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“Museums trying to show a
model of the world have become
a model of the world themselves,
which makes them a good model
to examine its changes”

Virgil Widrich, 2018

The relevance of the work and contributions of
the NEMO Working Group Digital Transformation
is closely linked to the impact of globalisation and
technological progress in the museal field. This
relationship has been described as a conflicting
love-hate dynamic between the digital sphere and
museums, or as the paradox of the commercialisa-
tion of digital innovation juxtaposed with traditional
museum practices.

This apparent contradiction is increasingly
being resolved. As permanent institutions,
museums research, collect, interpret and convey
the tangible and intangible cultural and natural
heritage of humanity, preserving it for future
generations. The foundation and unique charac-
teristic of museums still remain in their collections.
Nevertheless, the inevitable digital influx, both
institutionally and functionally, has opened up
many opportunities. The Covid-19 pandemic has
accelerated the process of creating a rich digital
museum landscape that offers many alternative
access points to museum content and provides
opportunities for interaction, inspiration,
knowledge transfer and research.

With their content and
offerings, museums respond to
a changing society that is
becoming more dynamic,
complex, diverse, connected
and digital. Through their work,
museums create a reliable basis
for engaging with socially
relevant questions and serve
as forums for societal
discourse. They are expanding
their offerings and activities
into the digital realm and are
navigating profound and rapid developments
in cyberspace, the emergence of new types -
born-digital heritage — and the rapid advancement
of Al and digital technologies.

How can museums address these growing
challenges while also leveraging the expanding
opportunities? How can they adequately preserve,
research and communicate tangible and intangible
cultural and natural heritage in the digital age? And
how can this work be reflected upon, measured
and evaluated? What do success metrics look
like, and how can museums respond to the per-
spectives and needs of visitors and the public?
An increasingly important role is played, above all,
by the perspectives and needs of visitors and
audiences. This includes the involvement of society
in museum and collection work, opportunities for
participation, the exchange of needs and interests,
and a conscious consideration of the visitor’s per-
spective — a long-term but necessary
process. One way to approach this effort is
through visitor research/studies. Observe, listen,
measure and learn: these methods are open to
all museums.

The question of how approaches to visitor
studies can be shaped in the digital age was ad-
dressed in a report by the Working Group Digital
Transformation in collaboration with the Italian
cultural management consultancy BAM! Strate-
gie Culturali. Published in 2023, "Audience Meas-
urement in the digital era” presents a theoretical
framework and a wide range of issues and topics
relevant to audience measurement — topics such
as data management, data-driven strategies, on-
line-offline engagement, metrics, Key Performance
Indicators (KPIs) and behavioural analysis.

In this paper, we focus initially on one of those
dimensions, namely the integrated online-offline
audience measurement approach. We also list
eight sparkling cases of museums from different
EU countries that are implementing and using an
integrated measurement approach in order to
evaluate projects undertaken and better under-
stand their audiences. This includes understanding
what drives individuals to engage online and how
an online presence can (or does not) interfere with
in-person visits. To inspire further innovation in the
museum sector, our paper contains information
about new types of audience segmentations, KPIs
and specific data categories, along with contact
details for project leaders and researchers to facili-
tate networking and sharing of experience. Also in-
cluded is an extensive literature overview for those
interested in further reading related to audience
measurement research.

The aim of the Working Group Digital
Transformation has always been to support our
members in fully leveraging the potential of digital
advancements while sharing and addressing the
challenges that these new practices bring.

The goal of this publication is to inspire museum
professionals and representatives of the museum
sector to explore an integrated approach to
online-offline audience measurement.

Finally, we would like to express our sincere
appreciation and warmest thanks to all those
involved in the preparation of this paper.

Sylvia Willkomm — Director of the German
Museums Association, and leader of the Working
Group Digital Transformation

Mareen MaafB - coordinator of the Working
Group Digital Transformation

Elina Vikmane — board member at the Latvian
Museums Association, and a member of the
Working Group Digital Transformation
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A recent study conducted by NEMO showed
that, during the pandemic, 93 per cent of respond-
Ing museums increased or started online services,
more than 75 per cent increased or started social
media and 53 per cent increased or started cre-
ating video content."” However, this did not neces-
sarily translate into digital audience measurement
(DAM), as almost 40 per cent responded that they
either did not track or did not know their online
visitor numbers.? In its 2023 report “Audience
Measurement in the digital era’, NEMO highlighted
five museum-specific challenges within DAM:

1. Substantial aspects: uncovering digital
audience motivations, needs, decision-
making and expectations. This includes
understanding the drivers, needs and
motivations of digital visitors, how online
visits can translate into physical visits, and the
importance of catering to the distinct needs
of various audiences, such as students and
researchers, whose visits may be entirely
digital.

2. Strategy: implementing a comprehensive
approach. This includes understanding how to
think about the digital and physical aspects of
a museum as a more holistic ecosystem. This
will enable it to address different audience
behaviours and get more value from currently
underutilised digital offerings so as to attract
new and diverse audiences.

3. Digital audiences: how to count them and
how to make them count? This includes un-
derstanding how to quantify digital audiences
iIn a consistent manner across the sector, how
to define what a digital audience is, and how
to determine if and how digital and physical
visits complement each other.

4. Dataand metrics: is it possible to set
standards? This includes the challenges of
developing standardised practices across the
sector that are meaningful, comparable and go
beyond the simple ability to count visitors.

5. Tools and methodologies: the need for
consistencies. This includes the lack of con-
sistent benchmarking across tools such as
Customer Relationship Manager (CRM), as well
as the challenge of combining insights from
online and offline audiences.®

While these five challenges are all significant
and worth investigation, this paper focuses on
addressing the challenges surrounding areas 1, 2
and 3 of the above. It will explore how to imple-
ment a comprehensive approach that measures
digital and physical museums more holistically. It is
further intended to inspire museums to implement
their own DAM methods into ongoing measurement
practices in the future.

This paper also aims to investigate how
museums approach DAM (and how they have
approached it in the past), highlight present-day
examples of museum audience measurement,
and define opportunities for the future of DAM in
European museums.

This paper has three main objectives:

1. To bring a deeper understanding of the needs,
motivations, decision-making processes and
expectations of digital audiences.

2. Tolay out a systematic approach to measuring
digital and physical audiences that museums
and cultural institutions can use to develop
their own meaningful research practices.

3. To provide more detailed methodological
information from good practice examples of
museums in different EU countries that imple-
ment and use the joint measurement of digital
and physical audiences in meaningful ways.

This paper was developed in three phases in order
to examine the foundation of DAM in the European
museum context, and to lay out the value in
measuring digital audiences while exploring the
challenges faced in DAM.

The first phase included a literature review,
focusing on studies conducted within a European
context.

The second phase comprised a series of in-
terviews to find eight examples from the field that
examine the current DAM practices in European
museums. The examples cover a range of different
museum sizes, different regions in the EU and
different approaches to DAM. This was achieved
by interviewing practitioners within EU museumes,
SO as to better understand the pros, cons and
challenges their institutions face, as well as those
within a wider EU context.

The third phase was to provide a workable
roadmap for museums of all sizes to help them to
plan and integrate DAM into their operational and
knowledge practices.
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One of the obvious and key reasons museums
exist is to provide public access to cultural
heritage. It is just as crucial that they offer diverse
and inclusive access and respond to the needs of
visitors. Audience measurement practices continue
to reflect the importance of tracking onsite visitor
numbers as a key reporting metric today.

It seems equally obvious, and common sense,
that visitors have a variety of motivations for
visiting a museum. These include the desire to
learn something new, curiosity about what a mu-
seum has to offer, to see pre-identified exhibits or
a wish to be entertained.* These motivations have
an effect on visitor behaviour and must be taken
into account in order to deliver meaningful
access to cultural heritage. Many museums have
developed ways to monitor the motivations behind
onsite visits through qualitative data collection
methodologies. But when exploring these motiv-
ations, it is important to realise that in an age
where digital audiences have growing expect-
ations, visitors increasingly expect their needs to
be met by both physical and online spaces —to the
point where museums may actually be losing visits
because not enough attention is paid to their
digital properties and the visitor journey that spans
both online and offline spaces.

It has therefore become imperative for profes-
sionals and researchers to develop research
and evaluation methods that consider the visitor
experience as a unified whole, rather than think
about visitor experiences as distinct digital and
physical visits.

Digital audience measurement (DAM) is not a
unique proposition for museums. In fact, across

corporations, charities and almost every type of
organisation, digital audiences have played a cru-
cial role in their product development, commerce
and marketing practices. Consequently, the motiv-
ations and behaviours of digital audiences have
been topics of research for decades, and a great
deal of knowledge about digital audiences and
how to measure them can be applied to arts and
cultural organisations. These range from works
creating models for e-retailers to provide effec-
tive online experiences for customers, to detailed
analysis of behavioural changes the Covid-19 pan-
demic has had on online consumer behaviour in EU
countries. Covid-19 brought a swift spotlight to the
value of digital platforms, as museum doors were
closed (sometimes for the first time in decades)
and visitor engagement was limited to pre-
existing online platforms. In her newly published
article, Polina Nikolaou, a researcher at the Bank
of Cyprus Cultural Foundation, writes:

Museums responded quickly to the dire situation
brought by the pandemic by using different digital
media and formats (such as websites and social
media) — and not groundbreaking technologies — to
deliver their services and reach their audiences. [...]
Through the creation of this new digital content,
museums also experimented with “hybrid” ap-
proaches by blending digital and physical ex-
periences of their collections, events, and tours in
the form of downloadable activities, calling for
audiences to be creative at home and on behind-
the-scenes tours.”

