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Premises
This document describes the results of the monitoring and evaluation activities carried out
during the project “ADESTE: Audience DEveloper: Skills and Training in Europe” cofinanced by the EU Commission within the Lifelong Learning Programme (now Erasmus
plus) sub programme Leonardo da Vinci for vocational education and training1 from
November 2013 till April 2016.
During the design of the project partners decided to divided the evaluation in two different
packages of activities (WP):
- firstly to monitor and evaluate how the organisational processes work in constructing
and running the project, how do each work package inform the next, from a research
overview, definitions and competences, selection of participants to final implementation
(including dissemination and exploitation);
- secondly in relation to specific areas of knowledge transfer, how did the training provide
participants with the tools to both undertake ‘audience development’ and pass this
knowledge and processes on to others.
This documents refers to the first part - monitoring and evaluation of project’s activities
carried out it by Melting Pro Laboratorio per la Cultura in collaboration with all the partners
and the project leader.
This document illustrates the main findings in terms of impact and sustainability and the
importance of the international dimension.
To have a more comprehensive overview of all the evaluation activities this document
should be read together with the external evaluator report annexed to this and the
“ADESTE Evaluation Framework”2 carried out by ICCE illustrating the main outcomes of
the piloting that was tested in 5 different countries involving 65 cultural managers and 12
trainers.

1

Further information on http://eacea.ec.europa.eu/llp/index_en.php
The report is available to download from the project website:
http://www.adesteproject.eu/adeste-evaluation-framework
2
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The main aim of the ADESTE project was to build an Audience developer profile.
Ultimately, the aim was to help achieve a more sustainable effective cultural sector in
Europe producing excellent work with and for a wide range of audiences, visitors,
participants and users and to contribute to the wider debate about audience development,
organisational change and leadership.

Introduction to evaluation and quality assurance in the ADESTE project
The evaluation of the project was embedding in all project’s activities and carried out by
Melting Pro organically and systematically supporting the partners to find a common
understanding of what they identify as successful.
Evaluation goals:
! To improve practice during the project;
! To show what happened as a result of the project;
! To understand who benefitted from the project;
! To show that funding has been well used.
A quality plan and evaluation strategy was presented during the kick off meeting
(Deliverable 47). The purpose of the document was to inform all partners of the
monitoring and evaluation activities to be carried out during the ADESTE project.
A formative evaluation report for internal use was delivered in February 2015.
Following up the steps of the evaluation exercise done after the first project year, during
the second year of ADESTE the evaluation and monitoring continued to:
-

Collecting evidence against quantitative and qualitative indicators in collaboration with

all the partners;
-

Maintain the continuous feedback and flow of information among the EU project

officers, the project coordinator and partners as it was seen crucial to adapt working
approaches and methods;
-

Keep constant track of project developments through the analysis and monitoring of

activities, outputs and outcomes with the external evaluator;
-

One to one interviews to be carried out more often, in order to assess the overall

perception and satisfaction of the project implementation, relevance and impact both at a
local and European level;
4

Focused on impact and sustainability of the project.

Quality and monitoring tools have been adapted to each given context. In fact against the
quality plan presented some changes in tools and timing were needed and discussed with
the external evaluator and all the partners.
The main issues referring to the project progress have been discussed and analysed and
are related to the following criteria:
Relevance:
•

Awareness of the project;

•

Relevance to the priorities of the project and of the beneficiaries;

•

Perceived usefulness of the project.

Efficiency:
•

Compliance with the operational plan (activities listed) and of its expected timetable;

•

Verification operational expenses;

•

Partnership coordination and consolidation.

Effectiveness:
•

Capacity of the activities to achieve the expected results;

•

Current level of achievement of expected results;

•

Corrective measures adapted for problems related to the achievement of expected

results;
•

Degree of satisfaction of beneficiaries (partners, target group members, community of

practice)
Impact:
•

Capacity to raise awareness on audience development issues in the cultural sector;
• Capacity to adopt the profile of the audience developer;
• Capacity to promote adequate training to develop audience development skills

Sustainability:
•

Analysis of the perceived potential of the sustainability of project results;

•

Analysis of the perceived potential sustainability of project networking.
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METHODOLOGY

The evaluation was carried out internally and externally:
Internal Evaluation – performed by staff of the partnership members, beneficiaries
preferably directly involved in the project work.
External Evaluation – performed by an expert not attached to any of the partnership
members, who has no other task in the project.
In order to proceed with the quality and monitoring during the project’s lifespan data was
systematically collected and recorded through:
- online and offline questionnaires survey monkey;
- external observation;
- interviews;
- creative session during partners’ meeting and training;
- analysing project’s products: stories created, handbook, website, internal documents
used;
- regular meetings with the external evaluator and the coordinator;
- systematic collection of all the documents;
- partners’ meeting;
- testing meeting organised in the middle of the ADESTE piloting training with
representative of trainers and trainees from each country in Bruxelles Sept 2015;
- during the final ADESTE conference the Meetabout technology was used to send real
time questions for the participants.
The target groups:
-Partners and direct beneficiaries (cultural and arts mangers across sectors, researchers,..)
-Relevant Stakeholders (public bodies, universities, researchers, ...)

6

Fig. 1 SWOT Analysis of the ADESTE training Testing Meeting in Brussels

Fig. 2 Partners talking about the ADESTE legacy since the meeting in Bruxelles, September 2015

Summative evaluation ADESTE project 540087-LLP-1-2013-1-IT-LEONARDO-LMP

7

ADESTE in a nutshell
ADESTE “Audience DEveloper: Skills and Training in Europe” stems from the need to fill a
gap in the education and training paths, by promoting the development of a new
professional profile for the European cultural and creative sector, with specific expertise
related to audience development and engagement. The definition and certification of a
cultural professional in charge of promoting innovative approaches to analyse, develop,
retain audiences, is intended as a practical response to the need of new organizational
and sustainability models for cultural organizations.
To assist cultural professionals to deepen their knowledge and skills for better audience
development results, the ADESTE project designed and tested a unique training method.
ADESTE aims to respond to the need of many arts and cultural organisations to
successfully attract and engage their loyal and established followers all while bringing in
new audiences.
The project consortium is made up of seven partners in five European countries, 2
international partners from India and the United States and five associated partners. The
consortium is a rich mix of higher education institutions, independent and national
research centers, national audience development agencies, cultural associations and
organisations, and a major European network.
Steps of the project:

Project website:
www.adesteproject.eu
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The ADESTE CONSORTIUM
P1 Fondazione Fitzcarraldo, Turin, Italy (Co-ordinator of the project)
P2 Institute of Leisure Studies, University of Deusto, Bilbao, Spain
P3 European Network of Cultural Administration Training Centres, Bruxelles, Belgium
P4 The Audience Agency, London, United Kingdom
P5 Melting Pro. Laboratorio per la cultura, Rome, Italy
P7 Danish Centre for Arts & Interculture, Copenhagen, Denmark
P8 Goldsmiths, University of London, ICCE, London, United Kingdom
Partners from Third countries:
P9 Los Angeles County Museum of Art, Los Angeles, USA
P10 India Foundation for the Arts, Bangalore, India

Associated partners:
Culture Department of of Warsaw, Poland
Associazione Culturale Piùconzero - Turin, Italy
MIBACT. Ministero dei Beni e delle Attività Culturali e del Turismo, Italy
Creative and Cultural Skills - London, UK
Observatorio Vasco de la Cultura - Bilbao, Spain
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KEY FINDINGS
This paragraph illustrates the main key findings of the monitoring and evaluation of the
project categorized according:
• Relevance;
• Efficiency;
• Effectiveness;
• Impact;
• Sustainability;

The Audience Development Challenge
Relevance

•

Awareness of the project;

•

Relevance to the priorities of the project and of the
beneficiaries;

•

Perceived usefulness of the project

By and large given the results achieved so far we can argue that ADESTE contributed the
objectives of the Lifelong Learning Programme to help improve the quality, attractiveness
and accessibility of the opportunities for lifelong learning available within Member States
by developing a system for educating cultural managers based on an evidence skills
analysis, designing and testing training methodology to achieve the European profile of
the audience developer.
The lack of cultural participation is not only a cultural, but also a social and economic loss.
Cultural organisations need specific competences to promote cultural access and
participation.
One of most important learning outcomes of ADESTE is that growing audiences depends
on the ability of a cultural organisation to place the audience at the centre of its
philosophy and practice. Understanding the public, developing strong relationships,
Summative evaluation ADESTE project 540087-LLP-1-2013-1-IT-LEONARDO-LMP
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establishing good communications etc., are all important components, but without a
fundamental organisational commitment, vision, and leadership, organisations will struggle
to take achievements beyond a superficial level.

