requires openness,
responsiveness and reflectiveness and can not be
done without willingness and engagement of the
whole organisation). INSIDE-OUT and OUTSIDE-IN
processes can nicely feed each other but in order to
fully benefit from them, they have to be knowingly,
well planned.

For this reason, you will find in this book introduction to audience development and the process of change (which is
unavoidable), the principles of strategic planning (on one INSIDE) completed by audience research, accessibility and
working for/with audiences (being both INSIDE-OUT and OUTSIDE-IN) and the guidelines for better communication with
your audiences and for building an on-line community (being formally INSIDE-OUT but on many levels also OUTSIDE-IN).
They will be looked at from different perspectives of many, very different people - experts supporting others, leaders of the
institutions/organisations, curators, educators: real culture workers! And they will be provided in different forms always in
relation to “AUDIENCE DEVELOPMENT”:
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FOOD FOR
THOUGHT:
border texts
sharing authors’
views on various
subjects,
introductory/
“base-lines”
for some of the
chapters

IN ACTION:
case studies

REFLECTIONS/
IMPRESSIONS:
commentary on
a given subject,
observations

IN DIALOGUE:
conversations,
interviews

GUIDELINES:
ideas on how to
do things

and if any of them refer specifically
to European Capitals of Culture, you will also find
a next to the text.

All of the contributions come from “friends and family” of Impact Foundation and from various culture professionals from
Kaunas who participated in the first edition of the programme.
You will be able to meet most of them “on the pages” of this book. We are extremely grateful to ALL of them for being with
us for almost two years and taking time to contribute to this book.
Depending on what you are looking for, you can probably open this book on any chapter, dive into it and get some ideas and
inspirations but we would like you to notice that with this book, most importantly, we are giving you a frame and a set of
principles, to build around.
There are examples, guidelines, even specific tools but it is good to bare in mind, that none of them should be transferred
directly into practice without reflection and giving them a shape in a specific context of the given organisation.
What we hope for - not only with this book but with what we do in general – is to provide you with a fishing rod instead of
a fish, according to an old saying “give a man a fish and you feed him for a day, teach2 a man to fish and you feed him for a
lifetime”.
Enjoy!
Impact Foundation Team

1
2

to be fair, we are going to repeat this sentence at least few times in this book… we do want it to stick with you:)
to be clear: we are not really teaching anyone anything here, we just share what we’ve learnt, observed, liked, believed and what we stand for.
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European
Capitals
of Culture
and Audience
Development
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ECOC and Audience Development
(de)constructed
If European Capitals of Culture and
audience development were to declare
relationship status on Facebook it
would definitely have been:
“IT’S COMPLICATED”.
Agata has a long-lasting relationship with European Capitals of Culture (and
European culture policy in general). It started with analysing, observing and
describing ECoCs from a position of a writer. Later, she explored the policy
making from the perspective of the Culture Committee of the Council of the
European Union. And after that, she gained practical experience of cooperating
with - and developing the ECoCs’ projects (before, during and after “the year”
and in both case scenarios: of “winning” and “losing” the title). Nowadays, she
focuses mainly on the “human factor” of the ECoCs: capacity building, audience
development and accessibility.

Agata Etmanowicz

To be fair, that is not just teasing, it is in fact quite complicated relationship.
In order to fully understand the complexity of this relationship we need to have a closer look at both
involved parties separately and then again together (just like couples therapists do).
A brief (hi)story of European Capitals of Culture
First and foremost, the European Capitals of Culture is the most visible (and therefore usually
perceived as most successful) of EU’s initiatives in the field of culture. Therefore, it is sometimes
being called “The Erasmus of Culture”1.
We are not going to analyse the full history of the European Capitals of Culture2 (further referred
to as ECoC-singular and ECoCs-plural) but we do have to mention “the mother” of the initiative:
madame Melina Mercouri, the Culture Minister of Greece and “the date of birth”: 13th of June 1985
and maybe also the fact, that in the first “naming ceremony” it was called: European City of Culture3.

Article 2
Objectives
1. The general objectives of the action are:
•
•

`

to safeguard and promote the diversity of cultures in Europe and to highlight the common features they share as well
as to increase citizens’ sense of belonging to a common cultural area;
to foster the contribution of culture to the long-term development of cities in accordance with their respective
strategies and priorities.

2. The specific objectives of the action are:
•
•
•
•

to enhance the range, diversity and European dimension of the cultural offering in cities, including through
transnational cooperation;
to widen access to and participation in culture;
to strengthen the capacity of the cultural sector and its links with other sectors;
to raise the international profile of cities through culture.
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For now, there is neither one all encompassing definition of
audience development in the context of European Capitals of
Culture nor one, ideal way to approach the subject.

Since the beginning, it was about celebrating “the
Europeanness” with all its diversity and richness, with
cities being the hosts, the drivers of change, the arenas
for collaboration and dialogue.
Over the years, while the EU enlarged, ECoC grew
and changed. Those two processes are strongly
interconnected, as before 2004 (the largest single
expansion of the European Union, when 10 new countries
joined) as a general rule, only one “European City of
Culture” (from 1999 known as “European Capital of
Culture” with the status of a Community Action4) was
supposed to be chosen each calendar year. There were
of course “special occasions” and “reasonable grounds”
when more of them were appointed, but principally it was
supposed to be one city per year.
That would have meant for the “newcomers” queuing for
decades to have a chance to participate. So the format
was changed.
From now on there were two cultural capitals per year one coming from “old” and one from the “new” member
state5. Not only that, but also - using the opportunity for
the revision - the selection procedure and criteria were
updated to better reflect the objectives of the initiative
and respond to the results of conducted evaluations (to
put it simply: make ECoC even better!).
In 2014 with the new decision6 giving the framework for
the action for the period 2020-2033, further “upgrades”
were introduced, especially in regard to the criteria for
the assessment of applications. They went from two
main categories: ‘the European Dimension’ and ‘City and
Citizens’ into six (!):
• ‘contribution to the long-term strategy’,
• ‘European dimension’,
• ‘cultural and artistic content’,
• ‘capacity to deliver’,
• ‘outreach’
• ‘management’.
Each of the six main criteria being later extended into
more specific requirements (see the Article 5 of the
Decision in the text box …).
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There is also a space “secured” every third year for
the Capitals from “candidate countries and potential
candidates which participate in the Creative Europe
Programme or in the subsequent Union programmes
supporting culture”. First one being Novi Sad in 2021.
This transformation is simply mirroring the practical
experiences of implementation and actual assessment
procedure of the past ECoC’s: these issues were tackled
during the selection procedure and proved to be the key
to success (or failure). Therefore, extension and more
detailed description of the selection criteria on the level
of the decision (not only in the “working documents”),
is an attempt to give even more transparency to the
procedure and to provoke candidate cities to be more
strategic, create long-lasting results and sustainable
environment for implementation of the projects. It also
sends a clear(er) message of what ECoC is about or
rather what it should be (and what it is not!).
The legal base and the money
The legal base for the European Capitals of Culture is a
Decision (the one mentioned earlier, which evolved so
much over the past decade), but the initiative is being
financed under the EU programme in the field of culture
and creative sectors: Creative Europe Programme7.
While we’re thinking about financing - some culture
professionals in the selected or future potential candidate
cities still believe that there are millions and millions of
euro attached to the title coming from the EU. There are
not! As much as The Melina Mercouri prize8 “has acquired
a strong symbolic value which goes far beyond the actual
amount awarded by the Commission”9, the actual amount
is exactly 1,5 million euro [one million and five hundred
thousand euro].
ECoCs being financed by the Creative Europe
Programme means: all costs related to the initiative, not
only the budget of the prize but mainly those occurring
in relation to management at the EU level (day-to-day
operation, selection procedure, monitoring, evaluations
etc.).

So, the millions (if they are foreseen in the budget of the candidates in the first place) have to come from somewhere else,
being usually the combination of the national, regional and local financial contributions.
What or rather who actually is the so called ECoC?
Another tricky issue. Yes, the title is being awarded to the city but… there are always people behind the process. It varies
from one Capital to another. Sometimes it is a top-down initiative of the city - meaning the city hall is the initiator and the
main responsible body, managing the process of application. Sometimes it is bottom-up initiative, so the process is being
initiated by people from the culture sector, group of citizens or a specific organisation. No matter the origin, those two - “top
and bottom” have to meet in one or another way in order to succeed in the application/selection process. And that is never
easy…
It is not enough to write a great bid book (this is how the filled-in application form for ECoC is called) and deliver an
outstanding presentation in front of the selection panel. It is not just a “beauty pageant”, hence the above mentioned
criteria and a complex selection and monitoring procedure which lays bare most of the candidate’s weaknesses.
There were/are probably as many challenges as there were/are European Capitals of Culture. Each of them is different:
there were/are various models of preparing the concept, the programme and the content of the bid book, they were/are
managed in a different way, they’ve met/meet different specific challenges at different stages of delivering the project.
One of the issues appearing very often is lack of support – whether it’s political, financial or other - from the authorities of
the city (or on the national level at a later stage) or lack of engagement in/identification with the process from the culture
sector side or even open conflicts between one and the other…
As it was mentioned at the beginning of this section, there are always people behind the ECoC and as we all know: humans
are complicated creatures. When stakes are so high, especially when it becomes clear that the given city has a real
chance/is granted with the title, different motivations, needs and interests of different people and groups of people become
very visible. This is when - sadly (and to be fair: sometimes justifiably), people who spent years on the process leading to
completing the bid book and getting the title are being replaced by others. That happens in various stages - during the
selection, preparation “for the years”, and even during and after “the year”.
Then, the question of subjectivity and ownership appears, not to the title as such - that’s clear: the whole city and all
its citizens are the owners. But when thinking about practical aspects of, for example: sharing the knowledge between
and with future potential Capitals, then who really is ECoC?… And then it becomes clear that, when referring to ECoCs
(sometimes even called ECoC Family) who we actually have in mind - are the people who led, experienced those long-term
processes (and survived…).
Therefore, in practice, the organisation responsible for managing the ECoC in an awarded city is the one actually being
called ECoC. Not only by ECoCs from other countries but also by culture professionals from the given city.
The project or the process?
European Capitals of Culture are formally speaking: projects. They have a beginning, middle, culmination and the end. The
beginning is marked with a decision of applying for the title, followed by bid book’s preparations, leading to the competition.
For many cities, “the beginning is the end” (as there was no “bigger picture” and no strategy going beyond the competition
in case of not being selected). Next, there is the challenging middle (of course, if/when the city is granted the title): years
of preparations leading to The Year (=culmination). And finally there is the end: “the year after The Year”. It’s time for
reporting and reflecting and for many… packing the boxes and emptying the premises (usually in a situation when ECoC is
a) treated as a project in a very literal way or b) for employees of those organisations which grew beyond the limits during
the title-year and now need to drastically “shrink-down”, go back to “regular” size).
If they are to be called “projects”, these are definitely long-term projects as the preparations start at least six years before
the title-year. Reading carefully the criteria, what is actually being expected from, or hoped for ECoCs is to be far more than
“just a project” (considering that they should be of the wide scope and go far beyond a culture sector). ECoCs should be
the starting point of the process of change, multilayered and long-term.
Done by people for people10. People from the arts and culture sector being the main (but not the only) pilots of, and at the
same time, the tools of change. Citizens of the given city being the direct, “end beneficiaries” of change. Therefore ECoC
should not be only the “year-long festival” but should be planned with people in the heart, their well-being, giving them a
sense of belonging, pride - connection to the place they are from and a chance to explore it through arts and culture while
connecting with other Europeans and European values.
ECoC and audience development
For now, there is neither one all encompassing definition of audience development in the context of European Capitals of
Culture nor one, ideal way to approach the subject.
Audience development is becoming “a thing” and it has been gaining popularity among ECoCs in recent years. Why?
Various reasons can be named. First of all, the term “audience development” have attained recognition being one of the
Creative Europe Programme’s priorities. The other reason for it might be, that experts of the selection panel started
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Strategising with audience development in the core does
seem like a good idea… if not for more notable reasons,
then simply, just because it might be a challenge to “fill
in” all these activities during “the year” with people.

demanding information about it. Audience development is directly referred to in the Decision11 under ‘outreach’ criterion
stating that “the overall strategy for audience development, and in particular the link with education and the participation
of schools” will be assessed.
It is great that audience development is mentioned directly, even though that’s probably not the most fortunate wording
imaginable…12
If we were to take away and combine these two factors mentioned above, and treat ECoC as a process of change with
people being the centre of it, we would reach broad but quite straightforward idea of what audience development could be
for the European Capitals of Culture. A baseline which could be further expanded and complemented by character of a
city competing for a title.
Maybe, it is a rather idealistic concept which could work only if we were to ignore everything else written earlier (the
complexity and diversity of the ECoCs, competitiveness, various approaches, legal structures of the organisations in
charge etc.) or maybe it is not so far off…
Although the term audience development as such is being mentioned only once, if we take a dip dive into the Decision it
becomes clear that - the “spirit” is there. Everywhere we look there are people (=audiences!). At the end of the day, whether
there are: “young people”, “citizens”, “people with disabilities”, those who are “marginalised and disadvantaged”, “minorities”,
“elderly”, “local population”, “European citizens” or others - they are the ones for whom ECoC is, or at least should be.
Regrettably, this is often being either forgotten by those who are in charge of ECoCs or somehow bypassed, by those who
like to see audience development as “something you do”, a project rather than “who you are”, a process strongly imprinted
in the whole “EcoCsystem”.
From dreams to reality
To be very practical about it, let’s think about why and what “an overall strategy for audience development” in the context
of ECoC could be.
WHY, WHO, for WHOM, WHAT & HOW?
Keeping in mind the approach which we = Impact Foundation are rooting for so strongly (i.e. audience development defined
as an attitude and a process which places the audience in the centre of the vision and actions of the entire organisation),
let’s start with “why do it in the first place” to get to “for whom it is done”, “whose job is it” and “what and how can it be
done”?
First of all, if ECoC is to be treated as a process based on cooperation between culture professionals throughout where
different voices get a chance to be heard, finalised with a celebration, an explosion of various actions and attractions, it can
become an amazing chance to invite citizens (especially those who are not “culture goers”) for a cultural journey and to give
them an opportunity to taste various flavours of arts and culture (hopefully, in a safe, inclusive environment).
If only approached this way, ECoC could become the starting point of a beautiful life-long relationship between people
and the arts… at the same time becoming an amazing opportunity for each and every culture institution/organisation
in an awarded city. And it would be a shame to waste it by treating ECoC as “business as usual”. Then again, it might be
impossible to do that as “the year” is already packed with specially designed attractions13 and these are planned on top of
everything else, as part of day-to-day programming of cultural institutions.
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Therefore, strategising with audience development in the
core does seem like a good idea… if not for more notable
reasons, then simply, just because it might be a challenge
to “fill in” all these activities during “the year” with people.
It becomes clear that the answer to “for whom”, is
embodied in “why”. The “end-users” of a well tackled
audience development within ECoC are with no doubt the citizens of the city (and other Europeans), no matter
if they are “frequent flyers” or “non-goers”. Equally
important group is the culture sector as a whole. Being
an institution/organisation based in the city awarded with
the title equals being affected by it in one way or another,
even in the case of institutions which are not directly
involved in ECoC programme (whether it’s of their own
choosing or for different reasons).
“Thought-through” approach to audience development
is something which might have an immediate result14 in
attendance during the year of ECoC, giving a chance to
properly prepare for this very challenging time (to better
design and navigate various audience groups’ journeys
during “the year”) but it can become more than that: a
long-term investment in growth and professionalisation of
the whole culture sector. Working better with audiences
in the core, building true engagement, long-lasting
relationships between the sector and audiences going
far beyond the ECoC is a very good theme for bringing
cultural players together.
Initiating, putting together “the overall strategy for
audience development” is definitely the job of the
organisation managing the EcoC, but it is not enough to
draft the strategical document. Audience development
strategy is not the same as marketing strategy, audience

development uses marketing tools but goes far beyond
that, being a long-term process, involving the whole
organisation and possible only if connected with overall
organisational strategy.
Organisations responsible for implementing the ECoC are
never the only ones producing events during “the year”.
Usually, a big part of the culture sector is also involved
and (always!) the whole culture sector is being influenced
by “the year” in one way or another.
Taking this into consideration, audience development in
the context of ECoC becomes an important factor of/
input into capacity building of the whole culture sector
in the city. Six years of preparations give enough time to
do it properly and this is something that organisations
managing the ECoCs can plan.
To summarise: audience development in the context
of ECoC can be the process conducted within the
organisation managing the ECoC itself but only if the
organisation is there to stay after “the year”, otherwise it
can be limited to the “the overall strategy for audience
development”. “The overall strategy for audience
development” should lead to - and include the concept
of how to work with audiences during “the year” but the
main focus should be put on long-term investment into
capacity building of the culture sector, bringing various
cultural players together to strategise beyond “the year”.
We hope that more and more European Capitals
of Culture will soon be able to declare that they
are in fact, “IN A RELATIONSHIP” with audience
development and that it is going to be a life-long
relationship with happy culture professionals and
happy audiences.
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Article 5
Criteria

`

The criteria for the assessment of applications (‘the criteria’) shall be divided into the categories ‘contribution to the
long-term strategy’, ‘European dimension’, ‘cultural and artistic content’, ‘capacity to deliver’, ‘outreach’ and ‘management’
as follows:
(1) as regards the ‘contribution to the long-term strategy’ category, the following factors shall be taken into account:
(a) that a cultural strategy for the candidate city, which covers the action and includes plans for sustaining the cultural
activities beyond the year of the title, is in place at the time of its application;
(b) the plans to strengthen the capacity of the cultural and creative sectors, including developing long-term links between
the cultural, economic and social sectors in the candidate city;
(c) the envisaged long-term cultural, social and economic impact, including urban development, that the title would have
on the candidate city;
(d) the plans for monitoring and evaluating the impact of the title on the candidate city and for disseminating the results of
the evaluation;
(2) as regards the ‘European dimension’ category, the following factors shall be assessed:
(a) the scope and quality of activities promoting the cultural diversity of Europe, intercultural dialogue and greater mutual
understanding between European citizens;
(b) the scope and quality of activities highlighting the common aspects of European cultures, heritage and history, as well
as European integration and current European themes;
(c) the scope and quality of activities featuring European artists, cooperation with operators or cities in different countries,
including, where appropriate, cities holding the title, and transnational partnerships;
(d) the strategy to attract the interest of a broad European and international public;
(3) as regards the ‘cultural and artistic content’ category, the following factors shall be assessed:
(a) a clear and coherent artistic vision and strategy for the cultural programme;
(b) the involvement of local artists and cultural organisations in the conception and implementation of the cultural
programme;
(c) the range and diversity of the activities proposed and their overall artistic quality;
(d) the capacity to combine local cultural heritage and traditional art forms with new, innovative and experimental cultural
expressions;
(4) as regards the ‘capacity to deliver’ category, the candidate cities shall demonstrate that:
(a) the application has broad and strong political support and a sustainable commitment from the local, regional and
national authorities;
(b) the candidate city has or will have an adequate and viable infrastructure to hold the title;
(5) as regards the ‘outreach’ category, the following factors shall be assessed:
(a) the involvement of the local population and civil society in the preparation of the application and the implementation of
the action;
(b) the creation of new and sustainable opportunities for a wide range of citizens to attend or participate in cultural
activities, in particular young people, volunteers and the marginalised and disadvantaged, including minorities, with special
attention being given to persons with disabilities and the elderly as regards the accessibility of those activities;
(c) the overall strategy for audience development, and in particular the link with education and the participation of schools;
(6) as regards the ‘management’ category, the following factors shall be assessed:
(a) the feasibility of the fund-raising strategy and proposed budget, which includes, where appropriate, plans to seek
financial support from Union programmes and funds, and covers the preparation phase, the year of the title, the evaluation
and provisions for the legacy activities, and contingency planning;
(b) the envisaged governance and delivery structure for the implementation of the action which provides, inter alia, for
appropriate cooperation between the local authorities and the delivery structure, including the artistic team;
(c) the procedures for the appointment of the general and artistic directors and their fields of action;
(d) that the marketing and communication strategy is comprehensive and highlights that the action is a Union action;
(e) that the delivery structure has staff with appropriate skills and experience to plan, manage and deliver the cultural
programme for the year of the title.
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As a reference to the most recognisable and beloved of the EU actions of all times: Erasmus programme in its “old” form enabling studying abroad
Our advice for those who would like to explore the history of the initiative in detail, to go to the official European Commission’s website dedicated to the
subject: https://ec.europa.eu/programmes/creative-europe/actions/capitals-culture_en
3
Resolution of the Ministers responsible for Cultural Affairs, meeting within the Council, of 13 June 1985 concerning the annual event ‘European City of
Culture’ (OJ C 153, 22.6.1985, p. 2–2 )
4
Decision 1419/1999/EC of the European Parliament and of the Council of 25 May 1999 establishing a Community action for the European Capital of
Culture event for the years 2005 to 2019 (OJ L 166 of 1.7.1999, p. 1). Decision amended by Decision 649/2005/EC (OJ L 117 of 4.5.2005, p. 20) and later
replaced by the Decision 1622/2006/EC of the European Parliament and of the Council of 24 October 2006 establishing a Community action for the
European Capital of Culture event for the years 2007 to 2019 (OJ L 304 of 3.11.2006, p.1).
5
Annex to Decision 1622/2006/EC: 2007 Luxembourg and Romania; 2008 United Kingdom, 2009 Austria and Lithuania; 2010 Germany and Hungary;
2011 Finland and Estonia; 2012 Portugal and Slovenia; 2013 France and Slovakia; 2014 Sweden and Latvia; 2015 Belgium and Czech Republic; 2016 Spain
and Poland; 2017 Denmark and Cyprus; 2018 Netherlands and Malta; 2019 Italy and Bulgaria.
6
Decision 445/2014/EU of the European Parliament and of the Council of 16 April 2014 establishing a Union action for the European Capitals of Culture
for the years 2020 to 2033 and repealing Decision No 1622/2006/EC (OJ L 132/1 of 3.5.2014 )
7
https://ec.europa.eu/programmes/creative-europe/node_en
8
The prize was formally introduced in 2006 with the Decision No 1622/2006/EC
9
Tiret 19 of the preamble to the Decision 445/2014/E
10
It is important to notice, that this is a reflection of a quite idealistic view of the World of the author who is not taking here into account other potential
motivations of people to run projects of this scope…
11
Decision 445/2014/EU, p. 6
12
There is nothing wrong with emphasising only one aspect/component of audience development – especially the one as important as education - but…
somehow it seems a bit too narrow, particularly when considering the scope of the ECoC.
13
The phenomenon of ECoCs’ gigantomania
14
It is worth underlining that “immediate” in this context should not be understood in a very literal way as it is the result of about six years of preparations
for the ECoC’s year.
1