The above-mentioned NEMO study showed
that while 93 per cent of the museums who re-
sponded had increased or started online services,
/5 per cent had increased or started social

media, and 53 per cent had increased or begun
to create video content during the pandemic,®
this did not necessarily translate into digital audi-
ence measurement, given that almost 40 per cent
said they either did not track or did not know their
online visitor numbers.” Chiara Zuanni, an Associ-
ate Professor in Digital Humanities (with a focus on
museology), at the University of Graz, Austria, has
pointed out that this continues to be a main
challenge for museums to address in the future,
as the gathering of digital audience information is
critical in developing successful solutions to digital
engagement.®

Furthermore, the digital transformations that
took place at museums during Covid-19 drew
attention to the discrepancies in digital maturity
and resilience across the museum sector.
Nikolaou elaborates on this in her article:

Museums with prior digital infrastructure and
strategy were in a more advantageous position to
deal with the effects of the pandemic than less
digitally mature museums. This brought to the fore
persisting problems in the digital transformation of
museums, including the ‘digital divide' in terms
of inequality and access to digital infrastructure
among visitors and museums alike, differences in
revenue streams and in digital capacity, as well as
the need for museums to adapt to the new paradigm
of digital-only visits. As Ross Parry and Vince
Dziekan argue,® this was the moment that showed
"how critical the integration of ‘digital’ is to the
future of the museum”."®

While Covid-19 was the catalyst for many
digital transformation projects within the museum
sector, it also increased the divide between

museums with established digital adoption models
and those earlier on the adoption scale. With key
changes in audience behaviour and the increased
digital expectations of visitors as a result of the
digitisation of museums during lockdowns, it has
become more critical than ever for museums

to understand and cater to digital audience
behaviour, needs and motivations: This will help
museums to stay relevant for their visitors, while
prioritising any digital spending wisely and
effectively.
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The benefits of measuring

As digital practices continue to become
more mainstream, visitor behaviour and expect-
ations continue to shift, causing digital means
and opportunities to become more and more
critical to the museum’s practices. And while for
many museums this can feel like an unnecessary
strain on already limited resources, there are
many opportunities that focused planning and
development for digital audiences can provide.
Beyond understanding the wider visitor journey
across online and onsite spaces, there are also
significant opportunities for museums in under-
standing and measuring digital audiences.

In their 2022 paper “Data-driven arts and
cultural organizations: opportunity or chimera?”,
Massimiliano Nuccio and Enrico Bertacchini
investigate the pace of adoption of data-driven
innovation in arts and cultural organisations.

They highlight ways that digital audience data
can affect different areas of innovation within the
cultural sector, such as the use of Al to develop
machine-generated cultural products and services.
They further elaborate on a model initially created
by Hasan Bakhshi and David Throsby (2012)

to emphasise the benefit to arts and cultural
organisations (ACOs) of measuring digital
audiences. This model breaks it down into three
categories where data analytics and digital
audience data can be relevant to ACOs:

digital audiences

Stakeholders Customers
founders, partners, visitors, users,
sponsors, policy makers tourists

Innovation in public and Innovation in

private value creation audience relationship

Arts and Cultural
Organisations

Business
Model
Innovation

Impact of
Data Analytics

Innovation in content
and meanings creation

Content producers
artists, curators, directors

Figure 1: The effects of data analytics innovation on arts and
cultural organisations management and operations.

Source: Personal elaboration on Bakhshi and Throsby (2012).

In the model developed by Nuccio and
Bertacchini in 2021, they articulate that digital
innovation can:

1. help to produce benefits in audience outreach
by enhancing the relationship with customers

2. develop new forms of value creation for the
organisation and its stakeholders.

They state that digital innovation and corres-
ponding data analytics allow arts and cultural
institutions “to design new business models and
shift away from the traditional but insufficient
sources of revenues based on ticketing and do-
nations, which has often been proved not finan-
cially viable for many museums and theatres”"
They highlight the flexibility and creativity available
through digital means to help revolutionise not just
the visitor experience, but also the business models
within museums themselves. Careful study of
visitor behaviour to develop new business models,
as well as measurement and monitoring of newly
Implemented business models, will help museums
to create and optimise new revenue streams in an
efficient and iterative way.

While an understanding of digital audiences
can lead to more creative and effective business
models for museums, understanding and planning
for digital audiences as part of the wider ecosys-
tem can provide unigue opportunities in audience
reach and impact. In a paper published in 2022,
Lorenz Pollmann outlines three key opportunities
where museums can create greater impact when
planning and developing for digital audiences:

1. expanding potential onsite audiences and
engaging with audiences who could not
otherwise engage with a museum (potentially
worldwide reach)

2. reducing access barriers through individu-
alisation, where digital technologies enable
online visitors to personalise their experience
in a way that is accessible to them

3. providing greater potential for interaction
between the museum and audiences, as well
as shifting from passive to more active
engagement through participatory practices
and user-generated content.'?

Through digital audience research, museums
can better understand exactly who their potential
audiences are and where their potential reach
lies —and thus imagine ways to engage with these
audiences in more meaningful ways. One such
example, based on knowing where digital
audiences live, could be to determine what
languages are most relevant when it comes to
creating content.

As Pollmann points out, digital technologies
can also create many opportunities to provide a
more accessible and inclusionary experience (both
online and onsite). DAM is one way to identify
access needs for current and potential audiences,
or to test new inclusionary products, content or
experiences. For example, understanding onsite
access needs for large archaeological sites would
enable potential onsite visitors to plan their visits
in advance in order to access seating when they
need it. Digital audience research could help to
identify how to develop the digital content
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necessary to support these access requirements.
This process would make digital content meaning-
ful and successful (if designed and tested in
advance) and would cater to the widest possible
audience.

Finally, with online platforms providing greater
potential for interaction between audiences and
museums, DAM can play a large role in identifying
and developing ways for active engagement with
digital audiences. Examples of this could include
social media engagement (such as comments
and direct conversations with digital audiences
inspired by museum-generated content), forums
and critical conversations or responses to museum
artefacts or programmes via owned or associated
web platforms. Understanding how audiences
engage with other museums and organisations
digitally, and also identifying ways a museum can
engage with audiences more actively via digital
platforms, can help to develop a strategy that
results in meaningful impact and extended reach
with current and potential audiences.

What we begin to see is that the measurement
of online and onsite audiences together can play a
role not just in gaining a better understanding
of a museum’s full audience reach and visitor
behaviour, but also in starting to shift the way
museums plan and deliver their programming,
education and development practices, so as to
create wider reach and greater impact in general.

The Covid-19 era —in which many museums
closed their doors for extended periods of time
and moved to digital-only models — and the
subsequent reopening and return to “normalcy”
proved that digital activities were not a threat to
onsite audience engagement. In fact, it has since
become clear how each type of visit (whether
onsite or online) can lead to different —and often
complementary — experiences. The ability not only
to plan for and deliver both online and onsite ex-
periences, but also to measure them holistically
can help to uncover the greater impact these
combined activities are able to create.

Defining digital audiences

To measure digital audiences holistically, we
must first clarify who a digital visitor is and what
the relationship is with onsite visits. It's important to
recognise that digital and online visitors should not

be addressed only as separate entities. Online visits
can be — but are not exclusively - linked to onsite
visits. Within this context, a digital audience frame-
work for a museum may look something like this:

s )
Digital Visitor Ecosystem
: Digital products
Third-party or Ssingponsite
national digitised technology
lbraries and criv (kiosks, AR, VR,
. 9 and interactives)
Digital A omai
products using
visitor i ‘
technology Onsite and online visits
External . (app, AR, VR)
third-party Museum-owned
websites and websites and
platforms (such platforms
as tripadvisor) . o
: Onsite visits
Owned social
media
platform
Online-only visits Onsite-only visits
Digital visits
_ J

Figure 2: Digital Visitor Ecosystem

Source: Personal elaboration on Bakhshi and Throsby (2012).

Digital audiences can include people
visiting a website or an owned web-based plat-
form, those following or engaging with owned
social media platforms, or those interacting with

digital products such as apps, augmented
reality (AR) or virtual reality (VR) platforms, or
other digital products available outside the
physical museum.

10
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Digital audiences may also include:

- people who visit only digital platforms
(online-only visitors)

« people who visit both online and onsite
properties

- and finally, people who perhaps visit only
physical sites but interact with digital products
and online content while there (such as kiosks,
AR, VR or interactive technologies).