‘Real audience development, the kind that lasts and becomes a working procedure, can
only be reached if the entire working group is involved.’ (Adeste trainee 2015)
‘ … that is the biggest problem I guess – the leadership are not able to fully understand,
the necessity of audience development.’ (Adeste trainee 2015)
“I would say it is the human factor that matters the most. Audience development allows
to create a coherent strategy of the organization considering changing and complex
tissue, which is audience. ’ (Adeste trainee 2015)
Our research in ADESTE demonstrated overwhelmingly that audience development, as a
process is not something that can be carried out by an isolated individual, but must be an
organisation-wide endeavour3. Yet this was one of the main obstacles that our trainees
encountered.
ADESTE was extremely important in unifying and resolving many of the apparent
differences, leading partners to understand audience development as a single concept and
a recognisable set of practices applicable in a variety of settings and cultural contexts. The
diversity of international practice and experiences greatly enriched the exchange of good
practice.

Efficiency:

•

Compliance with the operational plan

(activities

listed)

and

of

its

expected

timetable;
•

Verification operational expenses and

partnership coordination and consolidation.

3

The ADESTE report on "European Occupational Standard Profile of the Audience Developer"
presents the knowledge, skills, competences, and personal attributes of an "Audience Developer"
http://www.adesteproject.eu/report-european-standard-occupational-profile
12

One major change was the self -withdrawal of the partner Academy of Performing Arts
(Slovakia). Despite this the partnership continued to work fully in achieving the goals of
the project. A selection process was undertaken to find a suitable partner from the Eastern
countries that could take part in the testing. The Culture Department of the Municipality of
Warsaw was selected and they implemented and supported the testing of the piloting in
their city with theaters (5), museums (2), national art gallery (1), house of culture (1), art
center (1), history meeting house, orchestra, city council, educational center.
The results were unexpected and the city has already organised another training and all
the organisations are working together.
Since the Lecce Focus group with external experts (September 2014) and based on the
ADESTE research findings4, the consortium led by P4, The Audience Agency, opened a
wide and deep discussion on how to transfer the complex set of competences for AD that
was in development under WP3. Following the conclusions of D22 “European Occupational
Standard Profile Of The Audience Developer”, partners agreed on working two main sets
of skills in between leadership and Audience Development planning and practices were
identified as crucial learning outcomes for the pilot training. A longer and more integrated
training model needed to be designed, including a level of innovation not only for the
contents, disciplines and techniques transferred but also an innovative method to work in
parallel on the empowerment of trainees. The aim of developing also a set of transversal
and entrepreneurial skills to empower them to make a change at an organizational level
and re-orientate the policy of their cultural institution towards public and cultural access
introduced the need to invest more on the methodological approach of the ADESTE pilot
training, trying to identify and introduce a new methodology in the arts field. It was
proposed the method of the Action Learning5, a very powerful approach to solving real
problems that involves taking action and reflecting upon the results in group dynamics.
For the piloting specific learning outcomes were develop and monitored through the
validation process. By the end of the training trainees would have:
• Have a deep and nuanced understanding of professional Audience Development
• Have gained new strategic planning techniques
• Be able to gather and use audience insight and evidence
4
5

http://www.adesteproject.eu/report-new-training-needs
http://www.adesteproject.eu/power-action-learning-audience-development-0
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• Be able to select effective audience-building approaches
• Have developed effective negotiation and influencing skills
• Have developed self-awareness and understanding of personal strengths
• Be an active part of a supportive professional network
Other Features/ Benefits:
•

“Activist” learning by doing

•

A flexible, scaleable framework, applicable to many situations

•

Covers range of different practices – spanning mediation, co-creation, marketing etc.

•

Personal support

•

Draws on tried and tested best practice from across Europe

•

Practical case-studies

•

Apply learning to a live situation

•

Opportunity to participate in an international community

•

Reflects latest thinking on learning

12 trainers were trained in London in April 2015 and facilitated the piloting in the 5
countries Italy, United Kingdom, Spain, Denmark and Poland started from May 2015 to
February 2016.
In the long term this choice was much appreciated by the trainers and trainees.
This approach provided an increased enthusiasm to be able to make a long-term
difference within an organisation and the sector. The people, trainers and trainees as well
as the “sharing” through the Action learning were the distinctive aspects of the training.
”Concerning action learning, at the beginning the group was sceptic and very reluctant to

take it as a valid mechanism to improve skills, but there was a progressions along the
course of the program and we all felt more comfortable with the tool, we have
strengthened our relationships and felt more confident with one another, so results had
increased a lot.” (ADESTE Spanish participant).
To the question which aspects of the programme have been most useful and why,
frequent mentions of how theory and practice, case studies and the Ansoff matrix were

14

used well; Action Learning and the opportunity to meet new people, share experiences
and collaborate within the sector.

Fig. 3 From the Evaluation Report available on the ADESTE project website

A few conclusions came from the evaluation that need to be considered in future training6:
• A mechanism is needed to help restructure marketing/AD functions, departments
within an organization;
• In some organisations it hard to embed, Marketing/AD as a management function;
• Support during change in organisations is required;
• A mechanism to engage senior management and/or colleagues could be useful;
• The majority of recipients have noted positive changes relating to the advantages
of being able to implement a step-by-step approach;
• Being able to instigate organisational changes with an evidence-based approach
which has generally resulted in an increased self-confidence for individuals.
ADESTE training contributed to transfer the tools to engage and persuade policy makers
and partners, using structured, evidence-based thinking; to bring values to ideas relating
to AD and increase professionalism.
In the future partners are looking into ways of the setting up of validation framework for
the ADESTE training and brand.

6

http://www.adesteproject.eu/adeste-evaluation-framework
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The report “A set of guidelines for an effective vocational training for the European
Audience Developer” is available below for download in Danish, English, Spanish, French,
and Italian.
For a full evaluation of the piloting outcomes please read the “ADESTE evaluation
framework” available from the website.
Impact:

• Capacity to adopt the profile of the
audience developer;
• Capacity

to

raise

awareness

on

audience development issues in the
cultural sector;
• Capacity
training

to

promote

adequate

to

develop

audience

development skills
‘Audience developers’, the research suggested were mediators, and enablers of change in
attitudes and behaviour, both internally and externally. The training approach is designed
to support and develop these functions7.
As this phase of the programme ends, it is clear that this experiential and collaborative
approach has value. It introduces potentially difficult concepts in a way that also
encourages learning and long term sustainability. It is strong enough to be flexible in a
range of contexts, but recognises some common aspects of best practice. It is realistic
about the need for individuals to be supported not just by tools and techniques, but by
people and networks. It has also given the ADESTE consortium the confidence and a
recognised process by which to develop training and development programmes in a highly
collaborative way which draws on the best international practice in an active and practical
way. The training methodology can be applied in any context – cultural or organisational –
with the necessary adaptations as the ADESTE partners have done. However to make real
effective change it needs to be a leadership issue.
What it has also done is helped the partners to identify wider challenges: audience
development works where it is embraced by whole organisations.
7

Quote from “The training methodology for ADESTE - How it was done and the thoughts behind, By Jonathan
Goodacre & Anne Torreggiani”
16

The learning from the training programme will continue to inform the future work of what
has now been established as the ADESTE partnership.
In dissemination and outreaching terms the ADESTE project had a good impact. The
communication strategy could have been implemented more, however partners spread the
ADESTE outcomes and outputs all over Europe and beyond.