2

We hope that more and more European Capitals of
Culture will soon be able to declare that they are in
fact, “IN A RELATIONSHIP” with audience development
and that it is going to be a life-long relationship with
happy culture professionals and happy audiences.
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IN ACTION:
AUDIENCE DEVELOPMENT FOR
KAUNAS 2022 PROGRAMME:
KAUNAS 2022 PERSPECTIVE

Kaunas has a large network of cultural institutions. In fact the largest number of museums and libraries in the
country per capita are located in Kaunas. Variety of international festivals and events take place in the City
itself and its District.
Despite our rich cultural life we are still witnessing evident gap in participative culture, limited cultural
services in our neighbourhoods, empty museum halls and poorly-described exhibits, lack of audience
diversity and truly accessible culture.
Kaunas 2022 programme ‘From Temporary to Contemporary’ is primarily a chance to rethink the identity
of the City and to revise the ways we perceive ourselves and others. But it’s also a possibility to rethink the
role of culture in a contemporary society. It’s a journey that everyone is invited to join. And the role of cultural
institutions is vital in the process.
Together with Impact Foundation and other international audience development experts we introduced
a new capacity building programme for cultural professionals - in order to shake up the existing cultural
scene. We would like to encourage our cultural institutions to create a collaborative network of partnerships,
to improve the quality of their services, to attract young audiences and enable members of different
communities and social groups to have access to the culture of our City.
Our mission is to encourage our cultural operators to cross the borders of their institutions and to enter
unknown territories. We would like them to become advocates for innovation and for contemporary living.
We would also like all museum employees to greet visitors with a smile :)
Daiva Citvarienė
Curator of the TEMPO ACADEMY OF CULTURE
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IN ACTION:
AUDIENCE DEVELOPMENT FOR
KAUNAS 2022 PROGRAMME:
IMPACT’S PERSPECTIVE

Why are we in Kaunas?
The answer to this question is: no, not only because
Kaunas is European Capital of Culture 2022 but mainly
because we like the team, we believe in what they want to
achieve.
What is it?
It is the capacity building programme created by Impact
Foundation especially for Kaunas 2022. Programme’s
structure is designed to be long-term investment in
Kaunas’ culture sector (beyond 2022!) and reflects
audience development principles.
The structure of Audience Development capacity
building programme for Kaunas 2022 reflects Impact
Foundation’s approach to audience development and is
based on our previous experiences.
This programme is all about equipping participants with
knowledge and skills in the field of audience development
and supporting them in introducing the concept into their
organisations’ daily practice.
How did the first edition of the programme
(2018/2019) look like?
The Programme consisted of two parts. The working title
of the first part was “HANDS OFF” and a second phase
was called “HANDS ON!”.
The first part was a training, planned as a series of
workshops. It was all about knowledge & tools but
participants were asked to withhold from implementing,
testing them straight away in their organisations.
The training programme started with an introduction
to audience development, then we’ve tackled strategic
planning, spent a fair amount of time on audience
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research and accessibility in the culture sector. Big part
of the first phase was dedicated to formulating a plan and
strategising on how to introduce audience development
into given organisation.
Then the “HANDS ON!” part followed, which was all about
implementation supported with one-on-one assistance:
mentoring and consultations (responding to the individual
needs of participants and their organisations). Within
this part, participants received tailor-made solutions
and individualised support to plant the seed of audience
development in their organisations.
The approach
There is no pressure to deliver immediate results and
there is time for reflection, for new knowledge to sink in, to
develop new skills. All of this is delivered with respect to
the specific situation and responding to the needs of the
participating organisations.
All people delivering training and/or later acting as
mentors are practitioners with many years of experience
in their given fields.
This approach was born based on Impact’s previous
experiences gained by running similar capacity building
programmes: participants get inspired by something
specific and they hurry to test it in practice, without
seeing the bigger picture, having any kind of plan
or structure. Therefore in Kaunas the first part is to
exchange, listen, learn, test, try, digest, question, analyse
and finally… plan.
The second part of the programme gives a chance among other things - to rethink, redefine organisation’s

core purpose, test audience development tools in
practice. Participating organisations can count on our
support while doing all the above (including designing and
conducting audience research). We’ve created a model,
a framework but our co-operation with each organisation
differs, it’s always tailor-made.
Stimulating honest, reflective, long-term process
of change, reformulating/formulating organisations
around audiences - that’s what is most important in this
approach.
An added value of the programme is networking, sharing
experiences and collaborating on engaging audiences
from Kaunas and beyond.
It is also important to notice that the programme
takes into account specific needs, especially in terms
of accessibility (i.e. infrastructural, sign language
interpretation, audio-description) making access to
programme broad for all cultural professionals.
The future?
The programme for the next few years had been slightly
revised. The approach hasn’t change, the structure has.
We try to reflect the audience development principles
also in our work, so we carefully listen and observe our
audience (currently, culture professionals of Kaunas),
evaluate our work and learn while we go.
Next editions of the programme will function under
“Kaunas Audience Challenge” and will include a lot of
exciting practical “field work” but there will also be a
training for trainers and series of AUDIENCE.LABs*.

* AUDIENCE.LAB
is a signature workshop
of Impact Foundation.

`

AUDIENCE.LAB was created to give culture
professionals a chance to experience audience
development principles live = in practice, in real
time, in a nutshell.
It is based on a three-stage scheme of work:
DISCOVERING, DESIGNING, COMMUNICATING.
In a safely arranged environment, culture
professionals put their minds and bring their
skills together and have a chance to “practice”
on actual audiences (or non-audiences!) i.e. real
people (whom we recruit and invite to join us for
the workshop).
TAKE AWAY?
- What is (and what can be) audience
development?
- How to ask questions to find the answers we are
looking for?
- How to analyse and use obtained information in
practice?
- How to translate research into action: both
programming and communication?
It also helps to get rid of assumptions and
stereotyping, awakens curiosity and creativity…
It is intensive, practical and… FUN!
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IMPRESSIONS:
What did PARTICIPANTS
think or rather say...;)

“never forget to see, hear and try to
understand those who you want to invite”
Airida Rėkštytė
Meno Parkas Gallery

ytė
Airida Rekšt

First of all - thank You everyone - our teachers and colleagues.
Getting to know you, seeing You in action, being part of Kaunas culture community was priceless.
Giedrė and I represented Meno Parkas Gallery, which aims to work with contemporary Lithuanian artists and puts
lots of efforts to promote their art abroad. Being a gallery curator is somewhat like being a bridge between artist
and the viewer, in order to keep this connection alive, you need to hear both sites, communicate artists’ needs, and
to develop deep, trusting friendships.
Contemporary art galleries are perhaps not the most popular spots in the city – their main audiences being
connoisseur art lovers. But everyone who is brave enough to enter our strange world of art is always more than
welcome. Until now we have had no idea how to share information properly with potential audiences, how to
encourage those who do not dare to enter our world. This is why we saw such a great opportunity in Audience
Development Programme.
Participation in AD Programme allowed us to pinpoint the issues and problems that we faced; it gave us tools
to deal with them and directions where to look for more. Most likely we will not become experts in the field, but
at least we know now where to start! We have learnt that instead of going with the flow, we should apply more
scientific approach to our work – analysing statistics, learning about existing and potential audiences, making more
conscious choices.
Current situation in our gallery, where everyone is multitasking and carrying massive workload, puts us in the
position where we still don‘t have a clear audience development plan. But it’s just a beginning, and it’s a learning
process.
I believe that even tiny steps mean moving forward - small things, like branding (a new sticker with gallery name
in the window), questionnaire for visitors, new plan outlining process of engaging new, never approached before
audiences (children) - these are the first steps towards better, more audience focused future.
Perhaps the most important lesson for us - is applying freshly gained knowledge when making plans for the future.
In one of the first projects - we are considering how to invite and treat new audiences, especially people with special
needs. It’s something we had never considered before we attended the audience development workshops.
Some of the expressions which stuck in our minds and which help us to focus on what’s important: “mama‘s voice
in your head – don‘t forget, you are not here for your own sake only”, “put an effort to be seen, heard and to be
understood”, “never forget to see, hear and try to understand those who you want to invite”.
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We are very grateful for the opportunity to participate in the
Audience Development Programme which has helped us look
more broadly at certain aspects of our work and to see a new
perspective of development in our organisation. We assessed
the knowledge and experience provided by professionals of the
European cultural sector. Personally, we would like to thank Agata
Etmanowicz for uniting the members of the Kaunas creative
organisations, for great planning, for providing knowledgeable
lecturers and experts, for clear goals and great strategy of the
AD learning programme and for reassuring and encouraging
everyone, when it was needed.
We are also grateful to our mentor Birgitt Persson for attentively
listening and understanding the problems we are facing, sharing
her insights, experiences and methodological resources. She
subtly prompted and encouraged all vital discussions and actions
which need to be taken, because all the necessary changes in the
organisation start within – they start where people are.
Kaunas Puppet Theater (full text in the next chapter)

Rasa Bartnink
aitė &
Kristina Bagu
ckaitė
„all the necessary changes in the organisation
start within – they start where people are”
Rasa Bartninkaitė & Kristina Baguckaitė
Kaunas Puppet Theater
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IMPRESSIONS:
“we got acquainted with many people, representing different cultural institutions
of Kaunas, and got a chance to plan common activities for the future!”
Giedrė Mikaitienė
Director PI „Pažaislis Music Festival“

Giedrė

Pažaislis Music Festival
Between 2018 - 2019 I was participating in the Audience Development Programme, where I was
representing international „Pažaislis Music Festival“.
The programme was very useful for me and the Festival, especially the part where I gained the knowledge
on audiences, their diversity and on various ways of developing them.
Coming into the programme, I thought, that I know a lot, but while participating in lectures and workshops
and listening to great lecturers and specialists, I understood, that I only know the smallest part about the
audiences.
After the programme, we have already started using the ideas and given advice for the future planning of
the Festival.
We are preparing a questionnaire to find out the main facts about and expectations of our existing audience,
including the research on audience development. We are going to start the research in December 2019 and
continue during the Pažaislis Festival 2020.
We have already planned the activities for Pažaislis Festival 2020, integrating the following:
• educational programme for young visitors;
• combining music and visual art event in the programme Pažaislis Festival 2020 for June 19th, in
cooperation with Čiurlionis Art Museum;
• concerts in nursing homes, dedicated to seniors with different types of dementia;
And a great thing was that while participating in the AD programme we got acquainted with many people,
representing different cultural institutions of Kaunas, got to share with them practice and common
problems, and got a chance to plan common activities for the future!
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Kaunas State Philharmonic is the main city’s venue for classical and serious music.
Kaunas Philharmonic is located in the former Palace of Justice and the Parliament. This building was designed by the
engineer and architect Edmund Fryk. The construction of the Palace of Justice and the Parliament began in 1925, in
the former temporary capital. The construction was completed in 1928. The building is classified as neo-classical style
building with bright „art-deco“ architectural elements. In 1936, the main body of the House was renovated and on the 1st
of September in the Great Hall there was Opening meeting of the Parliament.
In 1961, the part of the building and the Great Hall was conveyed to the Department of Kaunas, of LSSR National
Philharmonic Society. In 2006, under the decision of the Ministry of Culture of the Republic of Lithuania, the
department of Lithuanian National Philharmonic Society has become the independent concert institution – Kaunas
State Philharmonic Society. In the summer of 2005, the reconstruction began, and in 2008, on the 1st of October, the
audience was invited to the renovated, new and shining Kaunas State Philharmonic building.
Kaunas Philharmonic organizes about 200 events every year: symphonic, chamber, jazz music, authors concerts,
festivals, music Sundays for the whole family and educational programmes for pupils.
You can find repertoire of Kaunas Philharmonic at www.kaunofilharmonija.lt

Kaunas State Philharmonic

Pažaislis Music Festival is one of the most
important music events in Lithuania going
beyond classical music. Since the first Pažaislis
music festival concert in 1996 has offered a
variety of concerts by world-famous performers
and premières by Lithuanian composers
throughout the three summer months. With
“#Get to know” slogan festival invites audiences
to dive into mix of deep traditions and modern
genres. Festival’s eclectic program satisfies
even the most sophisticated tastes and at
the same time is the perfect place to start the
musical journey.
All that in outstanding venues and surprising
spots (from the impressive Kaunas Castle
through churches to very unusual localisations).
In the long-list of its themes, celebrations,
venues and details of the many and diverse
performances across genres, countries,
instruments, modes and scale almost anyone
can find something for him/herself.
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WHAT IS
AUDIENCE
DEVELOPMENT
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AUDIENCE DEVELOPMENT
ACCORDING TO IMPACT
FOUNDATION

h

Our organisation is called
IMPACT for a reason.
We’re all about inspiration,
togetherness and change
making processes. It also
translates into our approach
to audience development.

Currently, when asked about what we do, we answer:
“spread the joy of audience development to make
cultural organisations happier!”. Why? Because happy
cultural organisations equal happy audiences. And this is
our ultimate goal! If only it was as simple as it sounds.
Happy cultural organisations are working better, they
are more aware, more relevant, more engaged, more
professional and they place people, the audiences, in
the heart of their everyday practice. This is at least how
we perceive it. That is why we focus on helping cultural
organisations excel at their work and gain confidence in
building relationships with their audiences (both existing
and potential) by giving them a combination of reflection,
inspiration and a practical toolbox.
Our adventure with the concept of audience
development started more than ten years ago. Back then,
we were initiating and organising artistic projects - from
small, site-specific actions to large scale festivals. We’ve
always been an audience-focused organisation (even
back then, when we didn’t realise that it is “a thing”). We
were empathising, imagining and planning all our projects
with our audiences’ interests, hopes, wishes and comfort
always in mind. We cared and trusted their opinions so
they were also involved in programme decision making
process of our projects.
So, when we came across this theory, philosophy, process
called audience development, we’ve immediately dived
into it and started exploring. Sometimes it felt like
a reassurance (or a new name for an old habit), but we

also got a bunch of new ideas, inspirations and a solid
framework. Audience development became the core of
our existence, we started sharing our experience with
other cultural professionals, we started “spreading the joy
of audience development”.
At the beginning, a lot of our work was based on the
expertise of our colleagues from the UK. And let’s face it,
the situation of cultural sector there is very different. We
needed time and practice to gain confidence and to work
out our own methods and tools to finally come up with an
approach that is “more ours” and - as we see it at least a bit more relevant to “continental Europe”.
We still work in collaborations and experts coming from
all over the place (including the UK!) as cooperation,
especially international was always in the core of our
existence being an amazing source of inspiration,
knowledge and platform for debate and exchange.
We’re sharing our story with you today, after all these
years, hundreds of workshops, dozens of long-term
processes with cultural organisations of all sizes, legal
structures and thousands of practitioners we’ve met
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along the way, we stand in front of you and dare to say: we know how you feel, we’ve been there.
As we have actually been there: ourselves as culture practitioners, as an organisation and we were right
there, in the middle of the processes of others.
That is why, we know that it is hard work, there is frustration, there is resignation, there is impatience,
there are doubts and questioning everything but there is also space for asking questions, rediscovering,
creating new, imagining and strategising for the future and there are results (both tangible and difficult to
measure).
Everything what we’ve explained here is visually presented in our logo:

There is word “impact” and there is “audience” and there are red arrows between the letters in both
words going opposite directions which symbolises implication, an action and a reaction, you give and
you get back. We see them more like boomerangs than just arrows.
Getting your boomerang to return seems very easy from the outside but when you give it a go you notice
that it actually takes patience, practice and experience. To quote the experts in the field of boomerang
throwing: “There is no exact or perfect way to throw each time, since conditions are always different for
each area and even different times throughout the day. Throwing a boomerang is just like learning any
other new sport and it does take time and practice to get it down right.”1
The same goes for working with audiences and introducing the concept of audience development to
an organisation. Each organisation is different in terms of size, history, organisational culture, legal base,
programme structure etc. so there is no exact or perfect way to approach audience development but
there is a shared trait in all the definitions.
“The naming of things creates realities“ (Matarasso, 1996, p. 2), but naming things depends on who is
talking and what are his/hers/their aims, so what is…

Audience development according to Impact Foundation
We believe that audience development is

an attitude and a process placing the audience in the centre of the
vision and actions of the entire organisation.
Sounds familiar? Yes, it echoes some other audience development definitions, but we believe that this
sentence helps to create manageable reality for arts organisations. Now, let’s deconstruct this definition
in order to fully understand its practical connotations.
Audience development is an attitude and a process
that translates mainly into: it is not only something you do but rather who you are, what you stand for as
an organisation.
It is a process (not a project!) so it never ends. It is a long-term engagement in diagnosing, planning,
coming up with ideas and translating them into actions, evaluating and planning again.
So, audience development is about combining attitude with strategical approach, which is visible in
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the second part of the definition, being: placing the audience in the centre of the vision and

actions

It suggests the existence of the overall, organisational strategy crowned by the vision and present in all the actions,
day-to-day operations of the entire organisation.
So, it is not a one-man job. It is a common effort. Each and every member of the team takes equal responsibility for that
process - no matter what position he or she holds within the organisation.
This definition best mirrors our approach to audience development and the way we work while trying to spread the joy of
the concept all over the culture and creative sectors in Europe. At the same time, it directly correlates with some of the
main challenges both we and the organisations we’re cooperating with are facing…
With this approach comes responsibility. For us it is not about “the buzz word” accompanied by the set of tricks and quick
fixes but it is about sharing the awareness of the importance of togetherness and long-term process based not only on
intuition but being strengthened by knowledge and evidence.

1

https://www.boomerangs.com/
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Change
is a learning process

Birgitta Persson works as a consultant and trainer in
Olivearte Cultural Agency and as the COO and consultant in
Point of Value. She specialises in organisational development
and leadership. She is also the chair of the cultural centre
Mejeriet in Lund, as well as of the Swedish theatre company
Månteatern and a board member of the arts residency
association ARNA.

Birgitta Persson

Changing an organisation into embracing audience
development is not a matter of going from A to B. If it
were, B would be a known variable and in this case it
is not. Let me give you an example. An “A to B change”
would be that an institution decides to change the locks
on the doors of its building. When all the old locks have
been removed, the new locks have been installed and the
new keys have been handed out to its owners, the change
is a fact. You are on the other side; you have changed into
situation B. This situation is exactly as you had planned
it to be. The old lock system and the old keys are now
useless and no one gives them another though.

the organisation has experience, knowledge, ideas and
beliefs regarding their audiences. A good starting point
is therefore to map and make an inventory of what you
already know and do and then - to stimulate the curiosity
and the motivation in the team of how we can learn more
about our audiences. And the underlying question is: how
can we be better at serving our existing and potential
audiences? It can start as simple as asking:

Changing an organisation to embrace audience
development is a whole other matter – for various
reasons. First of all, because you are not changing to
something that is known, you are not changing into a fixed
new situation, as with the new lock system. You are going
on an exploratory journey where asking questions and
questioning given assumptions is the road map, your way
of finding out where to go. The lock system change can
happen without anyone having to change their behaviour
and attitude, whereas bringing the audience into the core
of an organisation is all about behavioural change. How to
lead, manage and facilitate such behavioural change is
what this article is about.

•

To me, initiating and leading an organisation to be more
audience-focused is an invitation to a dialogue, a learning
process. It is an invitation to explore the relationship that
the organisation and its people have with its existing
and potential audiences. Here the starting point is
extremely important. All arts organisations already
have an audience focus, otherwise they would be out of
business long time ago. That means that everybody in
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•
•

What do we know for a fact about our existing
audience (data)?
What do we think that we know – what are our
assumptions?
What don’t we know (but would like to know)?