An important distinction is to be made here
between visitors and visits.

- Avisitis a single visit to a digital platform or
physical site. This can be a visit to an owned
website or to a physical museum location.

A single visit may often include interacting or
visiting multiple platforms, but the current data
collection technologies often make it difficult to
measure a visit across multiple platforms.

That is why museums often prefer to count
audiences by measuring visits individually by
platform.

« A visitor can make many visits across many
different platforms (online or onsite), and the
visits can vary. Understanding the full visitor
experience across all owned and non-owned
platforms can be difficult. A visitor may, for
example, visit a museum-owned website, a
nationally digitised collection on a third-party
national website, and an onsite museum. This
IS where visitor journey mapping can be im-
portant. Visitor journey mapping — a deliverable
that is usually the outcome of a research study-—

articulates a typical journey a visitor may take
across both digital and physical spaces.
Visitor journey mapping exercises often also
highlight needs and opportunities to make the
overall visitor experience more cohesive, and
easier for visitors to do what they wish to do.

Another model that investigates how to break
down and measure audiences was proposed in
2014 by Pille Runnel, Krista Lepik and Pille
Pruulmann-Vengerfeldt of the Estonian National
Museum. In an article published as part of a wider
collection of studies called Democratising the
Museum, they identified the following five key
stages of engagement people can have with
museums. Their model sets out from a place of
engagement and participation:

1. Public — everyone out there with the potential
of becoming, being interested in or connected
with the museum

2. Audiences - those with some online or offline
connection to the museum, in the sphere of
receiving messages from the museum

3. Visitors — those who actually come to the
museum, whether onsite or online

4. Users - people whose engagement with the
museum goes beyond visiting and viewing.
This presupposes either the use of the mu-
seum’s resources or taking part in its activities

5. Participants — people who by invitation or
through their own agenda contribute to the
museum by changing the power relations in
some way."®

Within this model, access to the museum,
whether onsite or onling, is conflated, and it is
the level of engagement that differentiates the
different types. They further elaborate on the
relevance of this notion by stating that “the
concept of ‘visitors’ is in many ways problematic,
as it traditionally denotes the people who enter
the museum to pay it a visit. However, today, it is
becoming harder and harder to distinguish when
a visit starts or ends as a lot of prior engagement
with the museum takes place in online spaces
and often the visiting experience itself is carried
across the museum doors to the digital realm,
either as a single visit to the museum’s web page
or to form some kind of more permanent relation-
ship with the museum.”™®

In this way, Runnel, Lepik and Pruulmann-
Vengerfeldt make clear that one cannot accurately
understand an onsite visitor without recognising
that an onsite visitor’s experience often takes
place online as well. They show that a “visit” may
last days or weeks as audiences look for informa-
tion about a museum before they visit, go onsite to
visit, and possibly engage digitally with the museum
after an onsite visit to learn more, plan a repeat
visit or even share information with others. Today,
creating digital visitor journeys are a
common part of DAM.

One good example comes from the Museo
Nacional Thyssen-Bornemisza in Spain, which
completed a visitor journey mapping exercise in
2019 as part of a larger strategic exercise at the
museum. Elena Villaespesa and Ana Alvarez
point out that “Digital innovation was considered
an opportunity for strategic positioning and for
content-generation, and required an action plan

to renew the online presence of the museum in
accordance with the overall strategy, including
websites, apps and other digital devices. A digital
plan was launched in 2014 to bring a digital trans-
formation to the organisation. The websites of the
museum, education program, online shop, and
ticketing were redesigned with a user-oriented and
responsive vision. Other action lines were devel-
oped, such as a program of apps and digital pub-
lications, digital advertising, business intelligence
and reporting, and the foundations of a Customer
Relationship Manager (CRM) system.”’®

Using existing visitor segments developed in 201/,
the staff chose four segments and two scenarios
(visiting the permanent collection and visiting a
temporary exhibition) for which to develop visitor
journey maps. They focused on mapping the
needs, touchpoints, expectations and actions
before, during and after a visit — and included ac-
tivities in each stage, such as finding information
about the location of the museum, buying tickets,
figuring out what to see, looking at the art, going
to the store and to the cafe, or sharing photos
taken on social media.

1
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Throughout the journey, they identified pain
points that the museum could improve and also
opportunities for it to provide more relevant infor-
mation or added value services. As a result of this
process, Villaespesa and Alvarez conclude that
“the digital products and services offered during
the visit cover the goals of various departments at
the same time, and therefore, decisions need to
be made to shed light on how these are the best
options to serve the visitor. As an example that
has been highly studied, the website is used in all
stages of the visit (Marty 2007) to fulfil a range of
visitor needs, from purchasing a ticket to finding
more information about an artwork. The digital
offer in museums continues to increase multiple
functions: learning, marketing, publishing,
curatorial, etc. Digital transformation is taking
place in museums (Pryor 2016; Stack 2013), be-
coming a catalyst for change and visitor-centred
focus.”1®

And finally, as visitor behaviours and expect-
ations continue to shift, so, too, must a museum’s
dedication to the research and measurement re-

quired to understand the different behaviours and
motivations more holistically, in order to remain
relevant, show impact and measure success for
the organisation. Susan Anderson, an Associate
Professor of Museum Studies at George Washington
University (US), maps out the importance of
looking at audiences holistically and meaningfully
in “Visitor and audience research in museums”
from The Routledge Handbook of Museums, Media
and Communication (2019). She stresses that
looking at simple visitor figures or followers in
isolation can no longer be used as the only metrics
for museum success.

Mere numbers through the door, or clicks on a
social media post, can fail to paint a full or accurate
picture of an institution’s impact, so research that
can speak to the institution’s influence has become
increasingly sought after. As such, the museum’s
audience and its conceptualization have irrevocably
become linked to questions of impact and success.
Mapping and measuring the audience — with
traditional as well as innovative qualitative and
quantitative methods — matters, because it acts to
justify the museum’s ongoing existence and why
it needs support and funding. It has also become
seen as a crucial factor in reconceptualising the
institution as a participatory and democratic institu-
tion that positively impacts its community."”

The model of the Digital Visitor Ecosystem
provided earlier in this paper illustrates the
value in using levels of engagement as a
model (such as the one provided by
Runnel, Lepik and Pruulmann-Vengerfeldt)

rather than simply measuring audiences
by the platform on which they have en-
gaged with the museum. Engagement

models that identify and understand visits across
both onsite and online spaces can ultimately help
museums to better prioritise and make data-driven
decisions regarding the development of onsite
and online experiences in order to create more
meaningful impact and increase revenue
opportunities.

Ultimately, digital visitors matter both on their
own —as a community of potential audiences —and
as part of the larger audience ecosystem, where
a museum’s impact and success can be measured
across both onsite and online museum
experiences.

12
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How museums currently

measure online and onsite

audiences holistically

As this paper has already established,
museums face the unique challenge of assessing
distinct types of visits that are not necessarily
transactional but can still be considered success-
ful if measured by factors such as engagement,
iImpact and educational goals. To evaluate and
measure these factors, it is important that
museums be able to understand the holistic
ecosystem across digital and analogue visits.

There is often a strong history of onsite
audience measurement beyond simply counting
museum visitors. Museums are often able to
understand onsite audience behaviours and
motivations to varying degrees through regular
audience measurement and monitoring. This
has historically been measured via qualitative
methodologies, with museum professionals
relying solely on interviews and observations to
better understand the motivations and
behaviours of their visitors.

In volume 2 of the annual strategic briefing
Future Art Ecosystems — conducted with more
than 50 practitioners and organisations across
art, film, gaming, technology and wider cultural

industries — the authors argue that the historical
methodological approach has hindered the
inclusion of digital audiences as part of museum
thinking, but also point out that it need not be
costly and difficult to change. The authors write
that audience measurement tools and processes
“can and should be engaged positively and
actively as productive organisational tools” and
that “updating this kind of approach does not
entail a technocratic turn — decentralised practices
may, in part, be the most productive and apposite
for developing new cultural metrics for the 21st
century.”’® One such example is from the Museo
della Ceramica di Savona in ltaly, which built an
audience measurement process into its strategy
from the ground up. You can read more about
this in the example from the field entitled, “An
Audience-Led Approach for Small Museums” It
supports the view that creative methodologies
and decentralised practices can make DAM pos-
sible even with a small staff or limited resources.

One of the key ways museums have been able
to measure digital and analogue visits holistically
is by bringing DAM into the planning process.
By developing a measurement strategy in the

planning phases, staff can make sure data
collection processes are in place, and that
measurement is meaningful and reflects the
performance and impact of the experience. One
example could be the Limburgs Museum in the
Netherlands, which embeds the engagement
models of Contributory, Collaborative,
Co-Creative and Hosted, as defined by

Nina Simon in her book The Participatory Museum,
within its planning process to make sure that its
programmes are user-centric and impactful. This
engagement model spans digital and onsite
experiences and helps the team to develop plans
to measure their audiences holistically." You can
read more about how the Limburgs Museum is
building DAM into its planning processes in the
example from the field entitled “Measurement
across the Digital Ecosystem”.