Fig. 4 The ADESTE web user map

The final ADESTE conference was a good window for the project’s visibility (Bilbao, Spain
10-11 March 2016). The main goal of the conference was not only to share the ADESTE
project results but also to build around the issues of Audience development a community
on 3 levels: practitioners, academia and political level and let them talk and discussed.
“After a 30-month process of work, this type of dissemination event served to explain,
justify, share, collect comments and incorporate new ideas on the work that has been
done. Events like these also try to bring together people and organisations around a
specific theme, as in this case audience development. “8

8

Cit. Amaia Makua, pg. 37
http://www.adesteproject.eu/sites/default/files/ADESTE_Step_Towards_FINAL.pdf
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“ It gave me a bigger picture context to see where my own work fits into something much

bigger, broader and more ambitious. The networking opportunities The chance to hear
from trainees about their situation, what more they want and need, what they've valued
so far.” (ADESTE, conference participant).

The conference was evaluated in real time through the Meetabout technology. After the
conference a questionnaires was send to all the 133 participants.

Unfortunately the

answer is rate was very low, yet some data seems coherent and reasonable to extrapolate
some useful insights.
Participants were from all over Europe and mainly outside the project consortium and
from Spain, belonging to the following sectors: Museum, community centers, local
municipalities, consultancies firm, public libraries, European Commission, University
Students.
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1
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1
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1
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1
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1
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Fig. 5_ Meetabout technology

Therefore the format was oriented at discussion at exchange which is the model of the
ADESTE process9. The attendees replied to the question “What did you find particularly

9

ADESTE has always been unified by strong method of cooperation. ADESTE was built
as an open platform, adaptable to both forward and backward movements enabling review and
working on audience development on a larger scale. Cit, from “How ADESTE started something
worth continuing, by Giulia Fiaccarini” pg. 41
http://www.adesteproject.eu/sites/default/files/ADESTE_Step_Towards_FINAL.pdf
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useful about the ADESTE conference?” that the most important value was networking and
sharing ideas.
83% strongly agreed and agreed that the content of the conference “was relevant to my

work”.
“This was really useful, to have the opportunity to hear from people who'd gone through
the training and the action learning and find out what they valued and what they still
need. I also really appreciated being able to discuss in small groups.” “ADESTE conference
participant”.
All respondents strongly agreed and agreed that “It was a good opportunity for

networking”.
“Networking opportunities generally, face-to-face, where the trainees and trainers to meet

up and discuss what they've learned (and what we've learned / what more we can offer).”
“Understanding how the partnership between academic institutions, cultural organisations

and cultural agencies can work. Discussing the replicability of the project at a larger
scale.”

The impression is that there is a real need to exchange and share ideas on what we mean
by audience development and how you do it effectively. The ADESTE final conference was
a good opportunity for the ADESTE consortium to discuss their findings with a larger
audience not directly involved in ADESTE activities and had a more unbiased look.

Summative evaluation ADESTE project 540087-LLP-1-2013-1-IT-LEONARDO-LMP
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One of the participants said “Looking forward to develop the leadership perspective”. This
is the direction where the ADESTE consortium will look into the future since audience
development works where it is embraced by whole organisations.
A session was dedicated to the political level and included keynote speeches on the theme
of "Audience development from a cultural policy perspective" with experts representing
three levels: European, regional, and local. Invited to share their perspective and
knowledge were: Monica Urian from the European Commission; Henrik Martén of Kultur i
Väst in Sweden; and Joanna Szwajcowska from the Capital City of Warsaw in Poland.
The conference was disseminated also through the EU Commission channels.
It was very useful to know that most of the participants were interested in audience
development training and in more conference having this same format.
All the conference documents and video are now online:
http://www.adesteproject.eu/adestes-final-conference

Fig. 6 Meetabout technology final results
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Fig. 7 Photo taken during the ADESTE Bilbao Conference

Sustainability:

•

Analysis of the perceived potential of

the sustainability of project results;
• Analysis

of

the

perceived

potential

sustainability of project networking

At the moment ADESTE is more than a project, it is also a nascent but informal
partnership which is likely to develop in various ways. Therefore to better collaborate now
and in future, partners are in the process of signing up to the following values and
agreeing a few simple protocols the use of the name, the involvement of the partnership,
quality control, “sharing” new ideas.
Since the partnership expressed the idea of continuing working together the ADESTE
project consortium is looking into way of making the results sustainable. By the end of the
project the outcomes are:

•

A network of like-minded organisations

•

With a shared vision/ philosophy

Summative evaluation ADESTE project 540087-LLP-1-2013-1-IT-LEONARDO-LMP
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•

A creative AND audience-centric sector

•

A clear understanding of sector needs

•

And the value of inter-cultural exchange in achieving this

•

A job to be done….a market to fill

The partners have been talking about the ADESTE legacy since the Brussels meeting in
October 2015. Starting from the intellectual copyright agreement signed partners are now
developing “Guiding Principles for ADESTE partners and associates”.
As a participant at the ADESTE final conference suggested “Understanding how the

partnership between academic institutions, cultural organisations and cultural agencies
can work. Discussing the replicability of the project at a larger scale.”
Moreover training in audience development is the key topic in the Creative Europe
programme and “engagement” is a theme in Horizon 2020.
Partners have collaborated also beyond the ADESTE project consortium such as the “Study
"Study on audience development - How to place audiences at the centre of cultural
organisations."10

WHAT HAVE WE LEARNED
As this phase of the programme ends, it is clear that this experiential and collaborative
approach has value. It introduces potentially difficult concepts in a way that also
encourages learning and long term sustainability.
ADESTE was extremely important in unifying and resolving many of the apparent
differences, leading partners to understand audience development as a single concept and
a recognisable set of practices applicable in a variety of settings and cultural contexts. The
diversity of international practice and experiences greatly enriched the exchange of good
practice.
The international dimension was an added value in ADESTE and in the future it will need
to be taken into consideration in planning more international events since sharing it is
considered one of the most important outcomes.

10

http://engageaudiences.eu/experts-associate-partners/
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The political level is one of the direction to tackle in the future and the links between
practices and research.
In the future partners will “Working on audience development on a larger scale” since
ADESTE “started something worth continuing”11.

11

Cit. Giulia Fiaccarini, ADESTE project management http://www.adesteproject.eu/steps-towardsgood-audience-practice-following
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1 Foreword
This section illustrates the background and a general overview of the Project. It also
outlines the aims of this evaluation exercise and the related methodology that has been
adopted.