Being met with silence – the importance of building
psychological safety
Anyone who tried to throw these types of questions at a
group and was met with silence knows that it is not always
as simple as that. There might be motivation to improve,
but how do I as a team member know that I will not be
criticised if I point out the fact that our Facebook channel
doesn’t work any more and all the money we spent on
social media ads this year don’t seem to generate ticket
sales? We often silence important feedback that would
be very helpful for the team and the organisation (so
they can improve) – out of fear of being criticised. And we
silence new ideas because of fear of being ridiculed or of
not being taken seriously. But if we and our organisations
are going to develop and learn, don’t we need a flow of
ideas? Don’t we need to feel free to question what we
take for granted and to speak up when we think that we
are going in the wrong direction? In order for a team to
nurture such an organisational culture where ideas can
flow freely, where it is ok to express concerns and be

candid, the team members need to feel psychological safety. This term has been coined by professor Amy Edmonson
at Harvard Business School. Psychological safety is a feature of the team, not an attribute of an individual team member.
However, the leader of the team has a crucial impact on the level of psychological safety. You cannot create psychological
safety in a team by emailing a new policy paper saying Feel free to speak up! and We encourage new ideas!. Psychological
safety is something the team members feel and sense and that feeling is based on shared experience. Leaders need to
communicate and show that they respect and acknowledge the expertise and skills that the employees bring. Leaders
need to encourage team members to report mistakes and set-backs and make this an opportunity - not for punishment
- but for learning. Evidently, this needs to start with the leader’s own behaviour of showing his/her own fallibility and
eagerness to learn and hear other points of view. For example, one could open up a meeting by saying: I am not happy with
the presentation I did yesterday on next year’s budget, I got a feeling that I wasn’t clear enough. I would really appreciate
your feedback on how I can improve. Or: Here is a crazy idea for a new strategy, give me your best stabs at it so we can
check how watertight it is. If you can open up to this team culture to start to flourish, you can “unfreeze” the status quo or as
the socio-psychologist Kurt Lewin put it: “Motivation for change must be generated before change can occur. One must be
helped to re-examine many cherished assumptions about oneself and one’s relations to others.” 1 Feeling safe to question
yourself and your relations to others opens up the perspective needed to change the cause of problems, rather than just
the symptoms.
Self-leadership
It is easier said than done for leaders to feel so confident and relaxed about themselves in their teams, as in the example
above, especially when the opposite has been cultivated for years in hierarchical and fear-ridden structures. But the
beginning of leading others starts with the ability to lead yourself. That means to reflect and put in perspective your own
behaviour, feelings and assumptions. I will give you a simple example. If you catch yourself being very irritated by the fact
that one of your colleagues repeatedly comes in late for the weekly staff meeting, make a note of this irritation but see if
you can postpone acting on it. Instead, approach the colleague afterwards and ask with an open mind why she/he arrives
later than the agreed time. There can be so many external reasons why she/he is late, but it can also be about a perception
that being on exact time is of little importance to him/her and that person is not aware that this is important to you. You
need to explain why it is important to you and listen to your colleague’s explanations. From here you can agree on team
rules and the next time someone is late – maybe you! – you can joke about it. I know that in reality, things do not always play
out as in this sequence of events, but I think you can understand the principle. It is about learning to lead yourself through
awareness and reflection of how your behaviour influences others and how other people’s behaviour affects you. Little by
little you can try new approaches and see what happens.
Practising your values – both as an individual and as a team
Our everyday behaviour, the choices we make and our attitudes are a reflection, or even a manifestation of what really
matters deep down to us, our personal values. Having clarity of our personal values makes it easier to prioritise and act with
what really matters to us. Research shows that leaders who have clarity of their own values are perceived as more credible.
What they say and what they do is aligned, it makes sense. A way of working towards psychological safety and motivation
is to enable team members to have clarity of their personal values and then work together on establishing and agreeing
team values that support the mission of the team and the organisation. These team values will be the norm, a norm that
resonates with the personal values of the team members. When the personal and team values are aligned, there is value
congruence. Herein lies the key to development and change.
The importance of ‘why’
At the end of the day, no matter how psychologically safe or value congruent your team is, if there is not a strong purpose
and reason for the change, people will stay with the status quo. Why would they make an extra effort? And if you are
looking at getting several departments to collaborate, they need to see the bigger picture and get inspired. They need to
understand that they depend on each other for change to be successful. Building up the purpose, the ‘why’ of a change can
be a combination of the following:
• Make a thorough analysis of the bigger picture influencing your organisation, examining what external political, economic,
technical, socio-cultural factors are in flux now. What are the opportunities and threats to you in relation to these factors?
And what do they mean for your existing and potential audience? There are different methodologies for doing this analysis,
the PEST-analysis is probably the most known one. Invite your team, board or director to do it together with you. There is a
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reflection by Agnieszka Wlazeł
European Capitals of Culture are now, more than ever, about the process of a change. It is about “the change of locks” polishing public spaces, possibly creating new venues and funding opportunities. But, current competition’s criteria obliges
cities to do much more: to think strategically, to use culture as a driving force for long term development, to face difficult
issues, to bring diverse communities together and to make them more engaged in European art and life. Transformation,
progress and change are obligatory now as ECoCs stopped being just a year-long artistic (or cultural) programmes or just
a tool for city promotion. These days EcoCs more and more often aspire to change not just “locks” but also minds. They
plan for behavioural and attitudinal change on a local or regional scale and they often hope (and are hoped) to impact
European affairs.
To make a city consider itself as one big team implementing change is a serious challenge. The city transformation
through ECoC requires strong visions (understanding ‘why’ we are doing it), agreed common values and framing, as well as
psychological safety and self-leadership on every level. Very few cultural managers (even those delivering biggest festivals)
have the skills to lead such multi-levelled and multi-stakeholders’ processes. ECoCs need to invest in capacity
building in “change management” as early as possible.

lot of power coming out from having a joint strategic discussion where you can identify the need to change in order for the
organisation to be sustainable.
• Have a look at the mission and vision of the organisation. Does it mention the purpose of your organisation and who it is
for? Maybe the core of the organisation needs to be reformulated? For sure it needs to be re-considered, especially in the
light of your PEST-analysis and probably an additional SWOT-analysis.
• There are a lot of examples of arts organisations around the world who have changed the way they approach and
understand their audiences and by googling you will find their stories. Point to the results and impact the change has had on
these organisations and make a parallel to your own.
• Do an inventory of what you do that works really well in terms of working with audiences already. Appreciative Inquiry
is a methodology that helps us inquire and bring out the best practices in an organisation. It acknowledges the skills
and experiences of people in the organisation and gives a lot of positive energy and motivation to envision what the
organisation can be. Then the rest is a matter of strategy and how to do it. The team in the Čiurlionis Museum in Kaunas
applied this methodology successfully, see chapter 3*4 for their story.
Mandate for change
Whether you are the formal leader in the organisation or if you are somewhere else in the organisation, has a big impact
on your opportunities for managing and leading change. Often it is the case that communication managers get the
task of doing the “audience development change” in an organisation. Since the task is delegated to the communication
department, the communication manager has no mandate to involve and engage curators, producers, programmers,
technicians and staff in the reception and bar to evaluate and re-think how the organisation can work better with existing
and potential audiences. It often stays as a marketing effort that indeed can improve the way the organisation reaches
its audience in terms of marketing, but it has no profound impact on how an entire arts organisation embraces and
understands how to work with, and who it exists for – its audience or a community. So trying to do a big organisational
change when you are “stuck in the middle” is an almost impossible task, and I would advise against it. But that doesn’t mean
that it is impossible… If it is not possible to engage the whole organisation initially, another way is to build momentum by
starting out with a smaller team that is willing to experiment and test a couple of new approaches. See if you can gather
together a couple of colleagues from different departments that are as interested in the topic as you are and ask for the
mandate to “test and learn” for a couple of months from your boss. If you get a green light, you have the opportunity to
build up a strong ‘why’ over time that is informed by relevant data, as well as some proven concepts. If it is strong, it might
convince those in charge of a more profound and strategic way to go about working with audience development where it is
connected to the entire strategy of the organisation, see Paul Bogen’s chapter 4 on Strategy.
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The importance of framing
Regardless of your position in an organisation, the way you frame the change has a big
importance. We all have these frames that can be explained as mental models of how we
perceive situations. One issue is that we all tend to think that our own frame represents the
“truth” and we take it for granted. It would be very laborious to go through life and question
the way we perceive every situation, but it is good to bear it in mind when we want to learn
something new. And when you want to ask people to consider new ways of working, the way
you frame the task will make a difference. Cognitive research has shown that if people frame a
task as a “performance situation” where they think that they are expected to produce results,
they are less willing to take risks and to persist through obstacles than when the same task is
framed as a “learning situation”. 2
Summary
When introducing a change like audience development in an organisation, one needs to
recognise that the change journey is of an exploratory character that is an open-ended
process with no finite answers. And it is not a matter that can be delegated to a single
department or manager. On the contrary, it touches the very core of the organisation and
needs to be aligned with the overall mission and strategy of the organisation. It needs to be
supported, endorsed and led by the leaders of the organisation.

A strong and
inspirational ‘why’
the change needs
to happen - has
to come across
to everybody
involved.

Recognising that such a change is a learning process means that certain conditions for
learning must be in place. Psychological safety and value congruence characterise teams
that take on challenges as learning opportunities. In such teams questioning assumptions,
speaking up and offering new ideas is welcomed and encouraged. All team members have
the responsibility for the group culture, but even so, it is the leader that carries the biggest
responsibility and the leader must be aware of the impact of how she/he frames the task and
how her/his behaviour influences the others.
A strong and inspirational ‘why’ the change needs to happen - has to come across to
everybody involved. They need to see both the big picture and how the change relates to their
own tasks and area of responsibility, in order to mobilise support and entice excitement and
motivation.
1

Read more about Kurt Lewin’s Change Management Model Unfreeze–Change–Refreeze on, for example, Mind Tools:

https://www.mindtools.com/community/pages/article/newPPM_94.php
2
Page 88, Teaming. How Organizations Learn, Innovate, and Compete in the Knowledge Economy, Amy Edmonson,
2012

References and recommended reading
Teaming. How Organizations Learn, Innovate, and Compete in the Knowledge Economy, Amy Edmonson, 2012
The Fifth Discipline. The Art & Practice of the Learning Organization, Peter Senge, 2006
The Culture Code. The Secrets of Highly Successful Groups. Daniel Coyle, 2018.

`

How to work with Personal and Team values and Appreciative Inquiry
Point of Value, http://value.se/en/point-of-value
Appreciative Inquiry – there are a lot of sites on the internet explaining the methodology. Here is a link to David Cooperrider
who is the father of AI: https://www.davidcooperrider.com/ai-process/
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Conversation with two
directors of two very
different institutions about
audience development,
process of change and the
Audience Development
Programme for Kaunas 2022
and more...

IN DIALOGUE:

Agata Etmanowicz: Both of you managed to find
time in your busy schedules to take part in more
than year-long capacity building programme with
audience development in the core. Was is worth?
Did it in any way influence the way you see your
organisation?
Marius Pečiulis: Sure it was. I think that the first and
main thing that this program has made us realise, was the
fact, that when we started to look around it was obvious
that we and our institution were not alone in the field of
Culture of Kaunas. That we have neighbours with the
same problems, similar Ideas and intentions. We started
serious talks. By the way, one project was already realised
in the frames of that project already. We started to
identify Us as a united community.
Lina Balčiūnaitė: It was a wonderful year full of exciting
experiences, knowledge and new friends. I can‘t say that
this programme made a revolution in my mind, but it
helped me to understand how we should work if we were
to become modern and competitive cultural institution. It
is still a long journey, but at least we have a clear direction
now.
A.E.: What were your main “takeaways” from that
programme? (If any…)
L.B.: The most valuable thing that I took away from this
programme is colleagues from other cultural institutions
that I met. This programme gave us a unique chance to
get to know each other better, to share our experiences,
our successes and failures, and to become friends.
M. P.: Ideas, self-reflection, motivation, partnership,
strategic thinking.
A.E.: Looking at a landscape of culture institutions
- from your perspective and in your opinion - what
should change in terms of :
- the way institutions are approaching their
audiences?
- the way institutions are being managed in general?
What are your observations and recommendations?
L.B.: Speaking about state own cultural institutions, first
of all we have to change our thinking from self-oriented
to audience oriented/focused. There is still a general
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On the left: Marius, who is the director of
the Kaunas Ninth Fort Museum.
On the right: Lina, who is the Deputy
Director for Administration at Kaunas
State Philharmonic.
Two very different people but they do
have a lot in common: they both are
young, super smart and dynamic and
they both are the leaders in large, well
established public institutions...

perception that the main focus in cultural institution
is on the art, singer, actor, exhibit, painting… And if the
audience doesn’t understand it, or doesn’t like it, it’s their
own problem. Cultural institutions shouldn’t work that
way. Lately we have had few good examples of a change
for the better, when new, young people were appointed as
directors and institutions changed for the better. All big
changes start from the top of the institution, so if we want
competitive cultural sector, we should look for leaders
who are not afraid of innovation challenges.
M.P.: It depends on how the participants are going to
use the knowledge they gained during the lectures of
audience development, and what real impact they can
make according to their position in the Institution. In my
opinion this programme is for the “heads” of Institutions,
because only healthy institution will be able to use this
knowledge in practice. And the entire health of the
institution starts from the “head”.

Lina Balčiūnait
ė
lis
Marius Pečiu

– all of us together. I think it is very important that all our
team would understand why we want to be audience
oriented organisation and how we will reach that goal.
All my colleagues should work towards that goal, not
because I tell them to do so, but because they want to do
it. So the next year’s plan anticipates many conversations
and discussions with my team - in order to make a small
revolution in their minds.
A.E.: What about the “wish list”? Imagine that you
found a genie in a bottle. You have three wishes, the
sky is the limit, what would you ask for? (from you
perspective for your organisation).

A.E: What is on your “to do list” for the next year?
Few most important things you would like to do.

L.B.: It is a very hard question... I would probably ask
our politicians to change the way that they think about
culture and education, so that it becomes one of the main
priorities in our country.
I think this would solve a lot of problems and our country
would become a better place to live in. I can give an
example of something that happened 100 years ago –
when our city of Kaunas became the temporary capital
of Lithuania, at that time it was just a village, a nook
of Russian Empire. But in the last two decades it has
become a modern European capital with an amazing
modernist architecture, cultural life, universities,
restaurants and cinemas. Between the wars, Kaunas
was a prominent city in the fields of science, culture and
education. So, we have a real success story here showing,
what actually investment in culture and education could
do.

M.B.: Every big journey starts with small steps. I hope I
will succeed in convincing my team to make these steps

M. P.: Unity, motivation (reaching for the best) and
success (sometimes it’s really needed).

A.E.: Is there anything in particular you are the most
proud of this year? Personally? As an organisation?
M. P.: One year, or less is not long enough time to make
some significant changes in a monumental institution
such as a state museum. But I am proud of the fact that
we have already started to solve our biggest internal
problems.
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IN ACTION:
Introducing the change
by Kaunas State
Puppet Theatre
Rasa Bartninkaitė
& Kristina Baguckaitė
Rasa & Kristina

When we started participation in the Audience
Development Programme, we didn’t have any great
expectations. We thought that it is going to be yet another
training, after which, essentially, nothing will change.
But we couldn’t be more wrong. The request made by
Agata during our first meetings: “You will have to do
nothing for half a year – NOTHING, but to participate in
the programme!”, has definitely echoed in our minds. It
calmed us. Having identified strengths and weaknesses
of our organisation during training session, the internal
need to take actions for influencing the necessary
changes in our theatre has grown gradually. The need
grew not by reading the theoretical narratives of audience
development that might have been offered during the
training. This was done by gathering everyone together
and creating in a playful way our own “Organisation
Activity Map” or “Governance Structure Sculpture” from
the coins. “Organisational Activity Map”, created from
the colourful applications, allowed us to evaluate Kaunas
State Puppet Theatre experience of 60 years of creating
for children.
The self-analysis of our organisation revealed our current
way of working. As many organisations out there we just
carry on with our usual activities, delivering programmes
to typical audiences - by the conventional means. At first
it seemed to us that nothing needs to be changed, but
the possibility of attracting new audiences, introducing
accessibility and openness, development of new, more
audience orientated activities encouraged us to exit our
comfort zone and to explore new ways and opportunities.
Firstly we shared our freshly acquired (during the AD
Programme) knowledge and experience with members
of the Theatre Art Council - to which we were elected.
Afterwards having support of the Art Council members,
we decided to present the expected changes to our
Theatre employees.
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Since our Theatre is undergoing a renovation and some
of the rooms are out of use, the Main Hall was chosen
to gather our theatre employees and to present them
new vision for the future and development plan of our
organisation – on the big screen. It was an unusual and
intriguing experience for all of us.
How to start talking about the necessary changes?
People in general fear the unknown. We did it in a simple
way - we presented on the screen what we have seen
and explained what we have understood during the
AD training. The colourful “Organisation Activity Map”
allowed each employee to see and understand where
our organisation is today. And then we had to ask the
staff - what do we do? Do we make changes and evolve
or do we do nothing? Fortunately, we have gained general
acceptance - to change, to grow, to evolve and become
more creative.
When the whole theatre community accepted the
challenge, we gave each member a questionnaire, so
everyone can decide for themselves what needs to be
changed. Everyone had the opportunity to write their own
opinion - what are the positive and negative things about
our Theatre? What is missing, what would help everyone
to do their job better? How does everyone personally
understand the current mission of the Puppet Theatre
and what vision do they have?
A year later, at the end of the AD programme, we have
finalised new vision, clarified mission and we are in
the process of making new strategy plan. And most
importantly, not only us, but also the whole team has got
“infected” by the virus of change and they are actively
contributing to the creative processes and activities.
We truly thank all the Audience Development programme
organisers for leading us towards the change!

About Kaunas State Puppet Theatre
The Kaunas State Puppet Theatre was founded in 1958 by drama actors Stasys Ratkevičius (1917-2010) and Valerija
Gruodytė-Ratkevičienė (1916-2004). The premiere of the first play, ‘Stebuklingasis Aladino žibintas’ (Aladdin’s Magic
Lamp, director S. Ratkevičius) took place on 18 May 1958 in Marijampolė (at that time, Kapsukas).
The present-day theatre building in Laisvės alėja (Liberty Avenue) was built in 1925 (originally, a cinema operated
there). After its reconstruction in 1960, the Kaunas State Puppet Theatre moved in. The theatre is a home to two
performance halls: a large and a small one (226 and 50 seats, respectively) and to the Puppet Museum.
The chronicles of the theatre are filled with a long list of noteworthy directors, artists, actors, scenographers and
composers, more than 190 titles of various performances, about 2,000 puppets produced over the years, about 15,000
performances seen by about 2.5 million theatre-goers, and numerous festivals and tours abroad, travelling as far as
Latin America.
The theatre presents as many as 280 performances each year, including four premieres. Each season’s repertoire for
the youngest theatre-goers offers as many as 28 performances. They include international on-stage presentations of
fairy tales, as well as original stage productions for children.
The theatre’s troupe includes 12 actors.
In addition to its regular activities, the theatre organises educational programs, traditional celebrations and events,
outgoing performances and puppet exhibitions. Kaunas State Puppet Theatre is a member of the International
Association of Theatre for Children and Young People - ASSITEJ and International Puppetry Organisation UNIMA.
www.kaunoleles.lt
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IN ACTION:

STAY positive!
Experience of Appreciative
Inquiry Methodology
by National M.K. Čiurlionis
Museum of Art

Rūta Klevaitė
& Vaiva Mikelionytė

Rūta & Vaiva

Our institution – National M.K. Čiurlionis Museum of Art has went through various organisational changes since our
participation in the Audience Development Programme. While discussing our problems and issues in order to improve our
institution, we understood that the main problems were: internal communication and not enough conversations between
ourselves - between employees of the Museum. We understood that if we can’t really communicate with each other, we
won’t be able to represent ideas to the audience that comes to our exhibitions, events and educational programmes.
With the help of Audience Development Programme and our mentor Birgitta we came up with the idea of Appreciative
Inquiry – a method, which focuses not on flaws and things that need improvement, but more on positive experiences. As
Birgitta accurately observed, most organisations tend to think about improvement as a process eliminating mistakes and
focusing on things that do not work, however institutions are not machines, but systems based on people, which function in
a different and less predictable way.
We used an Appreciative Inquiry to find out the existing strengths within our institution and also to inspire people to
change by focusing on positive elements.
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We decided to work with a group of educators from
various museum departments with varied life and work
experiences. Some people have been working in the
Museum for the last 30 years, some only half a year.
Twelve educators worked in pairs and interviewed each
other, while we, the ones who initiated the inquiry, made
notes while listening.
In the end, we gained much more than we expected.
Focusing on the positive aspects of the experience
allowed us to hear unexpected, funny, inspiring stories
from the educators’ personal point of view. Sharing
our stories in a group sparked the process of planning
and made us imagine positive scenarios for the future.
Moreover, we also found out that even if we are quite
different, we value very similar aspects of our jobs:
communication with people and the opportunity to be
creative.

For example:
Nijolė (22 years in the Museum) “The most important is
the contact with people and love”
Dalia (3 years in the Museum) “I appreciate freedom,
which gives the space for creativity. For me the sense of
freedom and good communication between colleagues
gives the best results in work. Also the most important
thing is emotion, not knowledge.”
Giedrė (1 year in the Museum) “For me, freedom is also
very important, let us work, just trust us ”
We have also learnt that our educators are very open,
energetic and that they like to collaborate. We hope that
in future we will be able to use these insights for planning
new events and programmes, we will continue sharing
ideas openly with each other and hopefully will be doing it
as a team.

