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Q: I am the marketing manager of a small theatre. While we
are always promoting ‘innovative work’ such as new writing
and multi-media performance work, there never seems to
be any time to think about the organisation itself being
innovative. How can we change this treadmill that stops us
from spending any time on the future?

A: Before you make any changes to the way you work I would
encourage you to explore what you hope to achieve by becoming more
innovative. Confirm what the objectives you want to work towards are
as you can then measure how successful the process has been.

To ‘get off the treadmill’ I recommend three easy stages. Stage one
includes day-to-day ideas you can use immediately. Stage two is about
stepping back to understand how innovative your organisation is and
stage three is about exploring new ways of working.

Stage one – day-to-day ideas
Communicate to your team that you want to be more innovative
internally. This gives you all a common goal to work to and prepares
everyone for new ideas and approaches to working. 

Brainstorm as a team – you obviously have a creative team if they are
successfully promoting innovative work already, so turn that creativity
towards internal issues.

Use techniques such as Edward De Bono’s Six Hats approach. Each
‘hat’ represents a way of thinking (e.g. creative, analytical, emotional),
and as a team you swap hats to explore a topic from a different angle.

Hold meetings where everyone stands up. This makes you think on
your feet and can bring new perspectives to everyday situations. 

Create a simple board for people to post good ideas onto. Remember
to have a feedback mechanism, or people will stop submitting their ideas!

Stage two – step back 
How innovative are other arts organisations around you? How innovative
does your regional Arts Council think you are? If you don’t know, ask
them. Do a simple benchmark of external perceptions and find out what
could be improved. 

Remember to balance what already works for you with new practices.
To drive innovation, you don’t need to change everything at once. 

Find examples of innovative people/organisations. What do they do that
is different? Can you use their ideas? If they are working outside the arts
can you invite them to help you develop the business through innovation?

Stage three – get out of the box
Work environments don’t always encourage creative thinking. For big
ideas, make the time and escape the distractions of the office. Go
somewhere completely different – like a zoo! You should find that people
are inspired, motivated and more creative when removed from their
normal environment. If possible, get an external facilitator to run events
like this, to challenge your thinking and help you plan future developments. 

For more ideas about ways of working you could invest in staff
training. The Management Centre runs a one-day course on New Ways
of Working, www.managementcentre.co.uk 

Finally, you need to have fun! Often the most productive creative teams
are the teams that are having fun, and there are many examples where
‘silly ideas’ become not so silly on reflection. 

Anna Dunne
Marketing and Campaigns Manager
Audiences Yorkshire
e anna@audiencesyorkshire.org.uk

Sticky moments

Q: Why does innovation matter?
A: The environment in which arts organisations exist is continuing to
change rapidly. Innovative companies stay relevant to their attenders
by continuously adapting to their environment. ‘In general,
organisations with high levels of learning and orientation are strongly
market orientated and perform well in the marketplace.’ 
(Ashok Ranchhod, Marketing Strategies: A Twenty-First Century
Approach, 2004)

If you are interested in growing audiences, increasing frequency of
attendance or enhancing individuals’ experiences of the arts, then you
can’t afford to ignore the changing world affecting the lifestyle and
attitudes of your audiences.

Q: How can I help staff to develop innovative ideas?
A: ‘Creativity and innovation are clearly developed through a learning
process that entails peripheral vision and experimentation. In order
to foster this within individuals, top management needs to be open
and not fazed by risk-taking. In other words, management has to
have the ability to create an environment which facilitates learning
and sharing information.’ 
(Ashok Ranchhod, 2004)

Q: I work for a very ‘innovative’ arts organisation which
often translates as ‘difficult work to promote’. How can 
I overcome this?
A: ‘The barriers to attending new or contemporary work are the same
physical, social and psychological barriers that prevent audiences
attending any other work. And they can be overcome in exactly the
same way … Talk to audiences of all sorts and it becomes clear that
most of the time we are not reassuring audiences and giving them
reference points that they will understand … The problem is that we
assume that audiences are familiar with the ideas and language of new
work … This is because we have an in-built idea of what audiences for
new work are like … Think again …’ 
(Heather Maitland, Is it Time for Plan B?, commissioned and published
by the AMA, 2000)

To receive a free copy of Is it Time for Plan B? send an A4 SAE with
stamps to the value of 60p to: AMA, 7a Clifton Court, Clifton Road,
Cambridge CB1 7BN

Ashok Ranchhod is a professor, practitioner and author. Join us at the
AMA conference in July where he will give a keynote presentation
explaining how effective organisations are updating their marketing.