While this paper has established that it is
important to think about audiences holistically
across online and onsite experiences, it is also
important to recognise that the way digital
audiences can be measured differs significantly
from the methods traditionally practised for
onsite audience measurement. Given the nature
of digital products, one of the benefits of DAM
Is that much more quantitative data is available
than ever before, such as analytics and usage
data. The accessibility of quantitative digital
audience data means that museum professionals
can find out more about their digital visitors with
much less time and effort invested than is often
required for onsite visitors. This does not replace
the value that museums have historically
obtained through qualitative methodologies.
Instead, it means that museums can begin to
better understand audience motivations and
behaviours through a combined analytical and
methodological approach. How museums can
explore quantitative data will be explored in depth
later in this paper.
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How to measure
digital audiences




Connected journeys: Holistic audience measurement in the age of digital

As this paper has now established, under-
standing digital and physical audiences holis-
tically is crucial to building meaningful and
impactful visitor experiences. But what does
measuring digital audiences look like, and what
are the considerations when approaching it?
First of all, it is vital to consider the com-
prehensive digital ecosystem when devising a

strategy for digital audience measurement
(DAM). However, distinct approaches are often
necessary for an analysis of website audiences,
social media audiences, and users of digital
products. This next section of the paper breaks
down the key considerations and provides
examples of how museums measure these
various categories.

Measuring website visitors

With free tools such as Google Analytics (and
free training), measuring websites has become
relatively accessible at a basic level. Many
museums already report on metrics such as
total visitors, new versus repeat visits and dwell
times as part of their regular reporting practices.
There is also the consensus that digital audi-
ences have certain tasks they wish to
accomplish on a museum website, namely:
planning a visit, purchasing a ticket of admission
(if relevant) and finding out more information
about the collection. And while museum web-
sites do sometimes drive sales (such as tickets
for admission or online gift shops), it is important
to note that museum websites require a much
more nuanced understanding of the motivations
of their digital visitors.

Organisations such as Tate (United Kingdom)
have studied what really attracts website visitors
and found a variety of motivations. A research

study published in 2015 by John Stack, former
Head of Digital Transformation at Tate (UK), and
Elena Villaespesa, previously a Digital Analyst and
Research Fellow at Tate (UK), used a combination
of quantitative methods (such as Google Analyt-
ics, heatmaps and online surveys) to investigate
digital audience motivations as part of their larger
website redesign project. To make audience-
driven strategic decisions about the design of the
digital audience journey, they created a segmen-
tation model that captured the various behaviours
and motivations of their digital audiences.
According to Stack and Villaespesa:

Our research showed that motivation was a
key variable that influenced the needs, expec-
tations, and behaviour of users, and we found
a varied range of motivations in visiting Tate's
website. While most of the users come for intel-
lectual purposes, this actually encompasses a
range of learning and research objectives,

educational levels, and habits. The second
largest group of visits are those related to visit
planning — users checking what's on and practi-
cal information such as opening times, location,
or building facilities. In a lower percentage of
visit modes, we can find visitors seeking inspi-
ration or looking for a more aesthetic and emo-
tional experience — browsing through images
and other art visual content. Other motivations
to visit the website include users searching for
art news or looking for organisational informa-
tion about Tate.?°

Furthermore, they found that approximately
half of the visits to the website were related to an
in-person gallery visit, with 38 per cent planning
their visit in advance, 1 per cent using the website
to enhance their visit while onsite and 8 per cent
following up on information after their visit.?' The
full segmentation model from this research

Is currently published on this Tate website:
https://www.tate.org.uk/documents/965/tate_col-

lectives_audience_research_report.pdf.

While their study uses a variety of research
methodologies and detailed analysis, it allowed
them not only to design for real visitor journeys,
but also to develop an ongoing measurement
system that required only analytics to understand
how audience behaviours fit into wider research.
This initial piece of research paved the way for a
more efficient and easier ongoing measurement
and monitoring system that they could continue
to use for years. This approach can be effective
across museums of all sizes, as demonstrated
by the example from the field entitled “An Audi-
ence-Led Approach for Small Museums”, where
a team of four at the Museo della Ceramica di
Savona in ltaly implemented a similar segmen-
tation and then subseqguently built audience
monitoring from it.

Measuring social media

audiences

When thinking about whom to include in
defining digital audiences, there is a lack of con-
sensus across the sector on the relevance and
importance of social media audiences as part of
the larger digital ecosystem. A study conducted

by Alberto Romolini, Silvia Fissi and Elena Gori of
the University of Florence in 2020 looked at social
media engagement within museums in Italy. They
found that while there are many studies that show
the importance of social media in providing inter-
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activity, creative interaction and accessibility,
little has been published on the current use of
social media in museums as a tool for
engagement.??

The authors of the study analysed the so-
cial media habits of the “top 30 Italian museums”
based on visitor numbers and found that 28 of the
30 were active on social media (across a variety of
platforms), with total follower numbers averaging
around 50,000 for Facebook — much higher than
the international average for museums globally.?*
And while museums benefitted from the rapid
expansion in the use of social media, which raised
the popularity of these institutions, the study
found that there was still low activity from the mu-
seums themselves, leaving visitors with one-way
conversations and lower engagement overall.?*
The missed opportunity by museums — whether
driven by a shortage of resources or a lack of
social media audience measurement and audi-
ence-driven decision-making — meant that many
museums have been left with missed opportunities
for a more holistic visitor journey that could drive
Increased engagement, impact and revenue.

There are many examples across the sector
showing museums that have used social
media well, resulting in increased engagement and
reach for their platforms.

Elina Vikmane explores examples of this in
her 2023 doctoral degree, "Advancing Cybermu-
seology: Diffusion of Digital Innovation in Latvia’s
Museum Sector’. She describes how one museum
began to use social media as citizen science,
asking digital audiences to provide information on
local collections or locations. The museum found

the resulting increase in engagement so significant
that it decided to promote the collection as a place
where people “can come to the collection and get
information about [their] own houses” In her
dissertation, Vikmane also investigates the
success of some museums that use social media
platforms as a marketing tool or to promote events
within local communities.

This raises important questions about the
value of including social media audiences as part
of the wider measurement of digital audiences.
The value a museum derives from social media
audiences depends on its engagement strategy
and how it uses the platforms. While a highly
engaged audience can add significant value to a
museum’s overall visitor base, an audience that is
passive and unengaged may not be a meaningful
addition to the museum’s digital audience numbers.

Measuring digital products

Digital product measurement has often
been an avenue that facilitates digital audience
research for an organisation. While many evalu-
ations have been made of specific digital
products — such as the study of holographic
showcases conducted by Pagano A. et al.(2021)2°
and the study by V. Cesario et al. (2019) of digit-
al tours within the Natural History Museum in
Funchal, Portugal?® — there are fewer studies that

Figure 4: Multi-platform architecture of Spotlight Heritage Timisoara.27

NS J

look at the holistic ecosystem in which the digital
product exists. One such example is a study
about Spotlight Heritage Timisoara in Romania,
which looked at the effectiveness and usability

of a multi-platform, digital storytelling project.
The project included a website, a mobile app and
augmented reality (AR) available on visitors’ own
devices, and interactive touch tables onsite at the
National Museum of Banat, as seen below:

The project used a mixed methodological
approach for the multi-platform evaluation, which
included semi-structured interviews, observations,
usability think-aloud protocols, usability scales,

a survey, net promoter scores and product
reaction cards.?® This approach made it possible to
evaluate each product separately, but also to look
at the journey audiences took across platforms.
According to the study, users felt that the differ-
ence across platforms was small, and found the
experience of switching between platforms to be
seamless and unitary.?® Overall, this multi-method
approach helped to capture the effectiveness of
the holistic visitor journey and gain an understand-
ing of how all the individual elements performed
both separately and as a cohesive experience.
This type of methodological approach can enable
museums to show compounded impact across the
multifaceted offerings that museums provide for
Vvisit experiences.
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Using qualitative
and quantitative
methodologies to
understand holistic
audience experiences




Connected journeys: Holistic audience measurement in the age of digital

When measuring digital audiences, we have
two types of research methodologies available.
Quantitative research methodologies help us to
easily define what digital audiences are doing,
while qualitative research methodologies help
uncover why digital audiences do what they do.
Used in conjunction, these methodologies can
successfully help museum practitioners to under-

stand their online and onsite audiences holistically.