About M. K. Čiurlionis National Museum of Art
Established in 1921, the M. K. Čiurlionis National Museum of Art is one of the oldest and largest art museums in Lithuania.
It is the best place to get acquainted with the development of Lithuanian and international art history and culture, starting
from ancient times to the present day.
M.K. Čiurlionis National Museum of Art showcases almost all artworks by Lithuanian composer and painter M. K. Čiurlionis,
who is admired and appreciated not only in Lithuania, but also all over the world.
Our Museum owns another nine branches in Kaunas and two more in Druskininkai (a spa town on the Nemunas River), so it
is a large family of many different institutions. At Kaunas Picture Gallery you can explore modern and postmodern art, play
the Fluxus games and meet contemporary artists. Audiences can enjoy rich and diverse art collection at M.Žilinskas Art
Gallery- which boasts many artefacts such as Ancient Egypt mummies or Japanese netsukes and many 16-19th century
Western European paintings.
Small and unique memorial museums let visitors feel their authentic spirit and gives them a chance for more intimate and
deeper experience of getting to know Lithuanian artists and intellectuals such as J.Zikaras, P.Galaunė, M.Rakauskaitė,
L.Truikys.
https://ciurlionis.lt/

35

THE ONE
ABOUT
STRATEGY

36

3

Back to the future –
an introduction to strategy

With nearly forty years experience in the sector,
Paul is a producer, project manager, consultant,
fund-raiser, tutor and trainer, working for a wide
range of clients all across Europe. He is a Director
of Olivearte Cultural Agency and the financial manager
for NIE Theatre (UK).

Paul Bogen

Alice: Which way should I go?
Cheshire Cat: That depends on
where you are going
Alice: I don’t know where I am going
Cheshire Cat: Then it does not
matter which way you go!
Lewis Carroll –
Through the Looking Glass

Why have a strategy?
I am often asked if it is really necessary and useful to have
a strategy or plan as in reality things happen and are often
done intuitively, making one can take so much time, the
arts/cultural world is different from that of business and
strategies are often only done to satisfy the needs of a
funder. The honest answer to this is that there are some
arts/cultural organisations and companies that achieve
success without having a strategy, but in my 40 years of
experience of working in the sector, the vast majority of
those that really thrive and survive for the long-term all
have some form of robust strategy or plan.
A business plan and a strategic plan are very alike but a
business plan is a written tour of your business whereas
a strategic plan identifies the steps a project or process
must take to achieve its objectives.

Think of a strategy as route map
Strategic planning is simply the process of identifying
what you want to achieve and then making decisions on
allocating the required resources, time and people to
do this. One way of looking at a strategy or plan is that it
is just a route map of where you want to go to, why you
want to go there, when you want to get there by, with
whom you will go with and how you will make the journey.
Put basically, how will you get from where you are now
to wherever it is you want to get to at a specific date in
the future? It does not have to be over-complicated and
it does not have to be pages and pages long! Some of
the best plans I have seen are only a few pages - quality
and clarity are not defined by length or volume. And
when planning, be realistic rather than overly optimistic
and always under promise and over deliver. Don’t rush,
don’t overcomplicate, keep it simple, keep it clear and
remember that less is more!
Long-term thinking
Being strategic is also about thinking and planning longterm rather than the one-year maximum planning periods
that is so often the norm in the arts/cultural sector. Ideally,
strategies should cover periods of 3 to 5 year. It does
not matter if you do not know how much funding you will
have beyond a year or the results and possible effects
of a local government election that will take place in two
years time. Being strategic is about being proactive rather
than reactive, taking the initiative rather than have others
dictate your destiny, visualising and shaping the future
that you want and not just operating and existing in the
present.
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The whole team of
your organisation
should ideally
be involved in
the process
of developing
and agreeing
any strategies,
especially if you
are planning some
radical changes in
the organisation.

A good cake has all of the right ingredients
As Audience Development is not a stand-alone activity or project, but rather a process connected to everything else you
do, it cannot be successfully planned or delivered in isolation from all the other areas and elements of your organisation.
Just as with baking a great cake, you need to first have all of the ingredients, in the right quantities and added in the right
order. So ideally, your Audience Development strategy will be a part of your overall organisational strategy, developed
to be in-line with and supporting your vision, mission and values. It also needs to be developed alongside your artistic,
education, PR, marketing and other relevant policies and strategies. This should be done as an iterative process with one
area influencing and related to the other. And things will and do change! Even as you are researching for and developing
a strategy, external as well as internal events and actions may mean that you have to change or adapt some of your
ideas, plans and objectives to a new reality. This is fine as a strategy is not a static document that is filed away after being
produced. It is a living process that needs to be aware of and respond to your current situation, needs, successes and
failures.
First make sure that you have a clear vision, values and purpose
The most common reason that Audience Development strategies fail is because the organisation does not have a clear
vision, values or purpose. This is the case for start-ups as well as those that have been in existence for many years and it
continues to surprise me how many organisations I come across that cannot tell me why they exist. Although it may seem
obvious, you need to know what your purpose is and for whom; what it is you want to achieve and how you are going to do
this. And your vision, values and purpose must be shared and understood by everyone in the organisation at all levels - as
well as by your key stakeholders. One tool that I can recommend to assist in creating or reviewing your vision, values and
purpose, is the Vision Framework from Jim Collins, which can be found on his website at www.jimcollins.com.
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Define what you mean by success
If for example, you want to create a strategy whose aim is to make you sustainable, you first
need to define what this means for you. And with all strategic aims you should determine and
agree what success means and would look like if and when you achieve them. Otherwise you
will not know if you are on the right or wrong track and if you need to make changes to any part
of your strategy. As with vision, values and purpose this should be done organisation-wide with
as many of its people involved as is possible.
Don’t try to re-invent the wheel and don’t be afraid to ask for assistance
Use the experience and knowledge of others who have been on similar journeys, you are not
the first and not alone! And if it is possible and feasible, acquire external assistance to assist
in the process. This could be a peer-group friend working in another organisation just as well
as a consultant.
Organisation-wide commitment
The whole team of your organisation should ideally be involved in the process of developing
and agreeing any strategies, especially if you are planning some radical changes in the
organisation. Board or committee support is also vital (if you have one). Identify key people in
your team and use their expertise as some or all of them will need to carry out the work.
Don’t rush and don’t overthink
Set a reasonable timetable for developing, producing and agreeing the strategy – it is
supposed to be a long-term plan, so take the time required to research and gather the right
information that you will need. But don’t get analysis paralysis - you are not writing a PhD
thesis!
Five key principles to apply to your audience development strategy:
• Think long term
• Think organisation-wide commitment
• Think existing audience and potential audience
• Think ongoing process, not short-term projects
• Think plan, evaluate, review and plan again
Setting aims and objectives
In order to produce a Strategic Plan you have to define your aims and objectives. Aims are the
overview and then the objectives define the specific results you need to achieve to fulfill these
aims.
Identify the big issues for your organisation – artistic aims, mission, income targets, funding,
aspirations, constraints, etc.
And then in order to define your strategic aims and objectives you have to first answer some
key questions:
1. Why you exist – Your mission, vision and values.
2. Will the AD strategy and its contents support your mission and vision?
3. How will you successfully deliver it? – Management, Finance, Resources, etc.
4. Who will do the work?
5. When will this be done?
Put all the information you have compiled together from your research, discussions, meetings,
brainstorming, etc., and extract the objectives necessary to achieve your aims under all
relevant headings. Remember a Strategic Plan is all about achieving objectives. Then,
once you have your objectives, set the required targets to achieve them.
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Be SMART!
Make a smart strategy by having SMART objectives. Keep them clear and short:
SMART Objectives
Specific – What has to be done? Objectives must be defined and unambiguous.
Measurable – Using concrete evidence to measure achievement and results.
Achievable – Something that may be challenging but isn’t out of reach.
Relevant – It should support your vision/mission and matter to your organisation.
Timetabled– When it will be done by. Include a delivery date for each objective.
So, you need to clearly and concisely explain in the strategy:
• What you are going to do?
• Why you are going to do it?
• Who is going to do it and who you are going to do it with?
• Where you are going to do it?
• How you are going to do it?
• When you are going to do it?
• What success will mean and look like when it is done?
The answers to these questions together with your aims and SMART objectives should be the basis
and foundation for your strategy and if you can get this right, you should have a good chance of
success. A good way to test if you have done this is to present the answers to these questions to
someone from outside of your organisation and preferably from outside of the arts/cultural sector.
See if he or she fully understands what it is that you want to do and achieve and if this is clear,
concise and succinct for them.
Collaboration
It may be worth considering doing part of the work for your strategy in collaboration with another
local organisation. Find out what others are doing, as there may be opportunities to work together to
develop audiences in your area. Consider if working together on the research that may be required
for your strategy would add value for your target audience?
Monitoring and Evaluation
The SMARTer you make your objectives the easier it will be to assess and monitor your progress.
Think about whom you want to involve in reviewing your strategy and who will be the audience for
the results. Also decide how often you will monitor and review the strategies activities. Establish
Key Performance indicators (KPI’s) in advance, as a way of checking if your objectives and targets
are being met. Indicators should be qualitative as well as quantitative. Decide at the outset what
constitutes suitable evidence to know if your KPI’s have been achieved, how to collect this, and
where and how to debate its significance. You should measure your KPI’s against your objectives and
targets at least every six months.
Having reviewed and evaluated your success, you can then adjust or adapt your strategy as required.
Be open to rethinking your overall aims if something is not working and do not become defensive as
then, “you’re trying to make reality conform to your expectations rather than seeing what’s there. In
the sport of orienteering, they call this ‘bending the map.”1
Putting the strategy in to action
An action plan translates your thinking, aims and objectives into everyday practice.
Make the first year of the action plan very detailed and precise, but for the following years make
it more of a summary. You can produce the detail for year 2 of the strategy and onwards towards
the end of the preceding year, once you have made any changes or modifications to the strategy
following its review.
Your action plan should include a budget for the effective delivery of the strategy, milestones, roles,
responsibilities, partners and a timetable.
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Some final comments and tips
1. Think strategically! Which means:
2. Not concentrating on just what is right in front of you and needs to be done now. This might be necessary sometimes
but to develop, leaders need to step back and plan for the future. Short-term crisis management will not lead to longterm success.
3. It is very important that once you have completed the strategy, everyone with responsibility for its implementation has
ownership of it. All these people should have an opportunity to comment, input and change it, if necessary.
4. Once the strategy is agreed, then the main points should be communicated with all of your stakeholders, so they know
and can support what you are doing.
5. Give yourself the space and time to see the bigger picture.
6. Think critically and question everything, don’t take anything for granted.
7. Consider all of the options don’t jump to hasty conclusions or solutions.
8. Listen to all opinions and stakeholders at all stages, when you create and when you review your strategy.
9. Make decisions - don’t over analyse.

reflection
by Agnieszka Wlazeł
Approved long-term cultural strategy is now an obligation for cities that
desire the ECoC title. Of course, it is not just about having a document that
is titled as such. The better the process of strategy development the less
problems with its implementation and the bigger the impact of ECoC on city
development. I would not expect lack of challenges even if the process was
genuine, collaborative and inclusive. But I would expect much more if it was
not…
ECoC’s impact on the progress of a given city depends on this strategy and
its implementation plans. It depends on knowing the base lines – the points
of departure and the vision for the city - its direction of development. ECoCs
are about culture, so inclusion in those processes (and changing for better
conditions of local cultural scene) should also be obvious…
Cities can receive an ECoC title, and what’s coming with it massive
development opportunity – something that happens once in a lifetime.
The aim should be not only to deliver the best possible European Capital
of Culture in a given city, but also to achieve the best possible impact of
European Capital of Culture on the city.

>
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APPENDIX:
An example of how to structure a strategy
PART 1 – OVERVIEW, BACKGROUND, ISSUE(S)
• Introduction: a snapshot of your organisation today – potted history, original purpose, artistic policy,
people, resources, etc.
• Vision, mission and values
• Situational analysis – where are you now?
• Research results and/or plans
• Issue(s) to be resolved in the strategy
• The strategies aims. Remember that the aim is the overview and the objectives define the specific
results you need to achieve to fulfill the aims
Part 2 – OBJECTIVES and TARGETS
• For each objective add defined targets
• Add time frames and deadlines for each target
• Describe how each objective and target will be achieved – what you will do
• Timetable: Your strategy should be no less than three and no more than five years long
Part 3 – MONITORING AND EVALUATION
• Establish indicators (KPI’s), in advance, as a way of checking if your objectives and targets are being
met
• Indicators should be qualitative as well as quantitative
• Measure indicators against objectives and targets, at least every six months
• Monitoring and evaluating your objectives – what do you need to count, record or measure to say
whether you have achieved them
Part 4 – ACTION PLAN & BUDGET
• Make an action plan – but not too long or complicated!
• It is not necessary to list every single detailed task, just outline the main work needed to achieve each
objective in the strategy
• Assign roles and responsibilities to each task with named persons. This will avoid confusion about
who does what
• Include a timetable with milestones and deadlines and with the start and end dates for each action
• Think about and include what resources you will need to produce the strategy
• Make a realistic budget for delivering the strategy
• Include a risk assessment, simply stating how you will mitigate against things that might go wrong and
how you’ll carry on with the production and delivery of the strategy if this is the case
Part 5 - APPENDIX
Any background information that’s useful to have such as the detailed results of any research you have
done, competitor analysis, any detailed budgets or cash flows, any business targets that informed the
strategy’s aims and objectives or any charts or tables.
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IN ACTION:

Making sense
of chaos
It is all about the lichen. It happened to be that we, the
living creatures, appeared to be in a magical place. Here
- in the parks, in the buildings, in the high spots of the
trees – animals/fungus/plants/amoebas found positive
symbiotic relationship with one another.

Ignas Andriuškevičius
& Adomas Lapinskas,
Kaunas 3022

Ignas & Adomas

Our organism (some may call it an independent cultural
platform) is responsible for connecting artists, audiences,
institutions without intervening in a natural circle of its
ecosystem. For this purpose, some of the most advanced
tools may be used to enable and catalyze the processes.
Even if it means the increased probability of explosion.
AD programme taught us strategic thinking, audience
development, and, most importantly, to appreciate the
everyday interactions. Here the lichen starts to enjoy
its surroundings. Here the symbiosis explains itself.
Research still is one of the key tools to implement the
theoretical understanding of the processes into the
organic and fruitful relations (as in independently living
organisms).
While exploring the magical places around us, we noticed
that their ambience can be mimicked in an unexpectedly
beautiful way. Rather than inventing something new, by
showing its own example, the microorganism (the lichen)
suggests to focus on symbiotic relationships. This way,
mutual practices between the living creatures, empower
the organisms to create an organic and quite natural
product. At this point, you can see the sugary-nutritional
liquid starting to dribble. It is all about the mutualism.
Drip drip drip.
/author - rugile miliukaite
sun in leo, moon in scorpio
sometimes i dream/
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Research – a handful of tips
before you start

Aleksandra Kołtun, PhD, a researcher at The Department of Philosophy, Maria CurieSkłodowska University, Lublin, Poland. Her scientific interests concern issues of
knowledge production and dissemination; she studies how our physical and social
environment influence realisation of various cognitive tasks, (e.g. decision making,
information processing, understanding). Coordinator of numerous research projects
in areas of impact of cultural festivals on urban growth and general perceptions
of the city, comprehensive assessments of selected areas of arts
and culture on local level, projects’ evaluations, etc.

Aleksandra Kołtun
Research is about being surprised – with who you
are as an organisation, with who your audience is,
and with how you’re doing as a team. But research
can also bring a lot of surprises on the way – surprises that are tricky and can actually spoil the pleasure.
This short manual provides a background for planning
research that ends up with reliable and informative
conclusions. Although this is not a complete recipe for
success, good planning allows avoiding many pitfalls that
you may come up throughout research process.
Step 1. What do you want to know?
Be specific! It’s reasonable that you want to know your
audience, and you want to know it ALL. Yet, this is
not concrete enough for designing a proper research
scheme.
-> make a detailed list of questions or problems – what
traits of your audience are you interested in? what kind of
behaviours, routines, decision-making processes are at
your focus? what are you seeking to understand – their
choices, their lifestyles, their evaluations?
-> ask the same question to the people from other
departments/units at your organisation – at least give
them a chance to look through your questions and to add
questions of their own
-> remember that not all questions can be answered with
a single research tool or even within a single research
project (that may consist of various tools) -> some
questions require diverse data to be addressed, others
are simply too complex to investigate without a seasoned
team of researchers or professional equipment

•

BUT having all the problems of interest at hand is
better than having only a vague idea of what you’re
looking for

•

maybe you can pass some of the questions to the
local academics so that they can include them in
their students’ diplomas, etc.?

Step 2. How much of what you want to know DOES
NOT require a full-blown research? What kind of
information do you have at hand?
The best way to start a research is to analyse data that is
already available and that requires almost no extra effort
to gather (e.g. without questionnaires, interviews, etc.). It’s
not only about cutting costs, but also about refining your
research scheme. The more you know, the more you want
to know – this is how it works. Even doing a preliminary
study of, for instance, Instagram posts related to your
organisation, may lead you to posing new or more specific
research questions. And crucially, the more sources
of information you employ, the more instructive and
exhaustive conclusions you get.
Look for:
-> box office for basic attendance numbers (maybe
comparing them with the dates, specifically the day
throughout the week and the hour could give you some
idea on what times are most popular among your
audience? maybe it’s worth seeing if in those least
popular times you have some competitors that could
attract your audience?)
If you have a proper, physically located box office, you can
easily start gathering basic data about your audience:
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•
•

•

•

prepare a shareable file (e.g. a short questionnaire via Google Forms) that will be filled in
by the ticket sellers
the file is supposed to be VERY short and VERY simple, covering only absolutely basic
questions that can be answered: 1/ by means of observation – gender, age (roughly); 2/
with information that is at hand – a type of event; 3/ by means of making a simple inquiry
– place of residence; do not include any multi-response, long questions!
ticket sellers may find it impossible to perform an extra task in peak times, but the file
is supposed to be used on as many occasions as possible – that’s why it should take
seconds to complete
such “research” will not give you a full picture, but will provide reliable information at least
on those people who buy tickets on the spot

-> Facebook – look for basic statistics (who are your followers, what kind of content results in
highest engagement, on what occasions did you attract most followers -> remember that all
this may differ depending on a social media platform) and the contents of interactions from
people (what can one tell about you from your Facebook profile – not only from what you post,
but also from the users’ reactions?)
-> Instagram – look for both statistics of your profile (who are your followers, what kind of
content results in highest engagement, on what occasions did you attract most followers) and
the users’ content that refers to you (simply filter out a hashtag with the name of an event /
your organisation -> in what context do you appear on Instagram? is this context favourable
/ neutral / unfavourable? what kind of images do people upload to depict stuff related to
you – situations and events, their experiences, evaluations? what could a newcomer to your
organisation get to know about you from looking for #yourorganisation?)
-> TripAdvisor – look for both visual and verbal content -> what are your assets? what are your
drawbacks? what is it that you deliver to you audience?
Step 3. Decide what really requires research
Choose only a few questions, especially if this is the first audience research in your
organisation. For example, pick all detailed questions that you created in Step 1. that stand for
“who” your audience is as well as “why” they choose to visit you, while leaving behind all issues
regarding habits, lifestyle, taste.
Why a few only?
-> it’s better to get reliable knowledge on some issues, than bits and pieces on everything
– for most of your audience any kind of research is uninteresting (no matter how attractive
you make it, it’s an additional effort with very vague future benefits), so make it as short and
effortless as possible
-> you will have a chance to add more questions once you decide on your research tool
– assuming that you do not conduct a huge research project that employs 4-5 research
tools and various existing sources, then choosing THE few questions now and adding some
secondary questions later on (and only those which are suitable for THE tool) is the best
option
-> otherwise you can easily end up with a mix of tools that you cannot afford to employ, or a
single tool that covers a mix of questions that are not fit for it (e.g. complex questions requiring
large open answers in a survey), or a tool so lengthy that it will scare people away (and you will
have too little data to draw any conclusions)
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Choose only a few
questions, especially
if this is the first
audience research in your
organisation.

Step 4. Choose the right tool for your resources,
think about the setting, make it nice and rewarding
Remember that various research questions require
various research tools. And there is a whole range of
tools for answering a whole lot of different questions.
Do not go for a survey because it seems easiest to
pull through – surveys are fine for only a part of
questions that you can pose.
Also, inviting your audience to take part in research
is establishing one more relationship with them. You
can make it fun – by giving rewards or making the very
process engaging. Think about your assets and put them
to use in this situation. Good research must follow certain
principles, but this does not mean that it needs to be all
serious and boring!
Qualitative research methods:
Think about qualitative interviews – with individuals
and groups. They require someone who can moderate
a discussion, but otherwise are fairly flexible in terms of
sampling (at the beginning you can simply choose from
people that are your regulars and from those who rarely
pay a visit – the so-called key informants). This is not to
say that sampling in qualitative research is accidental
or none. It’s just that you should be looking for all people
(texts, photos, drawings, etc.) that can lead you to fully
answering the research questions. So, the principle is to
seek versatile and rich information, not achieve some
pre-established number of answers.

Moreover, in interviews you can add a fun-factor that
actually facilitates a discussion, like a small workshop
linked to your research questions (e.g. drawing what’s
best in something, making collages that tell about an
experience, playing roles that depict concrete situations,
etc.). Such strategy has extra advantages: you run
your research in a way that is fairly attractive for the
people engaged, you invest in your relationship with
audience, and you end up with a wealth of beautiful and
often very moving materials that can be used in your
communication activities.
What’s most important, in qualitative research you
analyse the data once you get it. This means that you
look through the very first interview straight after you do
this. This way you can improve the research process on
the way – adjust questions, look for different informants,
change settings, etc. This kind of control over what you
are doing is important and very comfortable if you have
little research experience. And this is not possible with a
survey – in most situations in which you realise that some
serious changes are needed, you have to start gathering
data from scratch.
Qualitative research methods other than interviews
include:
-> research walks (which can be accompanied by an
interview, filling in maps, taking photos, etc.),
-> in-depth observations (guided by research questions,
but open-ended, flexible, e.g. regarding the way that
people behave in certain places or situations)
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The most important thing about surveys is that you should
be looking for a representative sample in order to get
knowledge that is reliable and valid.