Melanie Howard, co-founder of think-tank Future Foundation, has been
exploring trends such as the proliferation of choice and complexity
within society, the reality of everyday time pressures, and increased
competition for the arts through growth in experience over material
wealth. She is also speaking at the AMA conference, giving an overview
of these key trends and issues that will impact audiences and arts
organisations in the next ten years.

For further information, visit: 
www.a-m-a.co.uk/conferenceandsymposium2005/
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M
any of us have targets for
attracting visitors, audiences or
participants from specific ethnic
groups. But ethnicity is not a

particularly useful basis for segmentation.
Several pieces of research suggest that there
are differences in the way different ethnic
groups engage with the arts and museums but
that other factors have an equally powerful
influence. Among these are Telling It Like It Is:
Black and Minority Ethnic Engagement with
London’s Museums (2004) in which Damian
Tissier and Samir Singh Nathoo point out that,
across all ethnic groups, managerial and
professional groups are more than twice as
likely to visit museums and galleries than other
social groups and that 35–54 year olds are
much more likely to visit than the over 75s and
16–24 year olds. Arts Council England’s report
Focus on Cultural Diversity: Attendance,
Participation and Attitudes (2003) also
identified a clear association between
attending arts events and economic status and
age regardless of respondents’ ethnic origin.

COI Communications, the government’s
communication agency, has published research
that helps marketers unpick the complicated
relationship between age, ethnicity and cultural
identity. You can download Philly Desai, Karen
Roberts and Christine Roberts’ summary report
Dreaming the Global Future – Identity, Culture
and the Media in a Multi-cultural Age at
www.coi.gov.uk .

Their research shows that cultural identity
is complex and infinitely variable. There are
differences in cultural identity between
communities, between generations and between
individuals. To add to the complexity, individuals
inhabit different aspects of their cultural identity
in different situations. The factors that influence
identity are nationality, ethnic and cultural
origins, religion and regional and local identities.

Many of the people involved in the research
from older generations felt that their formal
nationality was less important than their ethnic
and cultural origin. Many younger British-born
people, though, had hybrid identities that
embraced both their lifestyle and living

environment and their family and cultural
background. When with their family, they
participate in their parental culture which
includes food, religion, language, family values
and special occasions. When at work or at
school or college, they participate in aspects
of mainstream British culture. But this
development of hybrid identities was not
universal among young people. Those who felt
marginalised tended also to feel distanced
from their British nationality because of their
experiences and perceptions of racism. 

The majority of young people who referred to
themselves as ‘mixed race’ tended to identify
more strongly with one or other of their parents’
ethnic origins rather than a mix of the two. This
choice appeared to be influenced by the visibility
of their ethnic origins, the relationship they have
with their family, the cultural mix of their
neighbourhood and friends, and their religion.

Of course, all of this has an impact on the
way that people consume the media. The
research reveals that members of the same
family will consume different media in different
ways at different times and in different rooms.
All members of the family will switch to and
fro between mainstream and specialist ethnic
media in a single evening. The researchers relate
different media to different kinds of identity by
dividing up mainstream and specialist media
and younger and older generations.

They suggest that there are mainstream
media which represent a shared youth culture,
commenting, ‘When consuming media in this
area, young people from ethnic minority
communities are likely to identify less strongly
as black, Asian, or Chinese and more as
members of a single, multi-cultural youth

culture.’ They suggest that marketers use
positive images of ethnic minority young
people but that messages targeted by ethnicity
are not necessary and may even be rejected.

The researchers identify specialist ethnic
media that appeal more to younger people,
and reflect this group’s tendency to hybridise
their cultural identities. Here they recommend
that marketers develop targeted strategies
and messages that reflect both ethnic and
generational identities.

When consuming specialist ethnic media that
appeal more strongly to older generations,
research respondents were more likely to
identify with their cultural heritage and see
themselves as members of a particular ethnic
community. When using these communication
channels, marketers need to develop highly
targeted strategies and messages that reflect
accurately a specific sense of ethnic identity. As
these are the media that older generations are
likely to encourage the rest of the family to
consume with them, the researchers suggest
that these are the media most suitable for
messages aimed at the whole family or for
issues affecting the entire community.

Specifically targeted messages are unlikely
to be effective in the context of mainstream
media preferred by the older generation. In
these circumstances, consumers are most likely
to see themselves as part of the mainstream
population; however, the researchers suggest
that positive representations of ethnic
minority people will attract attention. Such
representations need to be authentic and
‘fleshed out’, avoid stereotypes and show ethnic
minorities as ‘ordinary’ consumers. 

This research is important because it shows
that if marketers understand how people’s
identities shift with circumstance, they can
better identify the messages and media that
will communicate effectively.

Heather Maitland
Consultant and Author
e hmaitland1@aol.com 
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Is ethnicity a useful basis for segmentation? Heather Maitland
explores the research