Susan Anderson, an Associate Professor of Muse-
um Studies at George Washington University, em-
phasises why there is value in using both types of
research methodologies: “It is important to consid-
er that although digital technologies can provide
insight into the actions people take whilst visiting
the museum or using its online resources, they
cannot necessarily provide insight into motivation,
feelings or learning whilst there. Traditional mech-
anisms for audience research such as interviews
and surveys remain important, even as new tech-
nologies [such as web analytics] offer opportuni-
ties for new insights (Jensen & Serensen, 2013).”30

This shows the importance of thinking about
mixed methodological approaches when under-
standing digital audiences. Furthermore, mixed
qualitative and quantitative methods can often
provide data more creatively and flexibly, with po-
tentially smaller data sets building on one another
to form a more cohesive picture of audiences’ be-
haviours and motivations. This combined approach
also means that data can be collected more regu-
larly, leading to better measurement and monitor-
ing practices, without having to spend lots of time
and resources on larger-scale, one-off research
studies. Additionally, while using multiple methods
for data collection may sound counterintuitive to
smaller organisations or teams with fewer resources,

using creative approaches more regularly can often
be a more efficient and cost-effective method and
help to solve issues around having only smaller
audiences or resources with which to conduct re-
search.

But how do quantitative and qualitative meth-
ods work together? Let’s take the example of un-
derstanding who onsite or online audiences are.
To start to understand the type of person who is
visiting and what their behaviours are, we have
access to quantitative data such as demographics
and web pages visited through website analytics,
as well as potentially Customer Relationship Man-
agement (CRM) data such as ticket sales. Howev-
er, one aspect of audience measurement that has
typically been the responsibility of more qualitative
research methodologies is understanding who is
visiting digital or physical sites. In looking at both
the quantitative and qualitative data, we can start
to paint a more detailed picture of who our online
or onsite audiences are.

However, the question of who is visiting is a
complex one, and the collection of digital analyt-
ics data around demographics is highly regulated
through policies such as General Data Protection
Regulation GDPR. As the question of who is visiting
has historically been a key audience measurement,
it is important to think about both the relevance
of demographic data in contemporary digital au-
dience measurement practices and the legal and
ethical collection of demographic and other per-
sonally identifiable information in conjunction with
quantifiable behavioural data.

There are many different audience questions
that can be answered via audience measurement

strategies — from understanding what their moti-
vations are, to how well they are able to complete
the tasks they are hoping to carry out, to what
they’'ve learned, to how satisfied they are, and
what impact they’ve experienced through their
interactions with the museum. There are equally
numerous ways to collect the type of information
needed to answer those questions. It is important
for museums to think about what metrics will best
help them to make audience-led decisions within
their organisation and to develop a measurement
strategy around the ability to collect the data nec-
essary within the resources available to the or-
ganisation. Creating a data collection strategy (as
discussed later in this paper) is one way to start to
answer these questions for the organisation.

The previous NEMO report, “Audience Meas-
urement in the digital era”, which this current pa-
per aims to build on,®' proposed dividing audience
measurement into three different categories:

 Measurement: a specific action of data acqui-
sition that involves the determination and de-
scription of a phenomenon or phenomena

» Monitoring: an ongoing process that involves
the continuous and systematic observation of
a phenomenon or phenomena

» Research/Study: the creation of new knowledge
and/or the use of existing knowledge in a new
and creative way to generate new concepts,
methodologies and understandings

So, which qualitative and quantitative method-
ologies can be used to support which types of dig-

ital audience measurement? While there are many
possibilities, this paper hopes to provide a starting
point for museums to investigate how they can in-
corporate digital audience measurement into their
practices. Please note that the different method-
ologies listed in the table below are not exclusive
to these types of research and can be used in var-
ious ways. They are simply indicative of the types
of methodologies most frequently used in these
types of measurement.
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Typical
qualitative
research
methods used
during these
phases

Typical
quantitative
research
methods

Typical
outputs

This table is not an exhaustive list of method-
ologies. It serves instead to inspire creative data
collection opportunities to better understand
onsite and online audiences separately and
holistically. In the next section, we aim to provide

examples of these three key areas of digital
audience measurement, in order to demonstrate
how some of these methodologies may be used
within the museum to gain more insight into its
audiences.

Area 1: Monitoring of
digital audiences

Digital audience monitoring is defined as an
ongoing process that involves the continual and
systematic observation of a phenomenon or phe-
nomena. This often includes ongoing monitoring of
identified metrics or Key Performance Indicators
(KPIs) for weekly, monthly, quarterly or yearly per-
formance. Another common example of digital
audience monitoring is the gathering and report-
ing of annual or quarterly statistics to government
bodies or museum associations.

What are the benefits
of digital audience
monitoring?

Monitoring digital audiences enables museums

to determine if their programmes, events or activ-
ities (online or onsite) have had an impact on digital

audiences. Changes up or down in certain metrics
can act as a starting point for further investigation
into what has worked or is not working as well.
Furthermore, monitoring is often passive and
doable with little effort —as many social media tools
are already available, and tools such as Google
Analytics have become ever easier 1o set up over
time.

Another area of use would be outside museums,
for example to study changes in the museum
sector for the purpose of scientific research or
even distribution of funds.

Metrics are often single numbers collected
directly through an analytics tool or data collection
technique (rather than created by a formula). They
frequently require little interpretation and should
be used to monitor the performance of something
over time.
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Typical metrics may include (but are not limited to):

« Website visits

« First-time/repeat visits on the website

- Website or page dwell time

- Number of social media followers/subscribers
- Impressions/reach on social posts

« Likes/comments/shares on social media posts
« Ticket sales

- Number of app downloads

« Attendance numbers

- Number of digital products

- Number of users of a digital product

« Number of seen (clicks) or downloaded
digitised museum objects

KPlIs are often formulas that use metrics to
understand how well the museum is meeting its
goals and targets.

KPIs may include (but are not limited to):
« Engagement rate on social media

- Uptake of a digital product while visiting onsite

- Number of visitors who participated in a
learning event (digital or in-person)

« Visitor satisfaction

- Engagement or attendance of specific target
audiences

Regularly monitored metrics and KPIs should
be used to make decisions on how well a product
or platform is performing, and should be examined
regularly for opportunities to iterate on the product
or approach.

Considerations

Digital audience monitoring is only as useful as
the metrics and KPIs originally set by the museum,
along with the museum’s use of the collected data
to make decisions. Collecting data just for the
sake of it but without any data interrogation can
negatively impact the staff, by making them feel
that they are doing useless work, or create missed
opportunities for the organisation to correct its
course if something goes wrong. Metrics and KPIs
should be chosen with consideration and —in or-
der to be effective — be clear in the way that each
number can impact a decision within the museum.

Example case studies
included in this report:

1. Perspective: An audience monitoring
dashboard for the whole museum (UK) — How
to build trust, buy-in and use of digital audi-
ence data within an organisation

2. An audience-led approach for small
museums (Italy) — An ongoing monitoring
system built into strategic decision-making
in @ small team

Area 2: Measurement of
digital audiences

Digital audience measurement (DAM) is de-
fined as a specific action of data acquisition that
involves the determination and description of a
phenomenon or phenomena. This includes smaller,
one-off projects of data gathering with the inten-
tion of answering a specific question or finding a
specific insight.

Some reasons why a museum might want to
do a DAM project:

- toinvestigate a change in a metric discovered
during monitoring, so as to understand why a
key metric or KPl has gone up or down

- to evaluate an event, product or exhibition that
has a limited time frame

- toiterate on a product (such as an audio guide
or website), in order to make small changes
that increase user-friendliness, revenue poten-
tial or overall satisfaction with the product

- to understand the impact a recent change has
made to a product

- to support the development of a new product,
strategy or plan.

Overall, these projects are often light-touch
and focused, and can be done without dedicated
research staff if the tools and processes are in
place to support it within the organisation.

The benefits of DAM

Projects to measure digital audiences often
focus on answering a specific question, making
them generally actionable and meaningful to the
organisation. Furthermore, light-touch and focused
projects can often be undertaken with limited re-
sources, staff or time. There are many digital tools
and software available to support DAM, with
a wide variety of methodologies to enable
potentially creative and flexible solutions.

Example case studies
included in this report:

1. Measurement across the digital ecosystem
(Netherlands) — Putting long-term audience
measurement goals into practice across online
and onsite museums and programmes, to build
a holistic picture of digital audiences
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2. Creative approaches to audience measure-
ment for small teams (Netherlands) —
Measuring audiences experiencing hybrid
online and onsite formats

3. Developing museum-wide research tools at
Klassik Stiftung Weimar (Germany) — Using
a mixed methodological approach (including
k:evatool, their purpose-built evaluation tool)
to survey digital and analogue audiences
together across digital and analogue products
and services.

Considerations

Digital audience measurement is something
that can be done with relatively few resources
and small amounts of time, if the tools and pro-
cesses are in place to do so. For example, having
approved and integrated survey tools within the
museum (such as the example from the field at
Klassik Stiftung Weimar) means staff can run their
own quick surveys related to their own products
and programming without relying on specialists to
do research for them. And while it is certainly pos-
sible to measure digital audiences as one-off pro-
jects, having these types of methodological tools
available to the organisation are critical in imple-
menting and democratising a DAM strategy that is
easy and effective — even with small teams.