-> all kinds of activities that engage animation and arts,
e.g. organising contests that require taking photos,
drawing, writing memoirs; the challenge needs to
be about something that you want to know, people’s
responses are a source of information that allows
answering research questions, e.g. what’s our best asset?
what’s the experience of something? what makes people
come back to us?; + all the extras regarding the ‘funfactor interviews’ apply!

Representative sampling
Why is a representative sample so great? With any
quantitative research tool this is the only sample that
allows drawing conclusions that pertain to a whole
population. In other words, you run a representative
sample consisting of 400 people and you get conclusions
that are applicable to a 50,000 audience.
But being representative is not only about numbers.

Quantitative research methods (including surveys):
At some point, however, your organisation will probably
need a survey – for instance, to get to know the basic
demographic make-up of your audience and their
motivations.
The most important thing about surveys is that you
should be looking for a representative sample in order
to get knowledge that is reliable and valid. Bad news is
that no “survey for those that are willing to help” makes a
representative sample. Good news is that representative
sampling is feasible – it requires some planning and a
team of people.
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First and foremost, it is about how you select people to
take part in your study. Sadly, they cannot be people that
simply volunteer for filling in your survey, but people that
are chosen RANDOMLY. Randomly means according to
concrete rules that ensure non-arbitrariness, e.g. every
nth person entering a room or a festival site (assuming
that they have not been set in any kind of order that
would lead to arbitrary choices, e.g. according to age
or experience). Randomly does not mean accidentally.
Accidentally means that you will end up choosing
people that are most likeable or that are similar to you.
Accidentally does not stand for randomly.

And if you’re asking about the exact size of the sample, try one of the online calculators –
they do the job. Remember that you will need at least a rough estimation of the size of the
whole audience that you want to investigate.
Moreover, think thoroughly about the conditions in which people will be invited to take part
in research. It’s all about their time and comfort, including their mental well-being, e.g. not
being asked questions that can make them feel annoyed or ignorant. Examine closely the
exact moment and the place where research is supposed to take place. Are the lighting
conditions good enough? Is there anywhere to sit? Is there any surface to write on? What
about the people that will accompany those taking part in research? How can you make this
experience nice for them?
Provide rewards not only for those who take part in research, but also for their companions
– you do not want them to rush the person researched. Stuff like ice-cream or fudges do the
magic! It’s all about being small, fun, fairly cheap (and for everyone) as well as something that
doesn’t require gathering personal data and giving prizes afterwards.
After all, the worst thing you can do is to spoil the atmosphere of your event by running a
badly designed investigation. The only way to find out if everything works is to run a test in a
situation that is most similar to the real research setting. DO run the tests. Neither you, nor
any of your colleagues can anticipate all situations and problems that can arise once you
actually do research on the spot.

Being representative is not only
about numbers.
First and foremost,
it is about how
you select people
to take part in
your study.

Once you know the numbers, establish the rules of selection and choose the research
setting, you will probably realise that you need at least a few people to conduct the survey.
It is impossible for a single person to distribute and collect questionnaires from properly
selected individuals who are on the move. Actually, a team of surveyors has a range of tasks
to perform. Not only do they need to choose the right people and keep them attracted, but
also they should be prepared to answer questions concerning the study, the event and your
organisation. They are the face of your organisation on this occasion.
Non-representative sampling
If you cannot afford to run a representative sample, and you are not after qualitative
methods, consider one of the options that can still provide some instructive results:
-> if your audience is small (e.g. around 100 people and less), it’s better to run a questionnaire
on EVERYONE (e.g. in a workshop, on a movie screening) -> it will concern (almost) entire
population, so no trouble with making generalisations :)
-> if you cannot do research on everyone, then try to go for huge numbers – engage as many
people as possible to fill in your survey
• make it SHORT -> very few questions, only those that are easy (nothing long, nothing
controversial, nothing requiring a lot of thinking)
• make it HANDY -> what’s the situation in which someone fills in the survey? at the
counter of your institution? at home on-screen? will they have a pen? will they have to
stay up or will they need to sit & where?
• make it SATISFYING FOR THE PERSON THAT FILLS IT IN -> any reward (apart
form “helping us to grow?:))
-> think about mixing channels, e.g. making the same questionnaire online (e.g. Facebook
and through your mailing list) + in the box office + in info points / next to the changing room –
with rip-outs
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Research takes
time and resources.
Not necessarily
money, but certainly time. Do not
assume that someone is going to
pull it through “in
the meantime” – we
all know that there
are no “meantimes”
in your work. :)

-> think about mixing methods, e.g. a questionnaire online
with some qualitative methods – an Instagram contest
on what you like here most or what for do you come
here, a group interview-workshop, a round of individual
interviews
Finally, no matter which method you choose always think
about replacing paper stuff with digital. This is not only
a matter of costs and going green, but also about your
comfort! If you have a paper questionnaire, then someone
must transfer the data into a computer file. If you run
a questionnaire on one of free online platforms, the
database is created automatically.

Step 5. Decide who exactly is going to coordinate
and actually gather & analyse the data
Research takes time and resources. Not necessarily
money, but certainly time. Do not assume that someone
is going to pull it through “in the meantime” – we all know
that there are no “meantimes” in your work. :)
Someone has to deal with:
-> communication inside your institution, both in terms of
preparing the research scheme and showing the results
-> actual gathering the data – on their own or in a team?

•

•
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online surveys are great especially for people that
gave you their email address and through which
address you’ve already contacted them, e.g. your
volunteers
if the people that you want to get to know are
gathered in a single room (e.g. a classroom, a
workshop) and you are 99% sure that they have
mobile phones with Internet and are capable of using
them -> go for a survey online (e.g. Google Forms) ->
when arriving in a classroom just write the link to the
survey on the chalkboard and ask everyone to paste
it into the browser and fill it in -> it saves A LOT of
work (be prepared for a few people that will still need
paper questionnaires -> but those few are much less
that working with hundreds of questionnaires!)

-> conducting or outsourcing analyses
-> writing or revising the report (which does not need
to be a paper publiaction, but still you need a file or a
website in which you store and/or present everything that
you got to know)
-> storing the files with recordings/questionnaires, crude
data, working analyses, results
Choose this person. Make sure that they know what
they’ll be into. Talk them trought the research process
and allow for the changes that will make their life easier :)

`
Research is a trade-off.
It is not possible to get answers for all questions in a single research project.
It is not possible to make a large and multi-stage research project only using the
resources that you have at hand, without any external help or money.
It is not possible to make everyone happy.
BUT
It is possible to get to know some stuff and be sure that it’s reliable
and valid and do it right here and now.
Maybe this will be only 10% of what you would like to get to know. But this
will be 10% more than what you have known so far. This 10% can make your
decisions better. It can make you more satisfied with what you do. It can lead
to creating better and more concrete research questions in the future.
Make it reliable with the resources that you have.
Make it doable with the small amount of time that you have.
Make it nice for your audience – they also have little time and do not visit you
for being questioned. But, they like you and will probably be eager to help.
Do not think that any amount of suffering will bring better research results.
Make good trade-offs: do not cry over this huge representative survey that we
won’t do this year, go for three group interviews with some workshop stuff!
Or a nice Instagram contest.
Do as much or as litlle as you can do and be happy with it :)
It’s so much more than doing nothing and knowing little!
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>
reflection European Capital of Culture:

hints for audiences research
by Aleksandra Kołtun

According to the article 16 of the Decision 445/2014/
EU1, each city is obliged to evaluate the results of its year
as an European Capital of Culture. There are common
guidelines and indicators established by the European
Commission to ensure a coherent approach to the
evaluation procedure and to make ECoC comparable.
But research, especially audience research in the context
of ECoC, can be so much more than “the obligation”.
It can be interesting and fun, an amazing tool to bring
people together, get to know them better, to establish
long-lasting relationships and to reach out to nonaudiences.
Where can research activity be positioned in the
ECoC projects?
Apart from a large research done into the impact of ECoC
(mainly upon broadly understood development of the city
and region), there are numerous smaller, accompanying
studies that can be done together with other preparatory
activities and that will last long after ECoC:
Smart, neat, intuitive “research sites” can be situated
in every planned building and piece of infrastructure
(e.g. boxes with surveys, places where you can draw
something in response to a specific question/command,
take a picture and put it on Instagram with a specific
hashtag, etc. -> all strengthening relations with the
audience and at the same time bringing knowledge about
their opinions, experiences, expectations, themselves,
etc.); this one should be planned BEFORE – once the
buildings are open and ready to operate it will be hard
to add a truly nice, attractive and informative site for
gathering data /// the sites can be multiple within the
complex – each should be designed for a particular group
of participants and/or clients (e.g. children and adults,
theatre-goers and the clients of a café, etc.).
Such research will bring you some preliminary, but very
valuable insights concerning your audiences – the aim is
to gather as much data as possible and then search for
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general answers concerning what people think, how they
act and how they feel (e.g. what they find most attractive,
why they come to this place, what are their expectations
and visions of the future, etc.) + imagine the myriad of
ways that you can use photos or drawings further on for
communication purposes.
If there are any institutions or organisations redesigned,
they also should think of introducing the basic tools for
gathering data on their audiences, e.g. accompanying
ticket sale, getting data from Facebook, Instagram and
Google, etc. (all the stuff that is available and only needs
to be ‘plugged in’ ALTHOUGH requiring PEOPLE – this is
not effortless).
A more long-term, ongoing research programme for
certain (if not all) programme lines/themes/areas could
be established:
aims: meeting the existing audiences and getting to know
as much as possible about them, especially if they are
actually new cultural audiences or old stagers
tailor-made tools, meeting general objectives with
local contexts and needs, both informative and fun and
engaging (audiences as partners, not merely sources of
data – the better they feel, the better the data) + priority
to intuitive, free tools for data gathering and analysis, e.g.
Google surveys, Excels -> do not invest time and effort to
learn statistics in the first place!
begin with something simple – both for researchers
and the people, especially that there seems to be no
knowledge of them at all; can get more and more complex
with the growth of experience and knowledge
engage regular people as researchers (not only
academics - although their experience would be
priceless!): artists, volunteers, culture managers -> make
it fun for everybody! fun and informative at the same time
create the space for knowledge sharing among the
research team members – a place to meet, discuss,
charge laptops and print working papers, etc. (without
it all embodied, silent knowledge will eventually diffuse,
people need a comfortable space to meet and share)
include research in activities you run outside of the
city centre - small, smart, fun research in various
neighbourhoods, communities (potential to gather great
data about very specific groups of people that are usually

Audience research in the context of ECoC can
be interesting and fun, an amazing tool to bring
people together, get to know them better, to
establish long-lasting relationships and to reach out
to non-audiences.
largely under-researched! + it can be a great opportunity
to establish relationships with new potential audiences
and be better prepared for “the year”)
… and all the small stuff can actually be easily tied with
the large, evaluative study– small first, large next, feeding
each other.
In the end, research is about gathering reliable and
versatile information related to your audiences. The way
you achieve this can be more or less formal, more or less
serious, more or less obvious as being about knowledge
(and not, for instance, play or artistic activity). However, to
make research a research, and not only fun or journalistic,
be aware that…:
-> the most important is to gather data in a way that it
is guided with some problems or questions (DO think of
what you want to know – you will never know everything
at once and if you think you can, you will probably end up
knowing nothing);
-> data gathering should be a planned and systematic
process – make your data comparable and ensure that
the whole process is well-tailored for the means and goals
of your city, organisation, project, and eventually, people
that you want to get to know;
-> proper analysis requires time and effort, apart from
being smart and enthusiastic. There are a number of ways
to infer conclusions from data, but they all share some
common traits. They are based upon settled procedures
(and so they are not anecdotical, one-off adjustments).
They require that you detach yourself from your intuitions
and beliefs (and accept that data may prove that you are
wrong about many things). They need to be transparent
(you need to be able to explain what measures you took
to analyse data).
Overall, research can be enjoyable in its form for all
parties engaged, but it still requires a proper plan,
methodology, people, and effort. The nicest thing is that
the more enjoyable form it takes, the less painful is all the
rest that you need to pull it off :)
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IN ACTION:

Making questionnaire FUN!
One of the National Kaunas Drama Theatre audience development goals was to expand the young audience sector (16-25
years old). So our first step was to get to know more about the young audience’s cultural leisure habits and priorities. The
research from its planning stages throughout its implementation and up to a drawing conclusions process, consisted of the
following steps:
1. Choosing a research form. At the beginning of the
research planning stage, we decided that our aim is to
get to know better our existing and potential audiences
(thinking about the future). We didn‘t have many financial
resources or time to implement our goals, so we decided
to choose an online questionnaire form.
2. Conducting a questionnaire. At this point, it was
really important to decide what information we would like
to know. We were limited by a fixed number of questions
because we understood that the longer questionnaire the fewer responses we will get. There were three groups
of questions: how the audience is searching for and deciding what cultural events to attend and what habits do
they have and so on. Also, there was a group of questions
about one memorable event they remembered the most
and more specific questions about theatre and demographic. In total - 16 questions.
3. Creating answer options for closed questions.
We wanted to be sure that the answer options we provide
in the questionnaire will be appropriate and meaningful to
16-25 years old. So at first, we asked our theatre volunteers to answer the same questions in a free form. Our
volunteers are mostly 16-22 years old, so we thought that
it’s important to check our ideas with them. According to
collected answers, we designed closed questions for our
questionnaire. In our opinion, this step was really important in order to make sure that provided answer options
were appropriate. It is not very easy to reach your target
audience if you don‘t know what they are thinking or how
they communicate.
4. Choosing time. We wanted to implement this research before the end of our theatre season (in June) to
have the results ready before the start of our new season
in August. It is a shame, but we have to admit that unfortunately our chosen time wasn‘t the right one, because of
the holiday season. That’s why we didn’t collect enough
responses. We repeated the survey one more time in
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September. This time it was more successful. We got a
total of 362 answers.
5. Choosing tool and design. We chose not to do a typical online questionnaire, we also understood that creating
exclusive and attractive online research for a young audience is not so easy. According to our criteria, we found a
Typeform. This online research tool has many different
options to choose from, it allows communicating via various photos, animation, shapes, etc. It is very interactive,
it lets you create your own desired design. Creating an
attractive and fun questionnaire was a key to our success - to receive more responses. It was very helpful to
reveal our creativity. On the Typeform website you can
find numerous examples of other types of research- for
inspiration purposes.
6. Reach a young audience. We knew that it is not
enough to make a greatly designed questionnaire and
that we have to figure out more creative ways to reach
as many as possible young audiences. That‘s why we
implemented a fun questionnaire. Main idea behind this
questionnaire was to allow a person who was doing a test
- to find out what kind of cultural user he/she is. At the end
of the questionnaire, a person would receive a result in a
form of funny description with a picture. Also, we boosted
our Facebook posts targeting 16-25 year olds, to reach
audiences that hasn’t visited our theatre in the past.
7. Analysing data. We were able check the results of
questionnaire collection on the Typeform, which automatically prepared the report. An alternative was to work
with Excel.

The National Kaunas
Drama Theatre
The National Kaunas Drama Theatre was founded
in 1920 and is the oldest professional theatre in
Lithuania There are three stages located in the
main building and a couple of smaller ones located
in one of the wings of the main building. During
each season about 350 events takes place in here
and 60 000 spectators visit the theatre. There are
several performances with English subtitles.
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IN ACTION:

OUR FIRST Audience
Research
by Kaunas Biennial
Kotryna Žemaitytė
& Neringa Stoškutė
Kotryna & Neringa

Kaunas Biennial has been running since 1997 and until now (2019) we have never done any audience research.
After Kaunas Biennial team (Kotryna and I) completed the Audience Development programme, we decided that Kaunas
Biennial audience research was the first thing we would like to do.
Kotryna and I have worked for several editions of Kaunas Biennial selling tickets and providing guided tours. We saw many
of the Kaunas Biennial visitors face-to-face, but we could never clearly describe the profile of our audience. Our initial
assessments were very intuitive but we wanted/needed facts!
This became our starting point – to find out who is the Kaunas Biennial visitor, what are their motivations for coming to our
events and what are their expectations. From the beginning of the process, we knew that we wanted to involve the whole
Kaunas Biennial team, including front-of-house staff: ticket sellers, tour guides, volunteers coordinator and volunteers –
everyone who has direct contact with our visitors.
During the preparation stages we met with the Kaunas Biennial team to discuss the purpose of audience research and to
compile a list of questions we would like to ask our visitors. Throughout the process of designing the questions and the
questionnaire form we consulted with Agata Etmanowicz (Impact Foundation) and Ola (Aleksandra Kołtun), who gave us
clear directions, useful advice, examples of different methods and tools - we hoped we could make a good use of them .
We started with a long list of questions and later we went through a process of refinement: designing and reformulating
questions in order to fulfil the main purpose – to understand who is the Kaunas Biennial visitor as well as their motivations
and expectations.
At the end, we prepared a pen-and-paper and an online questionnaire with 12 questions in total.
Our graphic designer applied the 12th Kaunas Biennial’s visuals and an in-house style to design both types of
questionnaires. They had to be comfortable and easy to use. Once we had the questionnaires designed, we had to make a
few more decisions. For the sites/locations of their distribution we chose two of the main 12th Kaunas Biennial’s locations
– Kaunas Biennial information desk at the Kaunas Railway Station and Kaunas Biennial ticket desk in the Kaunas Picture
Gallery.
For each person, who completed the pen-and-paper questionnaire on site, we offered a reward in the form of a 12th Kaunas
Biennial’s badge (we had 3 different designs everyone could choose from). In total, we spent about 1 month designing
questions and the style of questionnaire before it was ready to be presented to our audiences.
Now, we had to collect the data and we did it by using various means: the aforementioned Kaunas Biennial information
desk at the Kaunas Railway Station and Kaunas Biennial ticket desk in the Kaunas Picture Gallery, as well as giving out
questionnaires to everyone who joined our guided tours and/or educational workshops.
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Our communications team did a great job in spreading the news
about our research - using Kaunas Biennial website, direct email,
social media and newsletters to those who booked guided tours
and/or educational workshops online.
At the beginning of data collection process, we appointed one
person from Kaunas Biennial team, who was responsible for
collecting and analysing data from a pen-and-paper and from
online questionnaires.
We ran the questionnaire for 1 month (between 29.08-29.09.2019)
and received 125 responses (30 on paper and 95 online).
After analysing the results, we can say with confidence that we
now know the basic profile of Kaunas Biennial audience, their
motivations and expectations. We also realised that we have built a
strong foundation for further, more in-depth audience research.
Furthermore, we are planning to use the results of the audience
research to create a strategic planning for the organisation and
to programme future events. To summarise - audience research
requires a lot of preparatory work, but the results and the
knowledge gained are great value and definitely worth the effort!
About Kaunas Biennial
NGO Kaunas Biennial is an independent organisation that
organises one of the biggest contemporary art events in the Baltic
States – Kaunas Biennial. Since its inception in 1997, Kaunas
Biennial takes place every two years in Kaunas, Lithuania.
At the beginning, textile art was the prime mark of the whole event.
However, in recent years, Kaunas Biennial extended its artistic
and curatorial interests and became an event for contemporary
art in Europe, uniting visual arts, video, performance,
contemporary dance, sound art, and other media. Various
contemporary art practices started to be implemented:
community-directed social projects, such as “Friendly Zone”
(2007) and “Hemispheres” (2009-2011), and a large-scale
European platform “MagiC Carpets” (2017-2021), which unites 15
cultural organisations from 15 different countries. NGO Kaunas
Biennial can be distinguished not only for the variety of art it
presents, but also for its institutional independence.

Team members:
Director: Kotryna Žemaitytė
Project Manager: Neringa Stoškutė
Audience Development Manager: Monika Žaltauskaitė-Grašienė
Communications Manager: Agnė Tuskevičiūtė
Financial Manager: Jolita Strašunskienė
Board Members: prof. Laima Oržekauskienė (Chief), prof. Rasa AndriušytėŽukienė, dr. Virginija Vitkienė, assoc. prof. Monika Žaltauskaitė Grašienė,
Ana Čižauskienė.
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>
Kaunas
Ninth
Fort
Museum

Rita Dabulskyte
Head of Education and Visitor Services
Kaunas Ninth Fort Museum

Kaunas Ninth Fort Museum presents the history of Kaunas Fortress, Nazi and Soviet Occupations, and the Restoration of Lithuanian Statehood. The history museum is
located in an object of military heritage, which is a witness
to important events in the history of Lithuania.
The Ninth Fort was constructed in 1913 as a part of the
defence system of Kaunas Fortress. Since the end of the
First World War the Ninth Fort has never been used as a
defence fortification.
In 1924, the Ninth Fort became a division of the Kaunas
Hard Labour Prison. Between 1940-1941 and 1944-1948
it was used as a prison - NKVD (The People’s Commissariat for Internal Affairs). During the Nazi occupation, the
Ninth Fort was a site of massacre. Between 1941 and 1944
near the Ninth Fort more than 50,000 people of different
nationalities were killed. Most of them were Jewish.
The Memorial Complex, which consists of the museum,
park and a monument to the victims of Nazism, is one of
the most visited historical sites in Lithuania.
www.9fortomuziejus.lt
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Creativity comes from knowledge. Audience
research gives us knowledge about who the museum
visitors are, why they do or do not come to the
museum, how they value the services provided
to them. Kaunas Ninth Fort Museum as a cultural
organisation and a memory institution exists for the
benefit of society. One of the main activities of the
museum is to educate the society. The museum is
constantly looking for various ways to communicate
and reach people who are very different in their
needs, hobbies, abilities, values and beliefs. The
results of the audience research can show what is
relevant and valuable to the visitors nowadays. Such
information helps to generate new ideas and make
creative decisions in order to improve the museum’s
performance and to attract new audiences.
In my opinion, the researcher‘s insights, the ability
to plan and understand are the most important and
at the same time the most challenging issues in the
research process. From the beginning, you have
to think carefully about what needs to be figured
out, what is the best way to collect the required
information and which method to choose. In addition,
in data analysis it is very important to be able to see
more than just numbers or words – you have to try to
understand people, think about their behaviour, you
have to imagine specific situation and to know the
context.
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FIRST, DO NOT
EXCLUDE!
(ABOUT
ACCESSIBILITY)
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First, do not exclude!
-> Audience Development
meets Universal Design
& Accessibility
Agata is a “common denominator” of both Impact and Poland Without Barriers
Foundations. She often brings both teams together to combine their skills to
support culture sector in relation to accessibility and universal design.
Poland Without Barriers Foundation interest goes far beyond culture and covers all
aspects of life - from city planning, architecture, design to production of cultural
events. But the main focus are always people. Foundation’s work is all about
opening hearts & minds and equipping people with knowledge & tools so they want
to (not only “have to”) and know how to make the world around them a little bit
better = accessible to ALL!
Agata is also a huge fan of wheelchair rugby. She’s a volunteer of Warsaw
Wheelchair Rugby Team and supporter of professional approach to adaptive sport.