1.1 General project overview
The project “Audience DEveloper: Skills and Training in Europe/ADESTE”, is a
Leonardo Da Vinci project - Development of Innovation, co-financed by the European
Commission.The project consortium is made up of seven partners in 5 different
European countries, 2 international partners from India and the United States and 5
associate partners. ADESTE will develop and train a new European occupational profile
in the fields of arts and culture: the “Audience Developer” (AD).
In details, the duration of the project was 30-months (01/11/2013-30/04/2016) and, as
mentioned above, has been funded by the European Union’s Lifelong Learning
Programme, Leonardo Da Vinci – Development of Innovation – that specifically aims at
developing new and innovative training methodology in the Vocational educational
sector at European level.
In specific the development of new competences in audience development for middle
level practitioners will have a snowball effect in having a greater impact on access to
culture and cultural participation.
The overall objectives of the Project are:
– to improve the training delivery and professional development of bodies
involved in vocational training on audience development for cultural and arts
managers by involving different stakeholders at European level;
– to implement a quality strategy in lifelong learning that overcomes the
intercultural differences and national specific features to concentrate on
innovative competency models and practices of continuing VET that can be
validated and standardized at EU-level.
The specific objectives of the Project are:
– developing a European occupational core profile in the field of arts and culture
(cross cutting the cultural heritage and performing arts’ sectors), based on the
role of the “audiences developer”;
– designing and testing at EU-level innovative training methodologies, in line with
the arts and cultural labour market needs and international best practices;
– improving European impacts by cultural organizations and practitioners (present
and future) directly and indirectly involved in the project;
– promoting co-operation and exchange of good practices involving different
stakeholders by a pan-European and cross-sectorial approach.
In order to achieve all the Project’s objectives, ADESTE is structured in 9 workpackages, that are related with each other:
– WP 1 project management and coordination of the partnership;
– WP 2 research analysis and mapping;
– WP 3 definition of the occupational standard profile of the AD;
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–
–
–
–
–
–

WP 4 designing of pilot training projects and actions;
WP 5 testing of innovative pilot training projects and actions;
WP 6 validation: evaluation of the training pilot projects;
WP 7 dissemination and communication;
WP 8 exploitation of project results;
WP 9 evaluation: monitoring and quality plan.

The project Consortium is composed by 10 entities from 8 different countries. On
January 2015, The Academy of Performing Arts (from Slovakia) sent an official letter to
announce the willingness to leave the ADESTE project and another Partner has been
selected to participate in the Project: the “Culture Department of the City of Warsaw”
(from Poland) with the status of an associate partner.
Graph 1: The Project Consortium

Partner

Fitzcarraldo
Foundation

ENCATC

Disamis srl

Country

Turin, Italy

Brussels,
Belgium

Mission
Fitzcarraldo is an independent centre for research, planning, training and
documentation on cultural, arts and media management, economics and policies. The
Foundation aims at contributing to the development, diffusion and promotion of
innovation and experimentation at local, regional, national and international level. It
evaluates cultural policies and programmes through constant monitoring as well as
through the evaluation of projects and funding policies. It boosts a long experience in
lifelong training and has developed national and international research and training
activities for cultural professionals.
ENCATC is the leading European network on Cultural Management and Cultural
Policy Education. It is an independent membership organisation gathering over 100
higher education institutions and cultural organisations in over 40 countries.
ENCATC was founded in 1992 to represent, advocate and promote cultural
management and cultural policy education, professionalise the cultural sector to
make it sustainable, and to create a platform of discussion and exchange at the
European and international level.
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DCAI is a national knowledge centre, which collects and disseminates know-how,
experience, research, competency and best practice concerning aspects of
Danish Center
intercultural and cultural diversity within the arts scene. The centre works with the
for Arts &
Copenhagen,
development of intercultural competences and awareness in mainstream arts
Interculture
Denmark
institutions and organisations and municipality departments of culture. DCAI has a
long history of working with the themes of Inclusion, Participation and Advocacy of
and for new audiences in mainstream arts and culture in Denmark.
Melting Pro is a laboratory of ideas and initiatives aimed at promoting culture at
national and international level. It fosters new visions, approaches and tools in the
field of arts and cultural management. Founded in 2011 by eight professionals to
combine their complementary experiences in the field of arts and culture, Melting
Melting Pro.
Pro designs, coordinates and monitors cooperation projects at national and European
Laboratorio
level in the field of culture and lifelong learning. Its working style is inspired by a
Rome, Italy
per la cultura
mix of Project Cycle Management tools and innovative practices based on design
thinking and creative entrepreneurship. Melting Pro is based in Rome, although the
staff operates nationally and internationally. The focus on cultural participation and
audiences represents a fundamental dimension across all Melting Pro's studies and
projects.
Leisure Studies at the University of Deusto was established in 1988 with the aim of
giving a response to all the queries arising from the environment we live in. It is the
University of
only university centre dealing with the training, research and documentation in
Deusto,
Institute of
Bilbao, Spain leisure in the Spanish state. The institute’s activity is destined both to formation
(continuous training and lifelong learning) and research (including applied and base
Leisure
research) and it’s carried away by an interdisciplinary team of teachers and
Studies
researchers, as well as experts and professionals.
The Audience Agency is a consultancy that works with arts and heritage
organisations, museums, government associations and others to help them to develop
The Audience Manchester, their audiences. With head offices in London and Manchester and a network of
regional directors it works mainly in England and Wales but also increasingly
Agency
United
internationally. It brings together a wide range of specialised knowledge and skills in
Kingdom
order to deliver training, research, consultancy, project management, communication,
distribution and digital services.
Institute of Creative and Cultural Entrepreneurship Goldsmiths has been part of the
University of London for over 100 years, and is ranked 9th in the UK for worldleading 4* research (Research Assessment Exercise 2008). ICCE delivers enterprise,
Goldsmiths,
London,
cultural management and policy education to the creative and cultural sectors, and
University of United
supports research in to new approaches to business, financial models and delivers
London
Kingdom
enterprise, cultural management and policy education to the creative and cultural
sectors, and supports research in to new approaches to business, financial models and
management in the Creative Economy.
The City of Warsaw is a local self-government unit which executes public tasks of
local nature belonging to the competences of gmina and poviat (two local
administrational levels), as well as tasks resulting from the capital character of the
city. The city provides public services, encompassing municipal and social services
and it is also responsible for satisfying the needs of the inhabitants in the field of:
education, health care, culture, social welfare, safety and public order. As a selfgovernment unit Warsaw creates city’s development policy and has a wide range of
City of
Poland
legal tools and broad infrastructure to implement project’s results especially in a field
Warsaw
of revitalization and economic development. The structure of Warsaw City Hall
consisting of highly-specialized employees guarantees effective realization the
project. It is the Culture Department which is involved in the project’s realization.
It‘s designated by the mayor to run the culture and CCI related projects, employ
experienced project managers, PR officers and accountants who are responsible for
running EU funded initiatives.
Since its inception in 1965, the Los Angeles County Museum of Art (LACMA) has
been devoted to collecting works of art that span both history and geography, in
addition to representing Los Angeles's uniquely diverse population. Today LACMA
Los Angeles
is the largest art museum in the western US, with over 120,000 objects dating from
County
Los Angeles,
antiquity to the present, encompassing the geographic world and nearly the entire
Museum of
United States
history of art (Asian; Latin American - pre-Columbian modern/contemporary artists;
Art
Islamic). LACMA shares its collections through exhibitions, public programs and
research facilities that attract over 1 million visitors/year and other millions through
digital initiatives (online collections, scholarly catalogues, interactive engagement).
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The India
Foundation
for the Arts

Bangalore,
India

IFA awards grants and fellowships nationwide and manages projects in the arts. IFA
supports arts research and documentation in traditional and contemporary arts, assists
artists in all art forms to extend their practice, builds teacher capacity to use arts
methods in classroom teaching, and helps to strengthen the teaching and practice of
curating in the arts. It also provides grants and raises funds for institution building,
residencies, workshops and seminars, community arts, and has recently begun to give
fellowships to help energise archival institutions and strengthen museum practices.