Area 3: Conducting a

deep-dive research study

on digital audiences

A digital audience research study is defined as
the creation of new knowledge and/or the use of
existing knowledge in a new and creative way to
generate new concepts, methodologies and un-
derstandings. Research studies are often a piece
of work that is done as a unique project, or re-
freshed only every few years. They often take a
mixed-methodological approach, combining both
qualitative and quantitative methodologies in
order to understand both the what and the why of
the particular focus of the project. Organisations
may aim to do one or two large deep-dive re-
search studies a year, but their outputs are often
far-reaching and actionable.

Examples of digital audience research studies
can include:

- creating a digital audience segmentation
- digital visitor journey mapping

« research to develop a new digital product,
programme, event or exhibition

deep dive on digital audience needs and motiv-
ations to inform marketing, communications,
digital or audience strategies

development of digital user requirements or
stories to inform product development

large-scale usability testing on digital products
or webpsites.

What are the benefits of
digital audience research
studies?

A concentrated piece of research can go a
long way and remain relevant for years across a
variety of departments, projects and programmes.
Digital audience research studies can help to unite
an organisation around a particular audience,
leading to easier and more aligned data-driven
decision-making across the organisation. And
while these digital audience research projects can
sometimes be more involved, their outputs are
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often impactful, meaningful and relevant in a way
that smaller studies cannot deliver. Having deep
and meaningful insights into digital audiences can
be very successful in developing products capable
of bringing in additional revenue or increase overall
impact and learning outcomes for both online and
onsite audiences.

Example case studies
included in this report:

1. Developing combined online and onsite
Segmentation at the Neanderthal Museum
(Germany)

2. Developing audience-centric digital
products (Belgium) — A medium-size museum
with a lack of digital strategy doing audience
research to develop user-centric digital
products

3. Digital first: Developing an audio-guide-led
museum (Romania) — A small team developing
a digital-product-led experience.

Considerations

Large research studies often need to be de-
veloped and conducted by research professionals
or those with specific skill sets in digital audience
research. This can sometimes make them costly
or take longer periods of time to accomplish, and
they need to be planned in advance. Research
studies that could be useful in large development
projects should be incorporated into the planning
phases as early as possible — otherwise little time
is left to accomplish projects effectively and mean-
ingfully.

Smaller museums and organisations can still
conduct large research studies, especially if the
project itself becomes a collaboration with other
museums or data collecting organisations. There
is a lot of opportunity for overlapping insights to
be relevant and significant, and collaborations can
decrease the need for specialised skill sets within
particular organisations and also reduce the overall
cost of these types of projects.
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One of the best ways to begin implementing
digital audience measurement (DAM) is to identify
and create a data collection strategy for the orga-
nisation. Such strategies help to prioritise the data
required for a one-off project and the data needed
for ongoing measurement and monitoring.
Furthermore, data collection strategies help to
design the process for capturing and analysing
data, create ownership for audience measurement,
deliver a clear timeline to set up needed processes,
democratise access and encourage audience data-
driven decision-making within the organisation.

Data collection strategies can be as simple
or complicated as the available expertise and re-
sources allow. But deciding and documenting a
process for audience data collection is still an im-
portant step in any size team. From sophisticated
dashboards to simple monthly emails with three
key pieces of data, having a data collection DAM
strategy ensures that the organisation is utilising
the skills, resources and knowledge of the team in
the best way possible.

One key moment for identifying and designing
a data collection strategy may be during a larger
digital transformation project. Projects of this kind
have become increasingly prevalent in the mu-
seum sector over the last decade.®*? As museums
work on digitising their collections, complying with
data regulations and digitising staff processes,
more focus is being placed on technical and staff
infrastructure. This is also a pivotal moment for
organisations to incorporate thinking about DAM.
Connecting it to digital transformation projects
allows an organisation to set itself up for long-term
audience measurement, data-driven decision-
making and audience-led product development.

And while it is not imperative for a museum

to undergo a digital transformation to set up
DAM, it is a key moment in time that can lead to a
well-integrated audience measurement strategy.

A recent study assessed the level of digital
transformation in cultural institutions in Italy, iden-
tifying five dimensions that reflect digital readiness
within an organisation:

1. Strategy and investment: the ability of the
organisation to pursue a long-term digital
strategy while investing its resources in digital
transformation projects

2. Process: the extent to which internal pro-
cesses are digitised

3. Technology: the use of digital technologies,
data analysis practices and the presence of a
Wi-Fi connection available to the visitor

4. Customer: the ability of the organisation to
engage with the customer through the use of
digital channels of interaction before and after
a purchase happens

5. People: the presence of the appropriate digital
skills and capabilities of the staff.®?

This model can also provide a clear way to
determine the best data collection strategy for the
organisation. Building on this model, this paper
aims to lay out the main DAM considerations for
each aspect of a digital transformation project:

Dimensions of

digital readiness

Strategy and investment

Process

Technology

Customer

People

DAM considerations

Digital ecosystem data collection strategy
that brings together data across all digital
properties (website, social, digital products,
CRM, ticketing and sales data, onsite digital
interactives, etc.) as well as analogue
audience data

Dashboards and passive data collection and
cleaning practices that give staff access to
necessary audience data

Data analytics tools (such as Google Analytics,
social analytics), digital product usage data,
CRM systems, data warehouses or repositories,
front end data visualisation tools

Visitor journey mapping that identifies key
touchpoints and interventions between the
museum and the visitor across all digital
platforms and physical spaces

Skills in qualitative or quantitative research
methods, as well as staff with technical skills
to implement data collection, data cleaning
and storage, and data visualisation
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With DAM being a key consideration across all concurrently across other digital transformation
facets of digital transformation within museums, it strategies. When developing a data collection and
is important that digital audience data collection measurement strategy, there are a few key ques-
and measurement strategies be implemented tions this strategy should answer:

Strategy and investment

Process

Technology

Customer

People

What is the digital strategy for your
organisation? What data do you need to know about your audiences to
implement/measure the effectiveness of your digital strategy?

What audience data do you need to make decisions for your organisation?
What audience data do you need to report internally and externally?

How does onsite audience data and digital audience data collection and
measurement currently compare? What audience data do you currently
have access to? What audience data could you easily have access to?
What audience data requires specialised knowledge or skill to collect?

What does the digital ecosystem look like for the visitor?

How does it move across digital platforms and physical spaces?
What do you need to know about your audience as a one-off

(i.e., segmentation or audience deep dive)?

What do you need to know about your audience on an ongoing basis
(i.e., monitoring or iterative development)?

Where does the responsibility of data collection and management sit
within the organisation?
How does this change based on the size of the organisation?.

Answering the above questions will provide any organisation with the basis for a data collection
strategy for digital audience measurement.
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Sparkling cases
from European
museums
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Perspective: An audience

monitoring dashboard for
the whole museum

The National Gallery

« London, UK

» 2,600 paintings dating from the mid-13th
century to 1900

o 245 FTE staff

For more information:

Stefano Cattaneo

Senior Manager, Data & Insight team
stefano.cattaneo@nationalgallery.org.uk

Audience measurement category
Digital Audience Monitoring
Key achievement

The integration of onsite and online audience data
into daily decision-making practices across the
organisation

Project overview

In 2019, with the support of the Analytics Engines,
the National Gallery built a dashboard called
Perspective to monitor both onsite and online
audiences in as near real time as possible. The
dashboard was developed to be accessible to

all staff members and incorporated a variety of
manual and automated dated sources.

Overview of research methodology

Perspective was originally developed after it was
realised that because of silos in the organisation,
there was no easy and centralised way to under-
stand who was coming to the museum and what

they were doing. Furthermore, little was known
about digital audiences, and with some major
website redevelopment projects in the strategy,
the organisation wanted to better understand how
the online platforms could support both online
and onsite audiences.

The National Gallery hired Analytics Engines,
an agency specialising in developing data dash-
boards, to help them design and build a custom
dashboard that incorporated multiple audience
data sources. The Data & Insight team then
designed a dashboard based on data that
was most widely requested and used by
the organisation — such as onsite daily visits
overall and by exhibition, daily website visits,
and social media followers by platform — with
the goal of keeping them as simple and easy
to read as possible. Choosing to include only
the highest-level and broadest data meant
that the dashboard remained relevant for the
largest number of staff and helped all staff mem-
bers to develop data literacy, enabling decisions to
be made with the same (non-siloed) data.

To make the dashboard as meaningful and
actionable as possible, the Data & Insight team
ran a series of stakeholder workshops with
various relevant teams in order to understand
how data was collected and to co-create data
visualisations that would be accessible at a
glance for the wider organisation. This was then
passed to Analytics Engines, who worked to build
a data warehouse for existing data, bringing
various audience data sources (such as people
counters, survey data, CRM, website analytics,
social media analytics and manual attendance
numbers) into one place.

Each dashboard view was then rolled out slowly
across a series of workshops and trainings avail-
able to the entire organisation, the intention being
to help staff to learn to read the data and find the
data that was relevant and meaningful for their
work.