Agata Etmanowicz

www.polskabezbarier.org

More we strategise in the culture sector, the more we hear “for everyone means for no one”. That usually stands for: we
should know who we are and for whom we are programming, be specific about it. As much as this is true, it is important to
have a clear story to tell as an organisation - to the outside word, so people know what we do, what we stand for, there is
another layer there... Culture organisations and institutions (especially those financed from taxpayers money!) should be
“for everyone”. Not in a sense of responding to all the aesthetic and artists’ tastes and expectations but in a sense of not
excluding anyone! Regardless of reason.

Universal Design

`

is the concept of designing
all products and the built
environment to be aesthetic and usable
to the greatest extent possible by
everyone, regardless of their age, ability,
or status in life.

Universal Design should incorporate a two level approach :
1. User-Aware Design: pushing the boundaries of
„mainstream” products, services and environments to
include as many people as possible.
2. Customisable Design: design to minimise the difficulties
of adaptation to particular users.
“The father” of the concept is Rondald L. Mace, american
architect, product designer and educator, ”Ronald L. Mace
on NC State University, College of Design”. Design.ncsu.
edu. Retrieved 14.12.2019)

Accessibility
refers to the design of
products, devices,
services, or environments
so as to be usable by people
with different disabilities.

`

On the second level Universal Design, “it’s meeting” the
concept of accessibility.
Shawn Lawton Henry, Shadi Abou-Zahra, Judy Brewer
(2014). The Role of Accessibility in a Universal Web.
Proceeding W4A ‚14 Proceedings of the 11th Web for
All Conference Article No. 17. ISBN 978-1-4503-2651-3.
Retrieved 14.12.2019
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The ideal scenario would be to follow the logic of Universal Design and “push the boundaries”
of the culture sector to “include as many people as possible” but as this is often impossible
(for various, sometimes even justifiable and objective reasons) we should at least act
according to the clues of accessibility.
It is clear that Universal Design concept goes beyond accessibility. It is about ALL people and
ANY creation of human beings (any building, product, or service). It’s about everything being
designed to meet the needs of all people who wish to use it .
Universal Design & Accessibility meet Audience Development
Most of culture organisations dream of wider audience (this being one of the main reasons
for “audience development” gaining such popularity in the sector in the first place(!)). Yet,
this is often just wishful thinking as the actions do not follow. While it seems that all culture
professionals are fully aware at this point, that one of the main reasons for non-attendance
is self-exclusion (“it’s not for the likes of us”) , still not enough has been done to address this
issue. Some do not even bother with addressing it, as they see their offer as so special, so
sophisticated, so intellectually demanding, that it simply can only be fully understood and
appreciated by “the chosen few”.
Others, prefer to stay in their “comfort zone”: repeat doing exactly what and how they are
doing while expecting different results.
“Understanding and responding to audience needs” is one of the fundamental rules of
audience development. “Creating products, services and environments that meet people’s
needs’’ is the main directive of Universal Design, accessibility focuses on people with
disabilities.
In the audience development “variation” it is often being dismissed by culture professionals as
an equivalent of “dumbing down”, being often treated in a too direct manner (“if only we give
people what they want…”) and as a threat to “quality and sophistication” of the programme.
But when considered as part of Universal Design approach (or rather accessibility in this
case) it becomes impossible to object to and because of that, the discussion moves to a
different level: on how not to exclude, but how to create an opportunity.
This is where - in my opinion - universal design and accessibility overlap beautifully and
unavoidably with audience development process.
Making things approachable for all people is a stand-alone, ultimate goal. It is something,
nobody in their right mind and heart in the right place can say no to. And with that, introducing
the philosophy of Universal Design and accessibility becomes a very handy tool for initiating/
supporting the process of change leading towards audience-focused organisation. Why?
Because with following Universal Design directives and “creating an environment which is
accessible, usable, convenient and a pleasure to use, everyone benefits”. And, after looking at
organisation through the lenses of people with various (dis)abilities, nothing will be the same
ever again. It is simply, on many levels “an eye-opener” for culture professionals.
Suddenly everything matters: about the building and its surroundings, about customer
service, the tools and language of communication, and finally: also about the programme both in terms of content itself but also on how it is being “displayed”.
Understanding accessibility
In an ideal circumstances, one should always aim at solutions responding to Universal Design
on its first, fully inclusive level. But as this is sometimes difficult, we should at least try to follow
the hints of guidelines on accessibility.
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“Understanding
and responding to
audience needs”
is one of the
fundamental rules
of audience development. “Creating
products, services
and environments
that meet people’s
needs’’ is the
main directive of
Universal Design,
accessibility focuses on people with
disabilities.

While uncovering different people’s needs we start seeing everything in a different light. Especially, when we realise that
the needs themselves are not that different, just the methods/means to fulfil them vary from one person to another. That
becomes very clear when we get to know people with different disabilities better. To give an example: the need to go to
the theatre is the same, but the wheelchair user has to take into account so many different variables: Will I be able to get
through the door? Is there a threshold? How high is it? Is there a toilet I will be able to use? Will I be able to get to the room?
Is there an elevator? Where will I seat? Will I be able to seat next to my wife/husband/friends/kids?
For the d/Deaf person it might be about: Will there be a sign language interpreter? Or maybe closed captions?
For a person with blindness or low vision: Is audio description going to be available? Will I be able to safely move around
without assistance? Are there tactile cues, such as differences in floor textures? Any other tactile materials? Is there a
contrast labelling? How will I find the toilet?
This was just a simple and very general example, there are so many more questions depending on (dis)ability, individual,
specific to each particular person.
It is important to notice that the above example was built on the assumption of the existence of “the need to go to the
theatre” (in most of the cases implying also the existence of a developed habit of attendance in the first place). Imagine,
how much more difficult it all becomes when there’s no manifestation of this need...
When it comes to people with disabilities it is not only about removing the everyday fear associated with navigating busy
city streets but also with the “unknown”. It is very much the situation of “it’s not for the likes of us” squared.

“it’s not for the likes of us”²

`
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The excuses for excluding people
We are still not doing enough to be more inclusive. It is a
fact for most of the culture institutions and organisations
in most of the countries. I don’t believe that it is in any
way - especially when it comes to people with various
disabilities - a deliberate action. I feel, that the main
reason (in many cases) is still lack of awareness,
knowledge. Therefore, this process should start with
willingness to open up to people’s needs, taking an
exercise of getting into someone else’s shoes, looking at
our building, programme and the tools and language of
communication from our audience’s perspective.
But that’s not enough to do something once. It has to be
constantly repeated exercise.
Yes, I am aware that we are facing a lot of challenges
in the culture sector when it comes to accessibility.
It is usually a combination of few different elements:
occupying heritage buildings, lack of equipment, skills,
human resources, and - the most common one - lack of
money. As much as they are true, sometimes they are
simply being used as excuses…
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Heritage? What is the aim of safeguarding the heritage
if not to tell the story of people who were here to people
who are here now and will come after them? I know, there
are laws on preservation and there are conservation
officers. First ones can be rewritten, replaced and the
“human factor” can influence to change the approach.
After all, if heritage is not accessible to people, what’s the
point of having it?
How about new buildings? Those being built from tax
payers money (usually being a combination of national/
regional funds and the EU’s) or those being finished very
recently? Why so many of them are not fully accessible
to all future potential users? We hear that “they’ve been
designed and built following the construction law”. Law,
which is not flawless, full of general directives and not
specific enough. And most of the architects in most of
the European countries never acquainted the knowledge
of Universal Design and accessibility. They are one of us,
representatives of the creative sector, therefore, so often
they value “beautiful” and “original, distinctive” above
“fully functional”. And we choose their designs…
Lack of equipment and lack of human resources is
usually combined with a lack of money. There is never

enough money but maybe sometimes it is more about how do we spend what we’ve got?
The decision on spending “on this” or “on that” or the decision of doing less or differently?
Maybe it is about changing the way we perceive the costs of accessibility? We wouldn’t do
a concert without a sound, a performance without the lighting or international conference
without English translation, wouldn’t we? But most of us have no problem whatsoever with
producing a show without even an option for sign language interpretation, subtitles or audio
description…
Accessibility is a process
Accessibility can be a stand-alone process or it can be a part of broader audience
development process, one of the aims of audience development strategy. So, all the truths
we are sharing on these pages in relation to strategy and introducing the change, are very
much applicable to accessibility as well.
Let me just share few hints, general guidelines on where and how to start:
1. Do the proper architectural accessibility audit/accessibility mapping
“Accessibility audit” sounds a bit harsh to many people, so we can call it “accessibility
mapping” so make it more friendly. Trust me, it is a good, useful thing to do. It is about
looking at everything organisation does from the perspective of different users. The best
would be to do it with an external help and/or according to practical, functional guidelines.

Accessibility can
be a stand-alone
process or it
can be a part of
broader audience
development
process, one
of the aims
of audience
development
strategy

One of my favourite guidelines available in English are those by Smithsonian as they are
very detailed, relate to all facilities but there is also a separate document on exhibitions’
accessibility (https://www.sifacilities.si.edu/ae_center/design-accessibility.html)
And do not forget about the stage and backstage facilities! Accessibility is also for the
artists!
2. Quick fixes and long-term investments
Put everything into two columns:
•
“quick fixes”: the things which can be changed immediately, without the effort and
large sums of money, for example: changing a rubbish bin in the “accessible” toilet (from
the one with the foot pedal to the regular one, so it can be operated by wheelchair users),
putting the contrasted, safety stickers on a glass door etc.
•
and long-term investments: everything which is related to the construction of the
building and needs proper financing. It is there, so with the first chance you get or when the
time for renovation comes, you can use it.
3. Write everything down and share the information
After doing the mapping write everything down. Describe your building, entrances, all the
facilities exactly how they are with as much detail as possible. They might not be perfect,
certain ones might even be considered as inaccessible to some people but they might be
as well accessible to others. Do not make that decision for people, do not tell them that
something is not accessible just describe it as it is. For example: “there are two steps at the
entrance door, there is no ramp”. Let people know how things are and let them decide if
that’s something they can do or not.
Information is one of the most important tools of accessibility (see also point 7 below).
4. Have a good look at your programme
Have a good look and try to analyse it from various perspectives of people with various
disabilities. Best case scenario: invite people and ask their opinion, what’s missing, what
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do they need to fully participate in your organisation’s
activities?
You can also have a look at what others are doing, look
for inspirations (but also the opinions of the end-users).
Afterwards decide, what and how you can get things done
with existing offering.
And while programming new, consider the diverse needs
and abilities of all throughout the design process.
5. Look for creative and shareable solutions
The fact that there are some standards and solutions
does not mean that everything was already done. There
is always a space for new inventions, new solutions, they
might not be standardised but might be affordable and
good!
Look for partnerships with formal and non-formal groups
of/and supporting different people with disabilities.
Maybe they can help you or you could do something
together?
Team-up with other organisations who wants to be more
accessible - to develop ideas but also to cut costs! Some
of the equipment (like portable induction loops) can
be shared. Some of them might be working with young
people and developing apps. Why not engage them with
a task of creating something for the specific group of
people?
But, do not be too creative about it…
6. Sometimes better is the enemy of good
Most of people working in the culture sector like the
concept of Universal Design. Like how it sounds and
what it represents but don’t really follow its guidelines
and somehow ignore the hint of “universal” in the
name. For example: not doing contrasts as this “ruins
the aesthetics”, designing “better, prettier pictograms”
(pictogram is also known as international symbol: which
implies that it should be the same everywhere, so people
can follow them automatically without hesitation), etc.
7. Don’t forget that “the journey starts at home”
Before going to an art event, probably most of the people
try to obtain some information about what to expect,
by going on-line. In terms of people with disabilities is
not only about the event itself but also the accessibility
of the venue, the journey to the venue and so on. They
need information to properly plan ahead. There should
be full, honest description of the building, its interior and
its surroundings (plus “how to get to”) provided on the
website.
There should also be information about the event
itself. That’s obvious. What is not so obvious (for many
“sophisticated” people of culture) is that it should be
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constructed also following Universal Design directives:
it should be understandable to people. Again, that’s not
about oversimplification, it is about making it accessible.
For example: the first language, mother tongue, for people
who were born Deaf, is the sign language of their place of
origin, so phonetic language of that country is a foreign
language to them. The best solution of course would
always be to have an option of sign language version
available.
Another thing, is also getting people prepared for what
to expect in the course of event. Some organisations
produce pre-visit videos, stories or text pre-visit guides
(they are mainly aimed for people with Autism Spectrum
Disorder).
However, it is not only about the language and content
of communication. It is also about the tools. It is much
easier to obtain the information necessary if the website
is accessible, so following the Web Content Accessibility
Guidelines (WCAG) 2.1 . You can learn everything you
need (and more) about making Web content more
accessible to everyone.
And remember to always give alternative options for
contacting you: not everyone is able to make a phone call
or write an email.
8. Do not “break” accessibility!
It is not enough to have a website which is technically
consistent with WCAG 2.1 standard. It is also about
managing it in the proper way, in order not to destroy
accessibility.
Same rule applies to everything else: accessibility can be
easily broken. For example: by placing the promo stands
on the ramps or artworks on lower countertops “so they
are better displayed”. Think twice before acting!
9. Invest in knowledge!
That translates into: invest in people, your team.
Sometimes, even if the equipment fails, the building is
not meeting required standards, everything seems really
bad, people can help! They just need to have a basic
knowledge on how to do it.
10. The dilemmas of the accessibility
If they appear at all, that means that you are already on
the right track!
And there are so many dilemmas…
It is more important to try (and fail) than not to do
anything about it.
In case you haven’t been convinced yet…
Becoming accessible culture institution/organisation,

does not equal - becoming a place for ALL the people, nor does it imply the
obligation to respond to the tastes or aesthetic feelings of ALL.
It is not, in any way, threatening the artistic integrity.
Thinking and implementing accessibility and Universal Design approach, creates an
opportunity to reach out and share what we do with more people, to open up to new
audiences.
If you create a pre-guide to your event/institution not only people with Autism
Spectrum Disorder - but anyone who has never been to an exhibition, opera
performance, philharmonic concert etc. - will benefit. Thanks to that, people will
know how to prepare, what to expect, how to behave and they might feel a bit safer.
Elevator is not only for wheelchair users but for anyone who needs it - elderly people,
people suffering from sports injuries, people with small children and it might even
help a technical crew with the production.
And, if you use more approachable language of communication, more people will
be able to establish a connection with your organisation, more people will feel that it
might be, in fact, also “for the likes of us”.

Thinking and implementing accessibility and Universal Design approach,
creates an opportunity to reach out and share what we do with
more people, to open up to new audiences
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IN ACTION:

Museum for All?
Accessibility Plan
for MUSEUM
by Kaunas City Museum
To become accessible to everyone is not an easy
task. Once you get into it, there is a great chance
you will feel a little hopeless – there are just too
many things that need taking care of!
Kaunas City Museum’s aim is to create a contemporary
museum that would be enjoyed by everyone in terms of
physical accessibility. And some small steps were already
taken by us to reach this goal. Two of the five branches of
our Museum – buildings of Mikas and Kipras Petrauskai
House and Folk Music Branch – are already accessible
to people using wheelchairs, also to families with babies.
Moreover, the exhibition of Folk Music Branch is adapted
for people who are visually impaired or in general have
a decreased ability to see. Hopefully the building of
Kaunas Town Hall and its exhibition will be fully accessible
(physically and in terms of its content) to visitors with
various needs by the end of 2021.

Aurelija Gervickaitė
& Reda Žekienė

Aurelija & Reda

After an inspiring session of Kaunas 2022 Audience
Development Programme regarding accessibility, we felt
the need to sit down and think about what accessibility
means to our Museum: in terms of how we understand
it and how could our entire organisation embrace it.
Therefore, after a few discussions, we created an official
internal document called “Guidelines for Adapting
Museum Services to Visitors with Various Needs” which
we use in our everyday work. As a result, we have an 11
pages long document, where every team member can
find expressions which they should (or should not) use,
advice on how to behave (or not) while working with
people with various needs.

About Kanuas City Museum
Preserving the stories of Kaunas and being inspired by them, we invite Kaunas residents and their guests to create
together a space where we can learn more, where we can get involved, share, be together, and talk. Discover all this in
the five rapidly renewing branches of Kaunas City Museum, which are dedicated to everyone who values Kaunas and its
stories: Kaunas Town Hall, Kaunas Castle, Folk Music Branch, Mikas and Kipras Petrauskas House, and Juozas Gruodis
House.
www. kaunomuziejus.lt
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There are also recommendations for those in the
museum who create exhibitions, guided tours,
educational programmes, events, etc.
The list of articles, books, and websites used to create
the document is listed, as well as the list of Lithuanian
organisations uniting and supporting people with various
disabilities. The guidelines are in an open document
format which will be constantly updated with new
information.
Moreover, it became clear to us that in order to achieve
this great goal – to become a “Museum for All” – we need
a strategy and a short-term plan that would be achievable
by taking small (but significantly important) steps. Thus,
we made a plan focused only on one part of the audience
– people with disabilities – which we plan to implement
within two years. It includes staff training, focus group
research, and work on physical and informational
accessibility.
Moving Towards Accessibility
After the Guidelines were agreed upon and introduced
to our Museum team, we realised that we need the
proper staff training. The team willingly approved the
document but also admitted the lack of knowledge and
need of practice, which the written document cannot
provide or compensate. As a result, such training was
incorporated in the Museum’s Activity Plan for 2020. It
will contain theory and practice on how to make Kaunas
City Museum services accessible to people with various
needs, and how to encourage them to participate in
Museum’s activities.
It came to our attention the fact that we do not know
how accessible our Museum is – it’s something we can
only assume. For this reason, we decided to conduct a
focus group research which will be implemented together
with the help of representatives of organisations uniting/
supporting people with various disabilities. Our goal of
this particular research is to clarify the (in)accessibility of
the Museum, to explore the whole experience of entering

and visiting it. Hopefully, the results of the research will
show where we stand on the accessibility scale and what
should we do next.
After the research, we are planning to make an audit with
an architect and to prepare a plan for making Museum
branches physically accessible to people with different
disabilities. Questions we are going to ask: which changes
should be a priority, what should we do first and at what
cost. As a result, the Museum will find out what to focus
on when putting together next year’s budget plan.
Another step – preparing a communication plan. Firstly,
we plan to get in touch with some of the people from
our focus group and organisations that will be involved
in the research and ask them about the ways we
could communicate and reach our potential audience.
Secondly, we will prepare a communication plan to
make it happen: we will adapt the information and our
communication channels.
Inspired by Kaunas 2022 programme “Designing
Happiness” and its Accessibility Guide “Kaunas for All”,
we are also planning to implement “Accessibility Signs”
in the Museum’s system of signage. We are hoping that
these signs will help us communicate in a clear way an accessibility throughout the building, exhibition or
any kind of event without anyone having to make any
assumptions.
For us, the goal of becoming a “Museum for All” is a
priority, because we believe that the accessibility is
an institution’s concern and not visitor’s, who cannot
access the institution’s services. It is time to truly
engage in a dialogue with our existing and potential
audiences, so together we can create a city where
everyone can experience culture.
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IN ACTION:
Transcending Boundaries
with contemporary art
by Kaunas Artists’ House
Kaunas Artists’ House, now 48 years in operation, is
a cultural institution that presents a broad spectrum
of professional art to various audiences. Over the last
couple of years we have been focusing on expanding
our audiences, therefore started to implement several
projects that emphasise the accessibility of culture.
In early 2018, we initiated a cooperation with Kaunas
Community of the Deaf and Hard of Hearing. KAH
was the first cultural institution in Kaunas city that
adapted the content of its website to deaf and hard
of hearing communities – a part of the content on the
website is currently translated into Lithuanian Sign
Language. Besides, 5 information seminars on deaf
culture awareness, communication opportunities,
sign language interpreters and sign language use were
organised for KAH’s staff to reduce communication
barriers and to enhance opportunities for equality,
solidarity and social inclusion. During the summer of
2019, Kaunas Artists’ House, in cooperation with Kaunas
City Municipality Cultural Heritage Department, Kaunas
Deaf Rehabilitation Centre and with the help of young
architects, enthusiasts and a group of professionals –
Ekskursas – started to implement the project “Signs of
modern Lithuania: integration of deaf guides”. As a part
of this project, 2 deaf guides were trained by Ekskursas
specialists, therefore the tours were conducted in the
deaf mother tongue – sign language. In this way, the
actualisation and dissemination of cultural heritage for
people living in social exclusion were increased and the
respect for and awareness of the architectural heritage
was promoted while increasing the knowledge of these
valuables, emphasising social dialogue, human rights, and
equality.