1.2 Objectives of the end of project evaluation
The evaluation examines, in general, the activities implemented, in order to analyze the
project, to capturing the final project status and highlighting the key accomplishments,
challenges, performances according to the established targets and goals.
The main objective of the exercise is to analyze the outputs produced, the early effects
of the project’s activities, as well as the main constraints and problems sorted out, in
order to produce a direct feedback for future and better actions, outline key lessons and
how they can be applied to future and similar programs or for a possible extension of
the project.
The evaluation assesses the following key issues:
§
§
§
§
§

Relevance: the extent to which project design is coherent with the objectives and the
priorities of the programme.
Efficiency: the timely provision of activities, the quality of monitoring procedures
and practices and their progress towards the achievement of the expected outputs.
Effectiveness: the degree of implemented activities and delivered outputs in
achieving project objectives.
Impact: in order to assess the benefits for beneficiaries already generated or about to
be generated, when applicable.
Sustainability: likelihood to continue and extend the positive outcomes of the
project after the end of the project.

1.3 Methodology
The evaluation exercise has been conducted according the EU/EC methodologies,
following the Logical Framework Approach, which allows the systematic analysis of
casual relationships between the different level of objectives starting from identified
problems to be addressed and their cause. The design of the evaluation has been planned
in coordination with Melting Pro. A “Quality plan and evaluation strategy” was
prepared on June 2014 with the purpose to ensure that the project objectives were met in
time and in budget and to provide the network with methods and standards procedures,
to produce high quality results. The Quality plan was presented during the meeting held
in Rome on July 2014.
The methodology used for gathering project information and data included the
following steps:
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•
•

•

•

•

Desk analysis of the available project documentation and reporting.
Participation at the meeting held in Rome (July 2014). In this occasion, the
Evaluator met the project Partners and presented the overall framework of the
evaluation exercise. The goal of this meeting was to have an outlook on the
activities so far performed by the partnership, to share the turning point for
project activities and to gather information about the project.
Participation at the meeting held in Lecce (September 2014). In such occasion,
the Evaluator deepened the acquaintance with the partnership and the external
experts by sharing opinions and information on the development of the project.
The goal of this meeting was to have an outlook on the activities so far
performed by the partnership, to share the turning point for project activities and
to gather more information about the project.
Interviews carried out with the Partners during and at the end of the project. The
interviews were conducted in order to integrate the information gathered and the
documentation review. Moreover, the interviews enable the evaluator to enrich
quantitative information with more qualitative aspects, and to analyse the
Partners’ perceptions about the project and its performance.
A questionnaire survey format submitted to the Partners at the end of the
Project.
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2 Project’s activities
The assessment of project activities has been conducted on the basis of the project work
plan and comparing scheduled/implemented activities. All the planned activities in the
project work plan have been executed (see the chart below) and ended on April 2016.
Chart 1: Activities’ progress
	
  
May
2016

WP
PROJECT MANAGEMENT AND
COORDINATION OF THE PARTNERSHIP

MILESTONES / DELIVERABLES

2013

2014

2015

2016

Consortium agreement
progress report
final report

WP1

RESEARCH ANALYSIS AND MAPPING
data base of Eu experts on AD
set up the steering commettee
WP2

map of the Eu training paths and practices
research results
report
DEFINITION OF THE OCCUPATIONAL
STANDARD PROFILE OF THE AD
National focus group in IT, Uk, ES,SK,
DK
definition of training needs and standard
profile of the AD
report on new training needs
EU occupational standard profile of the
AD based on the EQF model

WP3

DESIGNING O PILOT TRAINING
PROJECTS AND ACTIONS
definition of innovative training models
Training toolkit of formal and informal
VET practices
report

WP4

TESTING OF INNOVATIVE PILOT
TRAINING PROJECTS AND ACTIONS
WP5

WP6

testing
set of guidelines
report
VALIDATION: EVALUATION OF THE
TRAINING PILOT PROJECTS
Tools to validate the learning outcomes
Validation framework report
DISSEMINATION AND COMMUNICATION
Extended dissemination plan
Communication graphics (project s graphic
line)
Project website
Printed brochures
online media strategy
Gadgets, marketing materials

WP7

EXPLOITATION OF PROJECT RESULTS
exploitation plan
intellectual copyright agreement
meeting with the Eu representatives
setting up a community of
practice/knowledge
final report of the results of the project

WP8

WP9

EVALUATION: MONITORING AND
QUALITY PLAN
quality plan
Summative report

Here below is reported a brief analysis of the main activities implemented and outputs
produced.
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2.1 WP2 - RESEARCH, ANALYSIS AND MAPPING
The purpose of this WP is to collect and produce the evidence-based starting point for
the Project in terms of data and information needed for its development.
Chart: WP2
Work packages

WP2 RESEARCH, ANALYSIS
AND MAPPING

Methodology / Measurable
indicators

Milestones

Set up of the Steering committee
(month 4) - internal to the
partnership
Desk research, 34 face to face and
Skype interviews (14 non-EU / 20 1. Data base of European experts on
audience development;
EU).
2. Research meeting in Copenhagen;
72 answered to the CAWI.
3. Map of the European training
paths and practices.

The main activities of the WP2 were:
– Selection of best cases on audience development/engagement in IT, ES, UK,
SK, DK and other relevant European countries.
– Mapping the relevant and innovative European experts, trainers and consultants
on audience development (AD) issues.
– Mapping the training paths on AD or that include AD elements, training best
practices and methods, bodies and institutions providing training.
The Final outcome of the WP2 is a report on “European Standard Occupational Profile
of the Audience Developer”. The report presents the knowledge, skills, competences,
and other personal attributes needed for an "Audience Developer".
Based on interviews, national, European, and international focus groups, the project
Consortium gained first-hand insights from experts and practitioners active in the field
of arts, culture, training and education in 11 countries. As a result, the report refers to
the "Audience Developer" as an ideal type for which a set of knowledge, skills,
competences, and attributes are required for arts and cultural organisations to reach new
audiences: should be said that this “description” is not intended for a job position
occupied by one person, but should reside in several people to be fully active and
effective. In fact, it has to be outlined, there can exist as many Audience Developer
profiles as there exist
cultural organisations.

RESEARCH REPORT
"European Occupational
Standard Profile of the
Audience Developer"

The report is available to
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download from the project’s website1.

2.2 WP3 - Defining standard profile and innovative training practices
The WP3 “Defining occupational standard profile of the European Audience Developer
and possible innovative training practices” aims at defining the professional profile of
the Audience Developer able to face the big challenges of building wider audiences,
engagement and improving access to arts and culture. The purpose was to identify the
knowledge, skills and attributes for the Audience Developer and the possible formal,
informal, innovative training paths to achieve this new professional profile. The main
results are:
- the analysis of new training needs in the cultural and arts management based on
the labour market evidence;
- the definition of the occupation profile for the Audience Developer, shared at
European level and through a cross-sectorial approach.
Chart: WP3
Workpackages

Methodology / Mesurable indicators

Milestones

Report on training needs, definition of
EU cross-sector group of 9 (instead of 12) experts the occupation standard profile of the
WP3 DEFINING OCCUPATIONAL set up and consultations, 5 national focus groups,
EU Audience Developer.
STANDARD PROFILE OF THE
1 Rome Focus group with International partners
Consortium focus group in Rome,
EUROPEAN AUDIENCE DEVELOPER
LACMA e IFA
Italy.
AND POSSIBILE INNOVATIVE
1
International
focus
group
Lecce
9
experts
+
European
focus
group with external
TRAINING PRACTICES
Partners, 1 training need analysis
experts, Lecce, Italy. "Report on new
training needs (Public)- EN"