What it looks like today

Perspective has now grown to include views for
onsite visitor numbers, exhibition attendance,

“It's about making sure the
data quality in Perspective
Is top of the line.”

website audience data, social media audience
data, press tracking, rolling survey responses
from onsite visitors, and workshop and learning
attendance. These data visualisations are used

to report across the organisation — from weekly
reporting to board-level reports. Staff trust their
dashboard to show the correct audience data
figures and feel confident reporting them internally
and externally to government bodies and press.
Democratising access to onsite and online audi-
ence data has also meant that the Data & Insight
team have had to deal with fewer small data re-
quests, as staff become more confident in reading
basic data themselves. This has freed up time
that the team can now devote to more in-depth
measurement and research projects, enabling
them to deliver richer audience insights to the
organisation.
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Challenges

The biggest challenges have been to maintain
existing data connections (with tools like social
media analytics and Google Analytics), as major
updates on 3rd-party analytics platforms have
meant interruptions in data connections and APIs,
requiring further development time to repair. The
dashboards also need a front-end redesign from
time to time. The National Gallery recently redid
their segmentation as a larger research project,
with the result that the Data & Insight team had to
begin to completely rebuild the dashboards to re-
flect that new segmentation.

Next steps/opportunities

“Can you overlay the visitor and digital data?

Right now, we don't have an answer to that. One
of the things we are looking at is consumer journey
models of how digital feeds into them as a starting
point. This is still a big question mark at the
moment, but understanding the impact that it

has as a starting point in the journey is key.”

The Data & Insight team are continuing to de-
velop new and existing dashboards to meet the
needs of the various teams within the organisation
to a greater degree. As teams have become more
familiar with using the dashboards, they have

been able to better articulate and define their

own data needs, feeding into the development
process themselves. Their next dashboards will
start to investigate how to visualise the visitor
journey across both onsite and online spaces more
completely. The next step for Perspective is to
introduce a training module into the onboarding
process for new employees, so that every new
employee can be given logins and basic training
from day one.

Children from London and the south of England at the
National Gallery with the Keeper of Paintings app, which they
helped to create. The children from left to right: Suri Koh-Cork,

Holly Koh-Cork, Marnie Thompson, Charlie Monger, Edwin Lawson.

Photo: © Malcolm Park

Key takeaways

- Larger investment in data collection and
monitoring systems at the beginning can
lead to more efficient audience monitoring
over time.

« Developing dashboards that democratise
access to audience data can help to drive

organisational change towards implementing
more data-driven decision-making across the
entire organisation.

Keeping data simple and easy to understand
helps to create a “single source of truth” which
builds trust in the data among staff.
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An audience-led approach
for small museums

Museo della Ceramica
di Savona

> Savona, Italy
> Artworks from 1500 to the present day

> Owned by the Fondazione Museo della
Ceramica di Savona, a private non-profit
foundation

» 9 FTE + 3 part-time staff across four
museums

For more information:

Stella Cattaneo

Curator — Head of Flow Analysis
collezioni@museodellaceramica.savona.it

Audience measurement category
Research Study, Digital Audience Monitoring
Key achievement

Using audience data to make key onsite and online
programming decisions that increased onsite visit-
ation by 500 per cent within one year

Project overview

“When we started working in the museum two
years ago, the entire staff changed. So, it was
really important to better understand how the
museum was working. We began to imagine how
the museum should evolve in the next 10 years. We
started with workshops and focus groups internally
with BAM! in order to understand our audience and
map how closely they are related to our museum.
We felt it was important to develop different strat-
egies to reach different publics. So, we created a
list of things we have/offer (map of resources), and
our first step was to match the different publics to
our different resources.”

Working with BAM! Strategie Culturali, the team
at the Museo della Ceramica di Savona developed
a segmentation based on their existing audiences

in order to understand their existing and potential
audiences for onsite visitation and engagement.
They divided their regular, occasional and potential
audiences into seven clusters:

1. Educational (people who attend educational
programmes: families, schools, teachers, chil-
dren, adults)

2. Friends of the museum (volunteers, community
created with previous projects dedicated to
the development of audiences [Museum
Senior: www.museosenior.it], people who
are keen and regular visitors to the museum,
potential ambassadors)

3. Savona residents (people living in the munici-
pality of Savona, further segmented by inter-
ests and age)

4. Tourists (who land in Savona on a cruise, who
visit Savona for the sea, who travel on the
Ligurian Riviera, who own a second home on
the Riviera)

5. World of ceramics (artists, artisans, designers,
world of contemporary art, fashion, architec-
ture)

6. Companies (those that operate on our territory)

/. Teenagers (who attend high school and in
particular those who live in the historic centre
next to the museum)

This new segmentation helped the museum
to develop a data collection system that enabled
staff to collect data, segment all their onsite vis-

itors and start looking at how their online platforms
serviced their audiences. This new data collection
system was then used to to build quarterly report-
ing in order to gain an understanding of how well
they were achieving their strategic goals through
their exhibition and learning programming.

Overview of research methodology

Using all the audience data the museum collects
across onsite and online visitors, their agency
partner BAM! Strategie Culturali helped them to
produce quarterly reports that enable the team
to better evaluate their strategic goals and plan
for upcoming exhibitions and workshops. The
quarterly reports combine information, including:

- Total number of open days and onsite visitors,
averages, maximums and minimums over time
and comparatively year after year

- Ticketing information, including location, types
of tickets, workshops or exhibitions visited,
demographics. This information is collected via
their ticketing systems and through key survey
questions asked at point of sale.

- Digital users, including number of users, time
spent on site, demographics, website usage
(compared with other local museums). This
information is collected via Google Analytics,
social analytics and press analytics.

Looking at this information holistically, team
members are able to set data-driven strategic
goals, and then track how successfully they were
able to target and engage with specific audiences.
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“For us, one of the main
goals was to reach
people who live in
Savona.”

What it looks like today

“Even though the museum is 10 years old, people
from Savona weren’t aware that there was a
five-storey museum in a mediaeval building in the
centre of city, with fresco painting from the 15th
century. So, our main goal was to help local people
become aware of the museum. | think it is not so
common to be audience-focused when you are a
small museum. But we tried to do everything on a
good level. At the beginning (2nd quarter of 2022),
we were able to confirm that local people made up
only 11 per cent of our audience. By the 1st quarter
of 2023, this had increased to /1 per cent. Audience
measurement enabled us to verify that monitoring
the public was useful and to understand how our
activities can have an impact.”

The team have gone on to use digital audience
insights to try extending their reach international-
ly, running a digital campaign in France based on
the insight that many of their onsite international
visitors were from France. And while they did not
see the conversion from the digital public that they
expected, it enabled them to expand their digital
awareness and learn new ways to engage with
digital audiences.

Challenges

One of the biggest challenges for audience
measurement is staff time. The team at Museo
della Ceramica di Savona have the expertise
required for more in-depth digital audience
measurement, but often struggle to find time to
explore the data further among their other duties.

Next steps/opportunities

“We are therefore here at a new moment of change,
and we are starting to work on implementing a
monitoring system in 2025 that, taking into account
the specificities of the four museums, will be able to
provide uniform information on visitors and enable
strategies to be set up for the entire area.”

The team plan to extend their monitoring sys-
tem across the other three local museums they
are responsible for, in order to start tdeveloping
insights across the local museum ecosystem. They
hope to help the flow of audiences across the dif-
ferent sites and to build awareness of online and
onsite spaces.

Key takeaways

- Top-down, audience-data-driven decision- °
making can result in significant attendance and
engagement uplifts.

Small teams can still collect, monitor and
measure audience data efficiently if stream-
lined data-collection processes are in place.

Museo della Ceramica di Savona staff working with BAM! Strategie Culturali on the development of the new segmentation
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Creative approaches to
audience measurement
for small teams

IMPAKT
(Centre for Media
Culture)

- Utrecht, Netherlands

- |IMPAKT Festival, a five-day multimedia event
that includes exhibitions, film screenings,
lectures, panels, performances, presentations
and artist talks at locations in Utrecht and
online at Planet IMPAKT

« 10 FTE staff

For more information:
Thomas van ‘t Groenewout
PR & Marketing
thomas@impakt.nl

Audience measurement category
Digital Audience Measurement
Key achievement

Experimenting with WhatsApp to deliver content
and collect feedback in a way that felt easy for
audiences participating in hybrid events

Project overview

"Our events take place in physical space but also
have an online element. The goal is to diminish the
boundary between the online and offline experience.
It started before Covid but became a much more
pressing and current need during the pandemic.”

IMPAKT began their experimentation with
creative methodologies through the DOORS project
in 2022, where they focused on developing their
hybrid onsite and online events. During the project,
they experimented with how they could best
engage with their audiences digitally around the
events. From delivering important visit information
at the right time in their journey to getting audi-

ences to provide feedback, they looked at alterna-
tive methods beyond the standard processes mu-
seums often use.

Overview of research methodology
“Nowadays, it's so common to get surveys that
people don't fill them out. If you really need audi-

ence feedback, you have to find engaging ways
for them to give you feedback. An interesting thing

“One conclusion was if

you just ask for feedback

through a newsletter,
people won't do it.”

we did during the research was to start using
WhatsApp to approach our visitors. That helped to
get more engagement with the event overall. It
began playfully but people didn’t really like that —
they didn't want a funny chat with an anonymous
organisation. But for vague things, sending a
WhatsApp message helped to prepare audiences
and lowered the bar of engagement.