Milda Šarpnickytė
& Agnė Smolienė
Milda & Agnė

Another project, aimed at blind and visually impaired
people, was carried out during the summer and autumn of
2019 together with architect Rasa Chmieliauskaite. The
main goal of this project called (In)Visible Architecture,
was to use non-visual means to present the history of
Lithuanian architecture from Gothic to postmodernism.
The project was developed in cooperation with Lithuanian
Association of the Blind and Visually Handicapped
and implemented in three stages. In July and August,
tours to five objects in Kaunas, representatives of
various architectural styles, was organised. During the
tours, a qualitative research focused on the synthesis
of contextual knowledge and sensory experience was
carried out by volunteer participants from the blind and
visually impaired community and a team of architects –
investigating cultural and social periods of prevalence of
certain architectural styles, researching ideas and values
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behind architectural solutions, looking beyond the aesthetic expression. Every tour/
research was followed by workshops held in the same spaces during which, by using
‘design thinking’ methodology, innovative and resonant ways to present architecture
to blind people were sought. The results of these workshops were presented in KAH
during the Kaunas Architecture Festival in November. An exhibition and a lecture on
accessibility was held to a wide community of architects, urbanists, culture operators
and blind/visually impaired.
To approach hard-to-reach youth groups and to maintain their access to culture KAH
educational programme was created. The programme is looking for ways to expand
the limits of professional contemporary art by increasing its accessibility and including
targeted audience in the ranks of culture producers and consumers. At the same time,
the programme aims to equip young people in the target group with skills and contacts
that are not easily accessible to them in their daily activities, thus promoting social
mobility.
Contemporary art teaches us to transcend boundaries, to connect what is inappropriate,
to see critically and to rebel creatively. Forgetting it, artworks remain in studios and galleries, while they are most
needed on the streets, in schools, in communities. It is not necessary to know art theory or history in order to look
creatively at the situation or dare to express your opinion.
Also during the summer of 2019 KAH’s culture education project was implemented, during which, professionals of the
Lithuanian contemporary art scene conducted educational workshops-camps for 15-22-year-olds from refugee as well
as from children and youth day centres. The workshop methodology, developed by three different artists together with
the curator of Kaunas Artists’ House’s educational program, was based on ideas and methods of contemporary art.
Each workshop was individually designed taking the themes explored by the artists as a starting point, tailoring them to
the particularity of participants.
Between 2019-2020 KAH together with its partner Kaunas City Municipality Public Health Bureau is implementing a
project Hill Garden for the Community which focuses on the creation of an urban garden open to the city’s residents.
The project mostly aims to involve seniors, living in Kaunas city and Kaunas district, who would like to not only deepen
their knowledge on the stages of urban development but also to contribute to the creation of green spaces, and are
eager to share stories about Kaunas collected over time.
There are still many more ways to weave accessibility into our organisation’s process. Accessibility should become
a core part of how we approach the launch and growth of our platforms, it makes a real difference in people’s lives,
encourage participation, benefits society and contributes to the promotion of human rights.

About Kaunas Artists’ Hause: From a Vatican embassy to
a contemporary art space.
During almost a half of a century, Kaunas Artists’ House (KAH)
established its name as one of the most important and longest
existing Kaunas’ artistic spaces.
Previously known for its bohemian atmosphere, today the villa
of KAH is open to a contemporary content and diverse cultural
phenomena. Located on the historical V. Putvinskio street –
which used to be a diplomatic centre, now attracts guests from
Lithuania and abroad with its architectural heritage.

KAH building hosts a wide array of events: concerts, film screenings, artists’ residencies, creative workshops, poetry
readings, and more. KAH aims to offer its visitors a cultural program of the highest quality, providing a platform for
both well known and just debuting artists and performers.
www.kmn.lt

71

>
European Capitals of
Culture
& ACCESSIBILITY
A PERSONAL LETTER
To Whom It May Concern:
I hope that this letter will reach the European
Commission’s officials, representatives of the EU member
states gather in the Council of the European Union,
Members of the European Parliament and - last but
not least: the leaders of European Capitals of Culture
projects.
Dear Officials,
I’m writing kindly asking you to pay more attention to
actual inclusiveness of European Capitals of Culture
projects. I’m fully aware, that accessibility and people of
different needs are mentioned many times in the Decision
bringing to life the ECoC initiative.
I’m writing asking you to make sure that it does not stay
an “empty slogan”. How amazing it would be, if one of
the tangible results of the change introduced by ECoC
projects would be the rise of the general accessibility
of the culture sector in the city awarded with the title in
terms of: culture infrastructure, programme, knowledge
and skills of culture professionals (and not limited to
“special/dedicated projects”!).
Just think about how much that would influence the
whole Europe? All cities applying for the title would feel
the pressure to start thinking (or rethinking), discussing
and planning accessibility! And once you start…
I’m aslo asking you to consider starting the process
of change with having an honest and close look at
yourselves… At the way you communicate with citizens,
at your buildings and events organised by you/your
institutions. I’ve spent a fair amount of my life at the
conferences organised by public institutions (both
European, national and local), not one of them was fully
accessible…
So, this is not only about requiring from others but also
delivering yourselves.
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Dear Leaders
of European Capitals of Culture projects,
I’m addressing you with the same issue: kindly asking you
to make a real effort in making your cities, your events,
everything you do within your projects of European
Capitals of Culture more accessible.
Please, bear in mind, that it is not enough to do a “special
project” (or series of them), “dedicated to” people with
disabilities. There is a difference between art therapy (not
to diminish it in any way, it is a super important issue) and
actual inclusiveness and equal treatment when it comes
to professional art and participation in culture.
Please, do not treat this issue as something to “cross
from the requirements list”, a position in your bid book,
a marketing stunt. Make it honest, keep it real. You don’t
have to do everything at once, just start the process,
make a plan and do your best to deliver it step by step.
I know that there is never enough money. I know that
accessibility costs (not everything but most of the
solutions).
Just think about it for a second. Your projects usually
grow and grow to the extent of fully packed year and a
dilemma of not attracting enough people to enjoy it. So
maybe it is worth rethinking, simply do less but make it
better in this respect? And follow the logic of Universal
Design while planning everything you do to create an
opportunity for all people who might wish to use it,
participate in it?
Imagine how great it would be, if everybody could
celebrate the ECoC year without thinking “is it also for the
likes of us?”.
Agata Etmanowicz

Imagine how great it would be, if everybody
could celebrate the ECoC year without
thinking “is it also for the likes of us?”.
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WITH people
not only
FOR people
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With People
not Only For People

h

Ewa is a PR person at the City Museum of Wrocław, taking care of promotion of the
Museum’s seven branches and of the Art Transparent Foundation, where among other
projects she coordinates the SAW (Senior Art Walk) project. She is also a curator and
coordinator of accompanying activities at the Survival Art Review.
For several years, she was teaching children and youth in the community club, and also
used to lecture a history of art and design at higher education colleges.
She curated several different exhibitions showcasing the work of contemporary artists
in various locations of Wroclaw.
Passionate about urban stories, especially those closely connected to the art.
For many years she has been organising various educational walks exploring Wrocław’s
past and present – focusing on groups, the elderly and people with disabilities.
Dog and cat owner, hopelessly in love with her home district – Ołbin (Wroclaw).
Sharing knowledge is great! While working in culture
we are gaining an exceptional knowledge. This unique
combination of subject studies, conversations with
people, experiences, own reflections and creativity, which
unlike many other professional fields, is usually neither a
subject of schemes or a result of calculations in complex
programs.
Culture touches all aspects of life and draws inspiration
from each one of them. We put many different ingredients
to the “culture pot’’, such as: art, history, customs,
traditions, fashion, and the best thing is – we can invite
literally everyone to cooperate with us.
Lets for a moment imagine that the surgeon invites
a painter to assist in surgery. Impossible, right? And
in culture? How many cases are there, when artists,
scriptwriters, writers consult their projects with
doctors? Plenty. Culture does not know limits and it’s
interdisciplinary. That’s why, among other things after
each organised exhibition, show, guided tour or a concert
our knowledge is enhanced by new elements.
Egotistically this is a great thing for our personal
development or for building a career, but keeping
this knowledge for ourselves would simply be unfair,
especially to those who finance the culture. We often
forget, that the state or local authorities are only an
intermediary. We forget that culture is financed by
taxpayers, including those who do not participate in
culture. So at the end – we are working for taxpayers.
Besides, keeping knowledge only for ourselves does not
make any sense, this is not wine - it’s not going to age
left alone in a “quiet corner of our head”. This knowledge

Ewa Pluta

needs space and interaction with the recipient – this is
probably the most important element of its constant
development. Without interaction and exchange of
knowledge between the creator and the recipient there
is no sharing of knowledge, it is only a transfer - which is
something better left to academic lectures.
		
In culture, while creating new situations, we share
knowledge and we never close ourselves off to one
specific group of recipients. Times when archaeological
exhibitions were prepared for archaeologists and
chamber concerts for students from music academies
are hopefully long gone. Today’s culture, first of all
focuses on activities aimed at contact and constant
development of audiences/recipients.
It would be ideal if we could always make projects
together with audiences. And if ever there is one such
opportunity let’s use it! Sometimes it is enough to expand
an existing project: organise an ordinary art workshops
associated with the exhibition, paint murals together or to
create a short theatrical form. Important thing to remeber
when creating such activities is to engage people who can
mediate in contact with a target group: local foundations,
senior’s clubs, the community council. Once we have
established the contact, we need to ask questions such
as these: “what are your needs?”, “can we implement
them together as part of our idea?”. Or – ‘can we do it
differently?”.
At every stage of joint actions, creative dialogue is a key.
Culture can’t be like an aggressive developer, it shouldn’t
enter the community space, taking it over without any
consultation with people living there. And one more
important point – people who decided to participate in
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When working with people – do it with passion. Our work supposed to
give joy and satisfaction. Each new group of people, who come to participate in your project – should become “your new adventure”.

such activities, are serious about them, and they devote to them their time and energy. In exactly the same way
as organisers. That’s why it is important to finish such a project in an appropriate and professional manner: by
an official opening of the residential yard with murals, or a show which is a result of a workshop, cultural evening.
Obviously such ‘complete’ work with people is not always possible, but even typical curatorial tour or a concert
could become this moment when we are with people and not just next to them. Everyone who works in culture
has their own ways to do so, these are mine:
1. I look around – not many people wake up in the morning with a thought: “Today I am going to go to a
museum”. Most people need encouragement. There are many people around us, who can be invited to
participate in culture. Very often these are the groups, that the world of culture hasn’t noticed or hasn’t paid
attention to until very recently. It’s quite possible to prepare a separate programme for them or to use already
existing one.
2. I go outside – audiences are not just people, who come to a theatre or a gallery, but also those who:
participate in organised city walks, cultural picnics, people wandering around shopping galleries, children from
a hospice, elderly from nursing homes or those from correctional facilities.
3. I invite – in today’s world social media are the most important channels that can be used to reach our target
audiences, still not everyone uses them. Sometimes it’s necessary to print a poster with information, put an
advert in a local newspaper or just to make a phone call. Audience research done in big cities indicates that
although cultural programmes for seniors are plentiful, only a few people actually participate in them, simply
because not many people are aware of their existence.
4. I inform – in advance about the time of the event, what to bring, what architectural barriers could be
encountered. This is a basic information, but equally important is information regarding strobe effects, loud
music, pitch black rooms. Many people might feel uncomfortable, for example when asked for an interaction
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during performance without any notice.
5. I create the best conditions I am able to – each
audience group has its own specific needs, sometimes
very simple. For seniors, I always have ready chairs,
speaker phone, water. For people with visual impairment
we need to remember to remove unnecessary objects.
These are just two examples of things we need to think
about ahead. So if there is a possibility - it’s definitely
worth consulting in advance with a representative(s) of a
group we are dedicating our event to.
6. I use simple language – meet the author session,
curatorial walk, or any other similar event does not have
to be a display of our linguistic skills. German philosopher
- Georg Gadamer used to say: “Whoever speaks a
language in incomprehensible way to anyone but himself
- does not speak at all’’ - and he was so right. Even the
most difficult things can be told in a simple way. I always
try to imagine that I speak to a person and not to an art
professor. And another important thing to note in case of
talking about art – we do not talk about things which can’t
be seen or are not generally known.

time.
10. Not everyone is suitable – I personally know many
people, who have a great deal of knowledge on a given
subject, but can’t convey it; I also know great actors who
aren’t the best teachers. Or there are also those who
don’t want to work with others. And there is nothing wrong
with that, everyone is different. If someone really does
not want to pass on the knowledge, do not force them,
otherwise it is going to do more harm to them and to the
recipients than good. They can always pass part of their
experience to the person who is more eager to work with
others and will “carry it to the crowd”.
And a final point – when working with people – do it with
passion. Our work supposed to give joy and satisfaction.
Each new group of people, who come to participate in
your project – should become “your new adventure”.
I know it sounds like a cliché. Be that as it may, this cliché
is a motto I base my work on.

7. I ask – and I love doing so. This is the easiest way
to start working with people. Musicians often use this
‘method’ by asking the audience “how are you doing”?
This can be applied to any event, and questions can
vary. They should oscillate around the topic, but you can
also refer to any popular events known to people from
everyday life e.g.: popular TV series, or places around the
town – so that everybody has a chance to answer these
questions (not necessarily out loud). Personal reflections
and memories are also welcome. Let’s remember that
a monologue can kill even the most interesting story
about art or history. There is also a “side effect” of
asking questions – of course a positive one - I can’t even
determine how much knowledge I have gained because
of people I have had the pleasure to work with and how
much I’ve learnt about them.
8. I engage – this can be done in various ways, even by
simple means. So called teaching aids (textures, smell,
shape) can be very helpful. Sometimes it’s enough to ask
someone to read a caption under the painting, to touch a
surface of an antique furniture and to describe to others
his/hers impressions or to press a piano key.
9. Cyclical – there is not always a possibility, but if there
is a chance – let’s just grab it. Cyclical projects, stretched
in time have always greater potential when working with
people. They build trust towards organisers, and even
a special bond between creators and audiences. It’s
important to try to do them on a specific day at a specific
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IN ACTION:

THE BACKUP STORIES

Auksė

Auksė Petrulienė,
artist and curator of community platform
„Backup Stories“, Kaunas Picture Gallery
(National M. K. Čiurlionis Art Museum)

I can‘t treat the museum audiences as an abstract
numbers of visitors, amorphous cumulus which should
be lured into the building of museum and satisfied in
its surroundings. I see them as individuals, with whom
I‘m connected through the same values, ideas, feelings.
Together we can make a clear crystalic construction of
ideas, which could be transfered from a museum lab to
a real life - to a street, to a city, to the world.
It would be good to find more connections to make our
crystal of ideas more strong. I imagine it sharp, even
dangerously sharp, edgy, capable to kill a soft body of
indifference. Why are we growing audiences? It should
be for the social change. Attractive museum, museum
which only responds to the needs of the visitors – that‘s
about the market, the selling of the product, that‘s so
miserable when compared with power that art museum
can offer - the ideas, sometimes uncomfortable but
needed.
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My experience and inspiration arises from the practice
at community platform „Backup stories“, which I set up at
museum and have been leading since 2017. Here community,
contemporary artists and museum professionals meet each
other as equal partners and create the exhibition together
sharing unique expertise. That was the basis for starting
the cycle of exhibitions „Great Industry“ – we collaborated
here with ex workers from former Kaunas factories - textile,
paper, rubber footwear. Kaunas industry was at its peak
of prosperity during Soviet times and then it collapsed
around 2002. It’s wonderful that these communities of dead
factories are viable - people are still connected, they had
preserved warm interconnections. They had survived under
the wreckage of factories after the fall of Soviet planned
economy. That specific community keeps mixed feelings
about their past where grotesque grimaces of Soviet
reality were replaced by greedy mouths of wild and corrupt
privatisation during the first years of Independence.

Their lives were twice digested and spat out by political and economical reasons. They are
experts not only of textile, paper or footwear industries, but most importantly – experts of survival.
Not adaptation, but survival with preserved humanity. These are the skills so much needed now, in
our rapidly changing world.
Our co-produced exhibitions are an articulated statements, a megaphones to express the feelings
and words which had been suppressed for a long time, to express the truth we believe in, the
importance of collective endeavor. There is just one step from community art to activism, sooner
or later this step towards the real change will be taken. Could the museum represent ordinary
people - all of us - in the face of a distorted representation in parliament and municipal authorities,
who usually are deaf and indifferent to the citizens’ voices?
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IN ACTION:

Created with people:
TOY LIBRARY
by Kaunas Municipal
Vincas Kudirka Public Library
Monika & Asta

Monika Straupytė
& Asta Meiliūnaitė-Gudaitienė

Kaunas Municipal Vincas Kudirka Public Library is the main library of Kaunas city. It has a network of 23 branches,
covering the whole city. In one of the branches, named after famous educator and literary scholar Zigmas Kuzmickis, at
the end of 2018 was founded the first Toy Library of Kaunas.
The Toy Library is one of the most successful projects of the Library. It allows readers to borrow not only books, but also
toys and board games. The purpose of this new cultural-educational space in the Library is to provide children and young
people with an innovative service, to reduce social exclusion and to promote cultural education.
Anyone who has kids would agree, that children get bored with new toys very quickly. The first and still the only Toy Library
in Kaunas gives the opportunity and the space to spend time and learn while playing, to borrow a toy or a board game for
meaningful leisure time at home. This service is free to everyone who has a library card.
This initiative addresses the issues of social exclusion of children and teenagers living in families at social risk. Attending
the library develops their skills of participation in the cultural life of the community. Participation in activities organised in
the library encourages initiative and creativity. This educational space hosts events, board game tournaments for families
(and seniors too!), visits of children from kindergartens and schools, reading sessions accompanied by dogs - for children
who have difficulties reading or communicating.
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Through play, all the children can be included, communicate with each other and socialise. Playing improves imagination
and is essential for the development of social, emotional, language, and cognitive skills. And while children play under the
supervision of librarians or volunteers, their parents can sit down, relax, read books, magazines, use free internet services
or share their experiences with each other.
In the process of creating the Toy Library, which started in September 2018, Kaunas residents and companies/institutions
located in Kaunas were invited to become its sponsors. Most of the toys and board games in the Toy Library were
purchased by sponsors. Toys have been donated or contributed in cash by 9 different organisations. The Toy Library has
also created a toy exchange initiative where library users can bring their second hand toy and pick the one they like. The
invitation to share used toys promotes responsible consumption and community spirit.
The Toy Library was opened in December 2018, during the Lithuanian nation-wide reading promotion campaign
“Christmas of Book”. Around 300 people came to the opening festivities. It has received wide media coverage – around
50 publications in newspapers/news portals and 6 TV reports.
In December 2019 the Toy Library is going to celebrate its first birthday. Since its establishment, toys and board games
were lent out more than 6000 times. The Toy Library also won the title of The Most Memorable Kaunas Culture Initiative
of 2018.

In the Toy Library there is also a Sherlock Holmes Escape Room. This fun and engaging game was designed by
professional creators of Escape Rooms and is suitable for the first time players, families and kids. Room assignments
develop logical thinking and teamwork skills. In order to make it more accessible for people with hearing disabilities, the
video of the Escape Room rules is translated into sign language.
Since its opening in December 2018, more than 2000 people have already visited Library’s Escape Room.
To sum up, such a multi-functional space as the Toy Library, combining both traditional and innovative library services,
reinforces the role of the library as an open, modern and socially responsible cultural institution.
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IN ACTION:
Stories of Kaunas
told by people
and for people
by Memory Office Programme
Kaunas 2022
Daiva Citvarienė, curator of the Memory Office programme
& Justina Petrulionytė-Sabonienė, coordinator of the Memory
Office programme

Justina & Daiva

CityTelling Festival is a city memory and storytelling
festival, organised by the Kaunas 2022 programme
“Memory Office”. The festival involves artists, cultural
organisations, communities and other initiatives to share
stories, memories and legends of the city. The aim of
the festival is to reveal the diversity of the past life, to
revive forgotten stories, to promote new forms and ways
of storytelling, to encourage dialogue between different
communities in the city, and to make people proud of
their City.

This year the Festival lasted for 8 days - from 17th to 24th
of October. Almost 50 different events were organised,
around 20 organisations and communities were involved.
The Festival invited its visitors to embark on a journey
of discoveries and new experiences. The stories of the
programme guided its guests through the lengthy life
of the city dating from the ancient times, throughout
the interwar period until present day. The stories of the
Festival included Kaunasians such as Helen Holzman,
Henry Parland, Rosian Bagriansky and others, who
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reminded us of the richness and diversity of this City and
its District.
Organised for the first time, this kind of festival helped
us to bring our cultural partners and communities
together, uniting us all and telling the stories that had
long been unknown or forgotten. The remarkable
history of the Ramybės Park - a former cemetery of four
denominations, which is still reminiscent of the multiethnic past of the city - became the focus of the Festival.