The Final outcome of the WP3 is the report “New Training Needs”. The report presents
what the labour market and potential professionals consider necessary to achieve their
audience development goals. An arts or cultural organisation may focus on a range of
goals such as bringing in new and diverse audiences, raising awareness, fostering
engagement, building sustainable relationships, etc. Relying on the evidence from the
collected information during desk research, interviews, meetings, focus groups, and
consultations with the European cross-sectorial group of experts, this report takes a look
at new training needs in Audience Development by exploring Audience Development
current situation and by presenting a “desired” one to which professionals and trainers
can aspire. The report goes on to compare the two along the lines of: who is providing
training; who is receiving training; how training is delivered; the philosophy behind
Audience Development; teaching methodologies.
Finally, the report’s conclusions provide useful recommendations to improve the
Audience Development situation involving trainers, cultural professionals and decision
makers: in fact, it is well outlined that Audience Development is a very different
process that varies a lot depending on the country and context in which it is
implemented. For example, looking at Europe, and within the ADESTE Consortium,
Audience Development is much more developed in the United Kingdom or Denmark
1

http://www.ADESTEproject.eu/report-european-standard-occupational-profile
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than in Spain, Italy, Slovakia or Poland with the important consequence of adapting the
training needs and process to each one. Therefore, the new training needs that are
described in the report shall be understood in a broad sense.
Summarizing, at the end of this package and in the report, it has been outlined that the
Audience Developer should at least have a profound knowledge of the specific cultural
product of the organisation where he or she works and a broad knowledge of the
cultural landscape in general being at the same time a resource with a transversal role,
responsible for building innovative approaches, as well as for building connections
inside and outside the cultural organisation and enabling collaboration among different
stakeholders and positions, able to build sustainable multidisciplinary teams and inspire
them.

REPORT
" New Training Needs"

The report is available to download
from the project’s website2.

2.3 WP4, WP5, WP6: Training pilot projects and actions
The work packages 4, 5 and 6 are closely linked given the nature and typology of the
project and its activities; specifically, in the WP4 innovative training practices were
explored to design and develop the format of pilot training on AD and related actions
needed; the WP5 involved the testing phase of the training format, that provided project
managers with some first results on the training methods used, its efficacy, levels of
skills acquired by the trainees after the program and their satisfaction; then, the WP6
covered the overall process of validation of the work done which includes the
evaluation of acquired competences, and the evaluation of the trainees’ level of
performance on the job.
Due to the self-withdrawal of the Slovakian partner the testing and training has been
slightly modified and approved by the funding body on 09/06/0215.
The city of Warsaw was annexed to the project and implemented the piloting with
cultural organisations supported by them.
The following table briefly outlines the key issues related to these work packages:

2

http://www.ADESTEproject.eu/report-european-standard-occupational-profile
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Work packages

Methodology / Measurable
indicators

WP4 DESIGNING OF TRAINING
PILOT PROJECTS AND ACTIONS

Model building: 2/3 innovative training
Definition of innovative training
practices and paths based on informal
models; Final Report
training;

WP5 TESTING OF TRAINING
PILOT PROJECTS AND
ACTIONS

Slight changes from the initial plans
due to the withdrawal of the Slovakian
partners:
P1: 2 trainers and 6 trainees in Italy
(Northern area)
P2: 3 trainers and 12 trainees in Spain
P4: 1 trainer and 6 trainees in the UK
P5: 1 trainer and 6 trainees in Italy
(Centre-Southern area)
P7: 3 trainers and 12 trainees
2 trainers from East EU and 6 trainees

Milestones

Starting of the testing and end of the
testing; People trained; Final Report

The actual piloting at the end involved:
P1 and P5: IT: 3 trainers and 16
organisations
UK: 2 trainers and 7 trainees in UK
DK: 3 trainers and 14 trainees
ES: 3 trainers and 14 trainees
PL: 2 trainers and 14 trainees

WP6 VALIDATION

Evaluation of 13 trainers and 65
trainees of incoming and out coming
skills of the training based on the
balance; Evaluation of the job
performances held in the cultural
institutions (ongoing process)

Evaluation report and validation of the
training actions; Final report of the
Goldsmiths University of London

In general, it has to be said that the final outcome of the Work Packages 4, 5 and 6 is to
standardize, for the first time in such a large scale, a “European occupational core
profile in the field of arts and culture” targeted on the role of the “audience developer”:
more in details, the Project has been working for this scope since November 2013, with
the purpose to identify and outline skills, competences, tools and understand what
cultural professionals need to be “Audience Developers”; this resulted in an innovative
training model which includes the use of the “Action learning technique”. Several
trainings and meetings have been organized: the first “Training for the Trainers” was
organized from 17-24 April 2015 in London and participants came from Denmark,
Italy, Poland, Spain, and the United Kingdom; later, parallel training programs carried
out in different national contexts within the Project Partners’ countries. Each local
program involved groups of 6 to 16 cultural professionals that have been trained from
May 2015 to February 2016. (tot 65)
The results are “Set of guidelines for an effective vocational training for the European
Audience Developer” are available in French, Danish, English, Spanish and Italian to
download from the project website:
http://www.adesteproject.eu/guidelines-set-guidelines-effective-vocational
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The Goldsmiths University of London carried out the WP 6 leading the process of
validation, and providing 3 evaluation reports on this process so far.
The main findings are also available on the project website:
http://www.adesteproject.eu/adeste-evaluation-framework
The three reports are enclosed in the Annexes but the main findings are incorporated in
this Final Report.
The table and the graph below outline the total number of participants in the trainings
(65), their country of origin and the type of institution from which they come, with a
prevalence of trainees coming from museums and theatres, showing a participation of
diverse professionals from the cultural sector within the EU countries and ensuring this
way the “presence and exchange” of new and different perspectives and experiences for
cross sectorial collaborations and inspiration.
Country	
  
Denmark	
  
Italy	
  
Poland	
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N.	
  Adeste	
  Trainees	
  
14	
  
16	
  
14	
  

Spain	
  

14	
  

United	
  Kingdom	
  
Total	
  

7	
  
65	
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2.4 WP7 - Dissemination
The objective of the dissemination and communication work package is to raise the
awareness about the outcomes and the developments that have been achieved within the
Project. All key stakeholders such as cultural professionals and leaders in the cultural
sector, academics, relevant research institutions, local administrations, National and
European Institution have been involved, in order to ensure and scale up the impact of
the project activities, results and their promotion to the target groups at European level
or beyond (USA and India).
The communication plan included the development of the project logo, website,
promotional material, press releases, articles, newsletters, videos, and the realization of
the Final Event.
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Looking at the website (http://www.adesteproject.eu/), it contains all the information
relevant to the project, including updates on the most important activities, contact
details, information on how to join the community, a detailed description of partner
institutions and their contributions, official reports and documentations, and useful
links. The main project outputs are available in all the languages of the partnership and
the main information about the project can be accessed in the other languages.
The Final Event was organized in Bilbao and Donostia-San Sebastián (Spain), from 1011 March 2016, and more than 100 participants attended the event, coming from Europe
and beyond. This was a big opportunity to present the results of the project and work
done, and to exchange experiences, successes and challenges. Parallel sessions, a World
Cafè session, presentations of works/papers, small group debates have been organized
and representatives from the European Commission were present at the event. Due to
the presence of such a wide and diverse audience, at all levels, the conference in Bilbao
has been a great opportunity for networking which is one of the added values and main
impacts of the project, as emerged also from the opinions of participants (see the
chapter 3 of this report). The final programme and e-reader of the ADESTE conference
"The Future of Audience Development: Research, Training and Practice" is available
online.
The Facebook community is still active
The exploitation report is a narrative of the main outcomes of ADESTE and it’s
available on the website
.
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3 The Evaluation findings
This section presents the main findings based upon the adopted evaluation criteria.