Not only the result but also the process itself was
rewarding and encouraging. During the Festival, we
tried out several methods to help not only in conducting
audience research but also in turning it into the content
of a work of art. Therefore we conducted a pop-up
research to gather local stories. The research became
a way of telling people about the Festival, and the
stories became a part of several art projects - music
cantata, mobile app, interactive game and street art
pieces.
But there were also all those small miracles that
happened during the Festival...
Not only did Muslim and Orthodox communities open
their doors to the Festival’s audiences, they also agreed
to participate in an art project without even knowing
what to expect. We believe that this experiences, have
changed something not only in the minds of the visitors,
but also in the hearts of the communities.

Finally, one last story. Joseph Hyde, the son of the ghetto
composer Percy Hyde came to the Festival from the United
States. He came to the “Last Concert” dedicated to the
memory of Kaunas Ghetto Orchestra. Both of his parents
were born in Lithuania. And the families of both of them were
murdered here. Joseph came to Kaunas with mistrust, fear
and anxiety. But he departed with a great relief and a strong
determination to return. Because he realized that his family
history was not forgotten here in Kaunas.
His story matters.
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IN DIALOGUE:
The backstage stories of
City Telling Festival...

, Justina
Daiva, Agata

-> Some of the most important
conversations about very serious issues
happen while consuming ice cream!
In this case both ice cream and conversation
were delicious. We can not transfer the
taste of the first one, but you might just
catch the flavour of the second one...
Enjoy!

Agata Etmanowicz: In every city there are different
communities not only defined geographically but
also religiously or historically. They live together
or next to each other. Not necessary interacting.
How did you manage to involve 20 communities in
cooperation? How did it look like? Could you share
your advice on how to do it, how to invite and create
a space for different people to cooperate?
Daiva Citvarienė: We involved 20 participants :
organisations, communities and individuals.
Today Kaunas is mostly a Lithuanian city, but until late
Soviet era it was a very different place. At the beginning
of the XXth century 5 equal ethnic groups lived in Kaunas:
Lithuanians, Germans, Poles, Jewish and Russians.
During the interwar period almost 30 percent of the
population was Jewish.
Today there are many small „historical“ ethnic groups
like Tatars, Jewish, Russians, etc. And there is a growing
number of “new“ ethnic groups: Armenians, Georgians,
Turkish, but also Italians, Indians, Chinese, Ukrainians.
Most of them, especially the newcomers live in a separate
small worlds, which usually do not intertwin with others.
So we decided to work with a particular space – Ramybės
Park, former cemetery, which used to be shared by
4 denominations – Catholics, Evangelical Lutherans,
Russian Orthodox and Muslims. Even though the
cemetery has been destroyed, the signs of a multi-ethnic
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past are still visible these days – there is still functioning
mosque and an Orthodox church. The park is surrounded
by former Russian, Polish and German gymnasiums. This
place, its history and personal stories of local residents
seemed very interesting to us.
A.E.: How did you extract all those stories? What
were the methods? How did you find the people
willing to share their stories?
D.C.: We conducted a pop-up research to gather local
stories. During the summer we built a pavilion in the park.
We stood there for two days, offered coffee to passers-by,
and asked them to tell us their stories about the park in
return. We talked to nearly 100 people and not only about
the local stories, but also about the upcoming festival
and Kaunas 2022 programme. News travelled fast and
the surrounding residents began coming to us with their
stories. Some of them used to say – “I have just moved
here recently, but you should talk to my neighbour, she
knows a lot of stories”. In addition, it was important for us
to find out how people feel about this place. Whether they
associate this place with a park or a cemetery?
Throughout the Festival, it was important for us not only
to tell stories to our audiences, but also to encourage
Kaunasians to share their stories with others. For
example, special postcards in city cafés became an
opportunity for citizens to share their memories and

stories. They could also do it on the Festival’s website.
Therefore, we proposed to the City Museum to organise a
pop-up exhibition “Wild West of Kaunas” featuring objects
and stories of Kaunasians. The objects from the 90s that
people brought instantly became the exhibits, and their
memories turned into the exhibition’s narrative.
After all, history begins today, and we are all participants
and creators of it.
AE: How was the Festival’s programme
constructed?
D.C.: The whole programme was constructed as an
integral narrative. Each day had its own title, a “quote of
the day” and its own structure. For example, Stories for

Lunch were dedicated to those who choose history over
lunch on a weekday. Each day was concluded with an
“Evening Event.” We aimed to organise the programme so
that the most loyal visitors could attend as many events
as possible.
We wanted to plan this Festival not as just another
programme of cultural events, but more as a kind of
adventure, a new experience that will allow people to get
to know their city and themselves better. We wanted to
awaken the curiosity of the Festival visitors, to invite them
to stop, take a look and listen, and maybe be surprised
how much they didn’t know about it, how much they didn’t
notice ...
The Grand opening of the Festival and its main events
were planned around the territory of the former Kaunas
Cemetery (Ramybės Park). Later the Festival spread
throughout the city and its stories were heard not only in
the streets, squares, cultural institutions, but also in cafes.
We started the Festival with a symbolic reconciliation with
our past and the dead.
But the end of the Festival was dedicated to the stories of
the future. One of the most symbolic acts of the closing
was the blessing for the city and its citizens. The priests
of four denominations blessed the city and its future. This
symbolic act embodied the most important values of the
CityTelling Festival - dialogue, openness, tolerance and
respect for one another.
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FROM
OFF-LINE
TO
ON-LINE
(and back)
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Social media
your secret weapon
in communication
with your audience

Katarzyna graduated from Media and Communication Studies at the
University of Wolverhampton (England) and English Language as well
as New Media Studies at the University of Lodz (Poland). Coordinator
and promoter of cultural events in Lodz, Poland. In these fields she
worked with different institutions and organisations in Lodz and
Warsaw. She maintains social media of Art_Inkubator and Fabryka
Sztuki (2014-until now), Modopolis (2019), LDZ Alternatywa (20162019 social media and PR during the event). Never leaves her mobile
phone behind, it’s always on.

Katarzyna Krawczyk

Be where your audience is.
If it is on Facebook or Instagram, you should be there
too!
If you are not working in a big company everything
connected to social media communication is “on
your own head”. These days you have to be a planner,
photographer, copywriter, storyteller, an analytic. This is
why the term ‘’social media ninja’’ became so popular for
people who combine different competences and deal
with social media. But, there are ways to make it less
tough. The first question is: Do you have a strategy?
Important: Remember that social media cannot
be detached from other channels of marketing and
promotion. They should be an integral part of your
communication strategy.
Have a proper strategy and then have fun
1. analysis
Before having fun you always need to do some serious
work. Sit back, relax and think about where you are with
your social media strategy. If you have never tried SWOT
analysis you should. Here you can discuss the strengths
and weaknesses of your brand as well as its opportunities
and threats.
2. aim
It is important to have it. It may be recognition or
something else that is the most important in your
communication strategy. However, it should be SMART

(specific, measurable, attainable, relevant, time-bound).
Don’t think about aims you cannot reach (at this moment),
small steps are better.
3. audience
Choose a representative of your audience - persona.
If you have many different activities you may choose
representatives of each target groups. Think about who
they are, their age, habits, when they are online. It will help
you to create personalised and matched messages to
different groups and allow you to diversify your messages.
4. big idea
Write one-two sentences that specify your concept for
communication. When you have your big idea, stick it on
your computer or desk and keep it in mind every time you
plan your content.
5. tactics
Decide which channels are important in order to reach
your audience and what, how and when should they be
published. Don’t forget about a plan! Publishing whatever
life brings is not a good idea, especially when you did a lot
of work with putting up your strategy. Plan your content in
advance, as much as you can.
6. monitor
Check the reception of your content, analyse and make
it better!
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Facebook and Instagram

Researching your audience is like an intro to the fun part. Think about the communication in general. How you speak to
your parents, colleagues at work, friends you know since you were born and people you don’t know. You use different
languages. And this is what you have to check. What language does your audience speak. Those might be different
languages if you have differentiated audience so you have to be careful with staying authentic. You also have to check who
your online audience is. You can find it in the statistics on your profiles and more broadly here:

source: www.napoleoncat.com
The diagrams give you several hints which you can use. More than half of the country uses Facebook (and mostly women)!
In comparison, Instagram users constitute around 21% of the whole population. Instagram is much more popular than
Facebook with younger people aged 18-24. The number of women and men aged 25-34 that use Facebook is more or
less the same but look on Instagram. More women use it, even more than Facebook. But in this age category Instagram is
less popular than Facebook among men. When we move to people aged 35+ definitely Facebook rather Instagram is the
medium they use.
This means that developing your Facebook profile should give you very nice results, but keeping up Instagram
communication may also be a good idea as the number of its users (especially young women) is growing!
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Facebook
You can read on its website that “Facebook’s mission is
to give people the power to build community and bring
the world closer together“. And this is what Facebook is
mainly about - building communities around products,
values, thoughts, places. To build a community around
your profile you have to develop a value-driven presence.
You should publish content interesting to your audience,
the one for which they will be coming back. Put yourself
in their place and think of posts, photos, information
that they would like to see on your profile. There are
cases where websites became visit cards and Facebook
profiles took over the informative part. People use it to be
up to date with what’s going on.
Instagram
The name itself - Instagram - suggests the main idea
behind this app. We deal with something that is “here and
now” - instant telegram. Do you remember Polaroid? It
enabled people to capture the moment in a square frame,
instantly develop a photo and stick it to the wall or fridge.
With Instagram we have the same values but the photo
becomes a part of an online photo album. By running
your Instagram profile you should create authentic
and real time content to stay in close and constant
communication with your audience. It is also a place
where you can go a little crazy, show passion for what you
do and your lifestyle.
Important: You should remember to keep up the
communication at all times. You gain the best results
(recognition) with regular and coherent posting of photos,
videos and instastories.
Fun part begins here
So what should you actually do to build and grow your
audience? Having in mind your strategy - have fun with
social media! Be creative with tools that both platforms
provide, test new ones and always before posting look at
your work with the eyes of your audience. Look at some
tips that might help:
Facebook
1. Name, profile and background picture. Those are the
first things that your audience sees. Make sure they
are coherent with other channels and that they draw
attention.
2. Add information about yourself: short description in
the information part and Our Story part - storytelling is an

important part of building community.
3. Check tabs. Get rid of those you don’t use and add
those that will be helpful.
4. What to post: photo, video, carousel, slides? Analyse
which format works best and plan it regularly.
5. Use @ to mention people, partners, brands in your post.
It will broaden the range of your post.
6. Events - remember that people use mobile phones
when they use Facebook. Don’t write long descriptions,
those can be found on websites. Focus on what is most
important about your events. Don’t push your audience to
scroll indefinitely.
7. Start a group connected to your profile. This way
everyone within the group will get notifications about your
posts!
8. Facebook changes all the time. Stay up to date with
information about which content will be the most valuable
and promoted in order to remain friends with Facebook
algorithm.
Instagram
1. Invent a creative hashtag that could be immediately
connected to you, this one should be unique but also easy
to remember for your audience so they can also use it,
while posting about you.
2. Grids - this is what may distinguish you from others.
Think about visual strategy for the squares.
3. Show the backstage of your work.
4. Choose the best photos for the grids, they will stay
there. But play with Instagram stories!
5. Post at least one Instagram story a day.
6. Choose the best Instagram stories and single them
out, this way they will stay there longer (you can think
of: presenting the crew, presenting the project/space,
monthly programme; documenting an event; the best of
etc.).
7. Repost from your audience. People like to show their
lifestyles on Instagram, especially places and events they
attend. You can repost their photos and videos to show
your joy of them visiting you.
One option where you have no time. As you may know,
Facebook bought Instagram and the two channels are
interconnected. While posting on Instagram you can
immediately post the same on Facebook. However, you
should use it as little as possible. The best way to build
communities around your profiles is to diversify your
content.
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`
Here are some profiles of cultural institutions, non-governmental organisations
and projects you can draw inspirations from:
Stará tržnica (Bratislava, Slovakia)
https://www.facebook.com/staratrznica/
Kraftwerk Berlin (Berlin, Germany)
https://www.facebook.com/kraftwerkberlin/
LOFTAS (Vilno, Lithuania)
https://www.facebook.com/loftasvilnius/
Art_Inkubator in Fabryka Sztuki (Lodz, Poland)
https://www.facebook.com/artinkubatorr/
LX Factory (Lisboa, Portugal)
https://www.facebook.com/lxfactory/

Apps - your little helpers
There are a lot of different apps that will help you to diversify your content. You can download
them for free from the App store. Look at these apps as a start. It will take time until you are
fluent but the results will be satisfying.
Snapseed - use it for editing pictures
There is a range of filters and effects that will upgrade your visual communication. Try to take
pictures with not crooked horizontal and vertical line, it will save your editing time!
Important: stay faithful to one filter, otherwise your profile will get messy.
Unfold - create engaging Instagram stories
What you can expect - a lot of different templates for your pictures, instead of having one
picture in one story you can make a nice collage with three or even four of them.
Important: instastories last for 24h but when you think about your profile as a whole it should
be coherent. It is better to stay faithful to one kind of template, otherwise your profile will get
messy. As for now, there is only one free template, you have to pay for the rest.
Quick - use it for editing movies
Nice editor for creating movies from your videos, different templates and free music. It is easy
to use and it takes a short time to make a good movie.
Regrann - stay tuned to what your audience publishes
Your audience can take pictures during the events or just in your place and mark your place
on those pictures. Keep an eye on those and use Regrann app to share it on your profile.
Remember to sign the picture with the author!
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Things to remember:
1. have a strategy,
2. be coherent,
3. plan your posts,
4. have your finger on the pulse,
5. don’t forget to have fun!

`

91

3

SEO - how to befriend
Uncle Google?

Mariola is SEO and Content Marketing wizard. She spends her days on
making brands, products, services, people “shine” in Google. She leads
large, multilayered projects of the biggest international companies but
she always finds a time to help and advise people and organisations
from creative sector. Mainly because once upon a time she was one
of them (not only she is a musician but for years she has also been
writing about music - jazz to be precise).

SEO is an English abbreviation from the word Search
Engine Optimisation. What is its purpose? It’s very simple
- we want to reach with what we do not only people who
know about us, and associate the name of our company
or institution, but also those who have a need that we can
fulfill, but they don’t know about it yet. Yes, the idea is that
they reach us as people, who are responsible for their
needs – these more and less specified.
How did it start and why Google?
The first internet search engines appeared in the mid1990s. The question quickly arose: How to achieve
the highest position in search results? Since then this
question remains unchanged - only the ways to achieve
the goal have changed.
Why do we care about high position? Apparently, the
best place “to cover up a crime” is the second page of
search results. Just think, when was the last time when
you moved to the content you were looking for from the
second, third or fourth page of results?
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Mariola Borowska

When in 1998 two students of Stanford University - Larry
Page and Sergei Brin, created a search engine called
Google, at the time nobody thought that they would
forever revolutionise the internet.
We say: SEO - but we think: Google. Of course, it also
works on other search engines (after all, some countries
do not use Google), but when it turns out that the most
frequently entered password in Yahoo is “Google” ...then
why bother with others?
The beginnings of SEO resembled the Wild West. The
pristine land of Google encouraged the brave ones
to boost the search results using not exactly very
sophisticated techniques. Back then, to celebrate the
success of reaching a high position, as many keywords as
possible were used, which were squeezed in a content to
the highest limit possible.
It could not be expected that the action would not cause
a reaction, and therefore an almost ongoing daily, Google
driven algorithm revolution continues, and has been
continued for the last 20 years!

What is SEO about?
SEO is a process, which refers to the organic traffic,
organic meaning free of charge, that results from
searching something on Google and then going in to the
search results.
This is an example of how organic traffic is obtained. We
enter the phrase (in SEO: key phrases or keywords), then
we can see the results, we choose one of them, click and
... ready!
We generally divide SEO into two areas: technical SEO
and SEO content. In both areas, the most important is the
user! Google assumes that the most important is the end
user.
All of Google’s requirements result solely from the fact
that our experience with the site is supposed to be the
best possible. What does it mean?

TECHNICAL SEO:
- Everyone wants the page they want to see to load very quickly. Immediately. Right this very moment!
- We want to find on the internet interesting things, in an uncomplicated way.
- We want to display the page on a laptop, smartphone or tablet. It turns out that ... primarily we want to display it on a
smartphone. Google made an announcement some time ago: mobile first index! It means that the search results we see on
the computer screen are a list of results prepared by Google with mobile devices in mind.
- Looking at the search results, its title and a short description - we want to know what we will find on the page.
- We want not only to be displayed in the main results, but it would also be nice to get through to the “Graphics” results with
our pictures and to the “Video” results with our videos.
- Google wants to understand immediately what is actually on the site so it delivers it to the internet users. That’s what all
kinds of data tags are for.
- We don’t want to have any technical errors on our page, pages 404 , redirects, inactive links.
In addition, content within the page should be connected by an internal linking.
- Even the structure of the page counts, meaning - how many clicks we have to do to reach to any content on the page.
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CONTENT SEO
- When we are looking for something, we would like to receive a comprehensive, professional
knowledge on a given topic. Google wants it too.
- Creating content on the internet is very different from what you will find in newspapers,
books. Why? The purpose is different. It seems to be quite complicated, but it’s enough to
get to know the main principles and ... just stick to them.
- We want to reach users who can be on one of the three stages of reaching path:
Catch - I have a need but I don’t know what can give me an answer. For example: “How to
organise a concert?”, “Weakness of the body”, “What kind of a family car”?
Connect - We have a need and more or less we know what we are looking for. But we are
still not sure. For example: “Concert organiser Warsaw”, “Vitamin complex for colds”, “Large
SUV 4x4”.
Convert - The last stage of the shopping path, more precise. We know what we are looking
for, we just need more details about qualities, prices, options of reaching, or buying. For
example: “Company X Warsaw”, “Multivitamin X”, “SUV Volvo XC90”.
Content SEO responds to all the above questions. In different ways and in different forms.
You just need to know how to go about it.
- Appropriate formulation of content (text, video, infographics) while being aware of what the
internet users are looking for (keywords).
LINKBUILDING
Linkbuilding is the acquisition of links from other websites, which leads to our site: most of
the time to a specific content, service, product. It all depends on our goals and the place
where the link comes from. It has to agree contextually. This is how incoming link profile is
created. This can’t be confused with SPAM, which is punished by Google. It’s about valuable
links from good sites.
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The goal should be
the same across all
activities we undertake.
(all our actions should
be synchronised). And
it’s only then that
we can relax about
our success and our
further development.

SEO’s goals
The main SEO goals include:
• Increasing organic traffic
Organic traffic is the most valuable traffic on our site, it’s free and it brings those to us, who may not even know about our
existence.
• Reaching a wider audience
This is one of the main elements of an online marketing. Raising awareness of our existence and about what we are able to
offer to others.
• Building and strengthening our image
It doesn’t matter whether we are a small company, large corporation, state institution or a foundation. SEO can help
building and strengthening our image among recipients.
• Comfort of being with us
Our website is our business card – a representation of who we are and how much we know about what we do. We have to
be experts in our field and we have to show it to those who are getting to know us.
SEO tools
There is plenty of choice when it comes to SEO tools: from monitoring what is happening on the site, through those that
help in creating a content to those that help us understanding the site problems.
The two free and most important tools from Google, those which help us better understand the behavior of users on our
site: who they are, what they need, and those monitoring our site in technical aspects are: Google Analytics and Google
Search Console.
Technical SEOs include: schema.org, Lighthouse, Google Keyword Planner, ahfres, Senuto, Searchmetrics, Majestic,
Screaming Frog
Content SEO includes: Google Keyword Planner, ahfers, Senuto, Answer The Public
Internet: holistic thinking
Good SEO specialists will certainly not tell anyone: SEO and only SEO. In our work, we think primarily about holistic
approach. When we are working with influencers, we are helping them to optimise their blogs, posts, choose the right
words, build the layout of the posts well. We use social media to promote content on our site. We make sure that our image
is consistent and real - the image of experts ready to share their knowledge. We include SEO activities in PR activities and
buzz marketing.
The goal should be the same across all activities we undertake (all our actions should be synchronised). And it’s only then
that we can relax about our success and our further development.
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Meet the participants of the first edition of
Audience Development for Kaunas 2022
Programme : 2018/2019

Organisations (in alphabetical order):

96

•

betonlauzis // glzbtns (later: Kaunas 3022)

•

Kaunas 2022 Memory Office

•

Kaunas Artists’ House

•

Kaunas Bienniall

•

Kaunas City Museum

•

Kaunas Municipal Vincas Kudirka Public Library

•

Kaunas Ninth Fort Museum

•

Kaunas Puppet Theatre

•

Kaunas State Philharmonic/Pažaislis Music Festival

•

Art Gallery Meno Parkas

•

M. K. Čiurlionis National Art Museum

•

National Kaunas Drama Theatre

Participants (in alphabetical order):
•

Adomas Lapinskas

•

Kotryna Žemaitytė

•

Agnė Burovienė

•

Lina Balčiūnaitė

•

Agnė Smolienė

•

Marius Pečiulis

•

Airida Rekštytė

•

Milda Šarpnickytė

•

Asta Meiliūnaitė-Gudaitienė

•

Monika Straupytė

•

Auksė Petrulienė

•

Neringa Stoškutė

•

Aurelija Gervickaitė

•

Paulina Drėgvaitė

•

Daiva Citvarienė

•

Rasa Bartninkaitė

•

Giedrė Legotaitė

•

Reda Žekienė

•

Giedrė Mikaitienė

•

Rita Dabulskytė

•

Ignas Andriuškevičius

•

Rūta Klevaitė

•

Julija Račiūnaitė

•

Skaistė Jurėnė

•

Justina Petrulionytė-Sabonienė

•

Vaiva Mikelionytė

•

Kristina Baguckaitė
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