3.1 Relevance
ADESTE is designed in coherent way with the priorities of the Project and seems to be
relevant, considering the project outcomes with respect to the goals identified at the
beginning.
The Partners’ levels of expertise and knowledge on Audience Development were very
different, same the knowledge and capacity of managing European funded projects, but
on the whole, it has to be said that they have been able to comply with the initial
objectives of the Project: “the best tool to define Audience Development is “working
together” they said. ADESTE gave the opportunity to several organizations to explore
Audience Development issues in many European countries and share these with Third
Country Partners (USA and India).
The project addresses effectively issues that are relevant at EU policy level such as: (i)
gaps between the cultural market and the workers’ skills, thus in the European VET
system; (ii) differences and challenges among diverse and different contexts to reach a
common narrative approach throughout a vast European partnership and two
international partners; (iii) the importance given to culture as a catalyst for creativity,
growth and job creation with a broad participation in the project of prominent cultural
organizations and institutions, and the work done to supporting the audiences and
enhancing their creativity and cultural expression, improving their knowledge and
employability by “informal learning” (EU's ‘Education and Training 2020’) , and
promoting the identification of the first European standard profile of Audience
Developer.
At National and Regional level, for many partners country and participants as well, this
was the first experience addressing exclusively issues of AD and the first opportunity to
discuss and bring the topic at the top level of the respective cultural institution of origin
and professional network (museums, theatres, libraries, municipalities, ect) whose
mission is absolutely in line with the project goals and targets. The tables below
highlight the perception of the Partners on the relevance of the project in respect of
objectives and beneficiaries.
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Graph 2: Until now, has the Project been coherent with the expectations and needs of your
institution?

The table compares the perception detected in the mid-term evaluation to that in this
final evaluation: the comparison between the two graphs reveals a similar good
response of the Partners, increased in the final survey, on the relevance and consistency
of the project: overall, the project is considered coherent with the expectations and
needs of their institution for 87,5 % of respondents, and only for few other Partners is
enough coherent (12,5%). Further, seems evident that the partners liked the project; in
this context, it has been outlined that the choice to joining a Consortium was the
appropriate decision. To be said that the project objectives were clear and achievable
and the outcomes and outputs have been consistent and pertinent with the aims and
expectations of each Partner organization showing a good project management.
Although they have not participated in the project planning, design, it has to be cited
particularly the participation of “the Culture Department of the City of Warsaw”,
partner in the project only since 2015, that has set Audience Development as one of the
key priorities of its policy, in line with the EU policies and strategic document
“Programme of the Development of Culture until 2020”.
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Graph 3: Please indicate to what extent you believe that ADESTE has been consistent with the
original aims and objectives? (rating 1-4)

At the end of the project, the Partners considered ADESTE consistent with the
objectives set out at the beginning of the experience: they rated the project consistency
on a scale from zero to four showing an overall rate between 3,5 and 3,8. Therefore,
must be said that the project design was overall good and the objectives and activities
within the project well coordinated and coherent to achieve the desired result. Indeed,
the table shows the good potential of the project of delivering successfully activities and
results towards areas that are priorities for the beneficiaries, especially regarding to the
Partnership (the Project Consortium) and the capacity to involving a large number of
stakeholders and specialists from different countries and backgrounds, at European and
International level, and the development of a unique approach and innovative training
methodology that fits in the context of the “development of culture” for a larger
audience. In the end, the different background of the partners in terms of skills and
competences on AD didn’t affect the relevance of the project, but, on the contrary,
allowed for exchange and dissemination of best practices.

3.2 Effectiveness
Project results are fit for the purpose, and achieved partners and participant satisfaction;
overall, Adeste could be considered effectiveness-oriented. In general, the deliverables
were reached and the scope is being met, and the project seems to be appropriate and in
line with the strategies of the projects’Partners and other stakeholders.
Sure enough, interviews to Partners and reporting reviews outlined that ADESTE is
considered a challenging and innovative project due to the ambitious objective of
defining an AD professional profile by involving Partners that belong to different
countries and have different cultural backgrounds and experiences. On the whole
participants recognised on one hand the complexity of the project, on the other trusted
their mutual commitment and capability towards the project objectives and results being
the partnership one key point of success of the project.
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The tables below synthetize the perception of the partners on the effectiveness of the
project.
Graph 4: In general, what is your opinion about this Project?

Most of the Partners (75%) reported an excellent opinion about the Project, and there is
an increase in the percentage if compared with the midterm evaluation results where
only 44,4% out of respondents reported an excellent opinion; Adeste was capable to
deliver its outcomes: the project was considered ambitious and needed to be, as the area
it deals with is still under developed within Europe and there was a need for the cultural
sector to professionalise persons working in communication, marketing, education
departments with the specific mission to increase the audience of their organisation.
The partnership composition has proven effective: the participants have been a wellbalanced team of professionals and academics coming from different geographic and
cultural contexts and this contributed to enrich the perspective and the quality of the
outcomes; few limitations have been identified: (i) in the size of the project and the
diversity of participating countries; (ii) in terms of achieving a validation of the training
format from EU, that would strengthen the project’s results and attest the quality of the
work done; in fact, the new occupational standard profile is not yet a common and
standardized reference point at EU – level, but still is a guideline for the organizations.
In order the project to be effective, Partners also appreciated the use of different
methodologies (interviews, forms, visits to cultural institutions, focus group, world
Café, pecha kucha, debates, workshops, distance learning, Skype sessions, one to one
meetings, ect..) to meet the objectives of each phase. In general, participants also
reported that the project was innovative in terms of methodologies, objectives and
results achieved.
Graph 5: Did the training program lead to the intended outcome?
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The table above outlines that knowledge and skills were effectively transferred during
the training programs organized: 62,5% of partners reported that the trainings leaded to
full results.
Over the course of the project’s life, the ADESTE consortium was able to research,
design and test an innovative training module in five countries. 65 trainees who are
professionals working in audience development from these five countries participated in
the pilot testing phase so the project was able to professionalise a sample of the sector.
As a pilot training it was considered innovative because of the combination of methods
that worked with hard and soft skills. The pilot training programme seems to have
worked very well for the Warsaw institutions (they have programmed another training
course): it has inspired a different thinking about institutional strategies and has helped
to create a network of professionals who will become advocates of change.
Among the most positive aspects in terms of efficacy, the fact that Partners recognized
their mutual expertise: they felt that their capabilities are complementary and that they
were all willing to share experiences and learn together. So far, they believe that the
project was an opportunity to take a wide-ranging and innovative view on what
audience development is and can be.
Graph 6: Was the project effective and consistent to increasing audience development skills and
knowledge?
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Considering the overall positive perception of the Project, the effectiveness of the
training varies depending on the different levels of experience and backgrounds about
AD across partner trainees organisations, and on the diverse contexts as well. As a
result of the training activities, most of the trainees have produced an audience
development plan to be implemented in their organizations of origin.
Regardless the endorsement they had from the directors some had difficulty in
implementing it due to daily amount of work.
The training programme has been considered very effective by participants, in terms of
knowledge and skills that were transmitted, as well as an opportunity for exchange of
experiences and best practices.

3.3 Efficiency
At the end of project, April 2016, the planned activities have been implemented
according the work plan, and the outputs have been delivered on time.
A midterm evaluation of the project was conducted and the recommendations used and
incorporated in the project management to take action and achievement of final results;
the monitoring activities have been carried out by all the Partners during the overall
project implementation accordingly with the work plan and sharing between them a
synchronized strategy that ensured good collaboration among partners.
As the first of its kind, Adeste went as far as possible within the resources it had, to
make an impact and to set up sustainable processes that can continue to be used in the
future.
Overall, the partners considered efficient the management of the project, even though
some needs and improvements have been outlined: better planning of the activities,
more frequent internal communication, simplification of EU management tools.
In terms of efficiency, should be also outlined the partner’s withdrawal during the first
phase of the project; however, the Consortium was able to select quickly and
appropriately the new Partner, that have benefitted substantially a lot from the project
and have been fully able to being part of the partnership and implement the activities.

3.4 Impact
The project has led to good achievements that will remain in place after the project has
ended even if, for a long term evaluation, is still too early to get a comprehensive
knowledge and assessment of the real effects produced.
Participants increased their knowledge about Audience Development consistently and
enhanced their transversal competences being like that empowered in terms of
performance in the daily work, job opportunities and capacity of dealing with crosscutting issues in the future.
Should also be said that the partnership played a key role in this project being this, the
presence of a solid and collaborative Project Consortium, the first and main result in
terms of impact: for all the project duration, participants have been encouraged and
helped at all levels to nurture personal contacts within the network to facilitate referrals,
effective exchange of experiences and best practices, follow-up network’s activities;
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and people used findings to improve the overall work around Audience Development
raising a great potential for future collaborations and ownership.
Further, the geographic scale of the project and the diverse backgrounds within the
partnership have been certainly an added value, since participants have had access to a
bouquet of different perspectives from across Europe's and International arts and
cultural sector, that generated cross sectorial collaborations and inspiration and, at the
end, a realistic and solid audience development plan for the partner’s organizations
along with agreed-upon standardized guidelines and appropriate standardized
mechanisms.
In terms of advocacy and policy change, the project Consortium was able to reach the
main policy makers and Institutions at National and European Level with specific
actions that could potentially generate a good impact in the future if the Consortium will
continue to collaborate and “work together”. Concluding, participants reported that the
project was innovative and will be of impact in the future only if it will reach as many
diverse cultural organizations as possible at different levels.

3.5 Sustainability
The sustainability refers for this project to:
• The definition of the AD profile and Audience Development Training Module
that strengthen and professionalise the participants in their daily work and
allows them to find innovative and practical strategies and practices to
encourage, increase, diversify, and retain audiences for the sustainability of
Europe's arts and cultural sector. Further, the knowledge gained and new skills
acquired will be also shared with other colleagues and other arts and cultural
professionals; this transfer of knowledge and experience will help more
professionals to see how their work contributes to audience development and
how they can play a greater role.
• In terms of sustainability, the role of the Project Partnership within Europe (but
also internationally) is crucial in this project: a positive and effective mechanism
of transnational cooperation, trust and respect among the project partners have
been built and will ensure good opportunities for future collaborations and
follow up of future projects’ grants. The partners are collaborating on the “Study
on audience development - How to place audiences at the centre of cultural
organisations." They are also thinking of ways on how to build a European
Audience Agency.
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4 Focus on the Project Partnership
For the all duration of the project, the Partnership represented an added value for
Adeste; some statements from the final interviews and documentation review are
reported in the SWOT matrix below; in some cases the findings of the intermediate
report are confirmed.
ADESTE Project Consortium

S (strengths are internal)

W (weaknesses are internal)

Partners outline the different expertise and
background of all participants in Audience
Development and training as a crucial issue for the
positive outcome of the project: different
approaches make up a comprehensive idea of
Audience Development.
The number, the type, the geographical scale of the
Partnership allowed for sharing different views,
meeting goals, acquiring ownership of the project,
create a broad European and international network
to disseminate results and deal with cross cutting
issues positively.
The project contents were critical and adequate to
build up the interest of the partners in being
involved in the activities.
The new Partner, the city of Warsaw, was
successfully included in the Project.
Partners felt well managed.

Some Partners think that the EU rules in the
project’s development are quite restrictive and that
each change takes too much time and efforts;
They feel a slight unevenness in the participation
of Partners due to the diverse background and
experience on Audience Development; in fact, this
seems to be in some cases a strength and in others
a weakness.
Internal communication must be improved and
management sometimes cannot solve problems
timely and adequately.

O (opportunities are external)

T (threats are external)

ADESTE can foster the inclusion of Audience
Development in the agenda of EU through Creative
Europe and other initiatives as a valid tool for the
cultural sector. The lack of funding in cultural
projects gives to Audience Development a high
priority.

Due to the ambitious objectives and challenges of
the project, results could not lead to a suitable
Audience Developer profile and/or an applicable
model for Audience Development training. Goals
must be realistic.
Each Partner should pay great attention to tailoring
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The project contributes to the professionalization of
the sector, to the future research on Audience
Development (e.g. academics and researchers), to
the creation of a professional network to provide
peer-to-peer informal learning and/or training on
demand. It gives an added value to the cultural
sector through concrete actions (i.e. proposing
training models).
As a pilot experience, ADESTE Consortium could
establish a stable partnership focused on Audience
Development research, training services and on the
creation of a EU platform of Audience
Development professionals.
Last but not least, ADESTE connection with other
players/networks at EU level and Third Countries
(e.g. USA and India) promotes a broad
dissemination of the results and the acquisition of
new audiences.

Audience Development training on the specific
single cultural area and understand that any
existing model cannot be directly applied all over
Europe.
The sustainability of the project cannot only
depend upon the effort of participants, but will
depend also on further financing of the project,
taking into account the fact that training courses
will be expensive to organize.
It’s worth noticing that other competitors may
deliver the same outputs after the project ends and
that countries that already have Audience
Development courses might not decide to use the
model of ADESTE.

At the end, to remember the role of the two International Partners (the Indian and the
American partners) who reported a good opinion about the project.
For the future, both organisations could cooperate with the ADESTE partnership and
welcome the opportunity to serve as advisors or consultants on the project for further
collaborations and activities.
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5 Conclusions and recommendations
The rationale of the project is strong, relevant and coherent with countries and sector
needs and with the identified priorities.
The efficiency of the project management can be considered good. The activities respect
the schedule and the expected output have been delivered on time.
The effectiveness can be considered good, in terms of delivering the planned outputs
and their effect. In particularly the ambitious aim of defining an AD professional profile
produced a general good degree of satisfaction among Partners, Experts and
Participants. However, some difficulties emerged due to the complexity of the project.
The main impact of this project can be observed in the participants and their
organization of origin: a) effective capacity building on Audience Development for
trainees and the identification of a common professional profile, that can be used to a
large extent by participants in their daily work; b) the Partners shared a strong
perspective being this a unique platform and opportunity for further development: a
potential to be ground breaking and innovative, especially in Spain, Italy and Poland.
The sustainability of the project seems potentially good, both in terms of scaling up the
experience and knowledge gained in the trainings and in terms of strengthening
collaborations among Partners and networking within Europe and internationally.
Herewith are summarized the main recommendations for the next future:
•

•

Will be important to increase and strengthen new and further interventions in
the area of Audience Development as one the key elements of developing and
reinforcing the cultural sector within Europe;
Will be essential to enhance the good cooperation established among the
Partnership not only for further Audience Development actions but more in
general to build up and scale up effective networking actions in the area of art
and cultural development within Europe and beyond (“The Audience Developer
should be a network oriented cultural project manager, able to undertake
Audience Development initiatives in a practical way, without losing the global
perspective”).
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About ADESTE:
Bringing in new audiences and retaining loyal followers is crucial for the
health and sustainability of the cultural sector. With the complexity of such a
challenge how can Europe support cultural managers and practitioners
responsible for attracting audience development? What are the skills and
attributes these “audience developers” need to successfully expand their
institution’s reach? How can they implement audience development policies
while keeping their current cultural consumers loyal and happy? How can
“audience developer” skills, attributes and best practice be adapted and
transferred to different cultural sectors and countries in Europe?
These are some of the questions explored by the ADESTE (Audience
DEveloper: Skills and Training in Europe) project. Running over the course of
30-months (01/11/2013-30/04/2016) this project, funded by the European
Union’s Lifelong Learning Programme, Leonardo Da Vinci - Development of
Innovation - aims to support cultural organisations and practitioners in having
a greater impact on access to culture and cultural participation.

www.adesteproject.eu
adeste@fitzcarraldo.it
+39 011 5683365