Even if it wasn’t the funniest or most interesting, it
was a functional addition. So, we began to think
about what more we could get out of those inter-
actions. We tried to do research in informal ways.”

They began by doing a workshop with the en-
tire team around their audiences, working to un-
derstand who their audiences are now and whom
they connected with as target groups. The team
chose two main target groups and adapted the
personas to help them to focus on the specific

target groups they wanted to develop program-
ming for in the future. Having the entire team
involved gave them a good understanding of
whom they were targeting and why, and also
gave them a shared sense of purpose as they
developed strategic programming.

They then used what they knew about their
target audiences to develop ways of engaging
with them around the hybrid events — mainly via

WhatsApp. They experimented with tone of
voice and content to understand how this
platform might work best when it came to
providing information and collecting feed-
back, iterating their approach throughout the
process as they tracked what worked well
and what worked less well.

What it looks like today

Today, they are working with an organisation
called Ask Your Audience to expand their audience
research by designing and delivering surveys for
specific events. They have also recently imple-
mented a new CRM system and are currently
working on ways to adapt it to help them to better
segment their audiences by visitation, language,
and learning how people found out about IMPAKT.

Challenges

“One of our biggest challenges is sample size. Most
events attract 50 to 80 visitors, and because they
are one-off events, it's hard to get a large sample
size to really determine what works and what
doesn’t. And if you do get any feedback, it's difficult
to know how to apply it to another event.”
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One of the main challenges IMPAKT struggle with
when conducting audience measurement is that
with smaller events with a low total number of
participants, getting feedback from a large enough
sample size is often difficult. It is even harder to
collect qualitative or meaningful feedback
immediately after an online event — as audiences
often walk away from or close down their com-
puters as soon as the event ends, leaving no time
for the mingling that usually happens as audiences
get ready to leave an in-person event (and where
data collection is easiest). These challenges
necessitate creative methodologies to get audi-
ences to reflect on the event and provide feed-
back in their own time online.

A further challenge is the lack of staff time to
actually do the research during the hybrid events.
With everyone focusing on delivering the events,
they often struggle to dedicate additional time to
capturing data immediately afterwards.

Next steps/opportunities

The plan is to develop a standardised survey that
can be modified to work for specific events but
enable staff to start building their data across
many events and create an overarching process
they can tap into for each event. This will involve
spending time to develop a concrete focus on
what they want to get out of the feedback across
the program, rather than just for specific events.

“The main reason we
wanted to adapt our
CRM was to be able
to get more detailed
profiles of who our
audiences are -
to learn whether they
have visited before,
how they found out
about us, what events
they have been to.”

Key takeaways

- Getting creative with methodologies can help - Finding ways to make your survey or research
to accomplish audience measurement in a stand out will help to increase sample sizes
meaningful way with limited budgets and staff and engagement with your audience research.
time.

The IMPAKT Hybrid Wine and Art Tasting Event https://impakt.nl/events/2023/event/impakt-hybrid-wine-and-art-tasting-event/

For more information on this approach, go to their toolkit:
https://impakt.nl/?post_type=residencies&p=43587&preview=true
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Developing combined

online and onsite

segmentation at the

The Neanderthal
Museum

«  Mettmann, Germany
- 160,000 visitors per year

« 26 FTE Staff

For more information:
Rick Springer

Data Scientist
Rick-M.Springer@gmx.de

Neanderthal Museum

Audience measurement category

Digital Audience Research Study: Online and
Onsite Audience Segmentation

Key achievement

“The analysis of the website was essential to under-
standing the motives of our digital users. All the
knowledge acquired by tracking users site per site
and click per click enabled us to find potentials

to optimise the user journey. Moreover, these ex-
periences and those we gained through the survey
and the segmentation have directly influenced the
coming relaunch of the museum’s new website.”

Project overview

Since 2021, the museum has been exploring the
question: What is it our visitors come for? And since
many different digital offers had been produced for
their visitors and digital audiences, the museum

also wanted an answer to the questions: Do our
visitors and/or non-visitors care at all about the
digital services and contents we created? Will they
care about the digital content after the pandemic?

To gain a better understanding of what motiv-
ates audiences to visit them onsite and online,
the museum designed a research study, led by a
survey, that asked online, onsite and non-visitors
about their motives (if any) for visiting. The goal
was to segment their audience depending on their
motivation to visit the Neanderthal Museum onsite
or online.

Overview of research methodology

“Since there has never been any segmentation
whatsoever, neither for the analogue nor the digital
audience of the Neanderthal Museum, we tried to
combine the research and ask people about their
motives for visiting the museum and the museum
website. (The website also holds all the relevant
information on the other attractions in the valley.)”

Having reviewed different approaches to au-
dience segmentations in the cultural sector, the
team analysed the data which had already been
gathered on their website and via tracking soft-
ware and recreated user journeys on the website.
This enabled them to form the first archetypes of
their visitor segments. After the website analysis,
they organised three consecutive workshops with
different departments of the Neanderthal Muse-
um. The goal was to define “prototype segments”
that could represent the motives of current and
potential visitors. While the first and second work-
shops focused on creating and refining the dif-
ferent segments, the third was planned with the

board of directors to determine which segments
seemed to be the most relevant for the museum.

After the workshops, the team launched the
online and onsite survey. The online survey was
available on our website but was also distributed
through various other channels (such as Face-
book, Instagram and newsletters). The onsite
surveys were conducted on six days in April: two
days in the museum, two days in front of the mu-
seum (next to the playground, where a lot of hikers
and cyclists pass) and two days at a public place in
DUsseldorf. Simultaneously, the online survey was
available throughout April. The survey collected
detailed information on motivations, helping the
team to build out the information about the eight
different segments they had created. They then
used the data to refine and combine segments to
create more meaningful and actionable segments
the museum could use.

Outcomes of the project

A total of 2,112 responses from visitors from
around the world made this one of the museum’s
largest audience research projects. The dataset
gained through the survey enabled the museum to
run an in-depth analysis, contributing to a variety
of projects, such as relaunching the museum’s
website.

Challenges

One of the key challenges the team faced was to
fit in all their objectives and goals for the research
within the limited funding they had received for

the project — which funded a part-time researcher
for six months. In that time, they had to finish the
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data collection, analysis and evaluation. The pro-
ject plan was therefore tightly organised, and the
questionnaire was not as elaborate as the team
originally wanted it to be.

Next steps/opportunities

The museum plans to expand on this research with
a joint project with various other museums across
Europe and is currently applying for funding op-
portunities to make this become a reality.

Key takeaways

- If you are getting funding to do a major audi-
ence research project, think about integrating
digital and onsite visitor information to develop
a more holistic research study.

- Finding external funding to support large audi-
ence research projects (or to temporarily hire
research specialists) can create reliable
audience insights that will support museum
practice and strategy for years to come.

For more information, see the following reports:
Digital Audience Analysis — Audience Segmentation

Based on Motivation: https://neanderthal.de/docu-
ments/8/2023_DOORs_Springer_Digital_Audience_

Analysis.pdf

Sparkle Report Part Il | DOORS - Digital Incubator
for Museums: https://zenodo.org/records/83987/11

NEANDERTHAL MUSEUM, Mettmann, © Neanderthal Museum
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Developing museum-wide
research tools at Klassik

Klassik Stiftung Weimar

- Weimar, Germany
- 27 historic homes, castles, museums and parks

- 384 FTE Staff

For more information:

Sophia Groschke

Digital Transformation
sophia.groeschke@klassik-stiftung.de

Stiftung Weimar

Audience measurement category
Digital Audience Measurement
Key achievement

Democratising audience feedback practices
through an easy-to-use survey tool that teams
across the organisation can use

Project overview

In 2019, Ulrike Lorenz took office as president

of the Klassik Stiftung Weimar, bringing in a new
strategy that was audience-driven and developing
cross-departmental working patterns within the
foundation. Now, each project started by the
museum must have at least one audience goal or
outcome. Then, the indicators and instruments
required to determine if the audience goal has
been reached are discussed and implemented,
with time given to reflect on whether the project
Is going in the right direction by monitoring the
developed indicators. This means that different
teams are at work across the organisation, towards

the same audience goals within projects and have
ways to track their progress and targets.

As part of this strategy, Klassik Stiftung Weimar
came up with the k:evatool, an open-source survey
tool developed in collaboration with an agency.
This tool allows the organisation to design, deliver
and analyse surveys across their onsite and online
platforms.

Overview of research methodology

The k:evatool was originally developed during the
Covid-19 pandemic in order to reach and survey
digital audiences. This was done in collaboration
with an agency as part of the funded program
Labor digital: Vermittlungsformate in und auf3er-
halb der Museen (Digital laboratory: communication
formats in and outside museums). The tool itself
was also developed through iterative audience
research. In the development process, the central
concern was to make the surveys more enter-
taining and varied and to adapt the evaluation tool
to the diverse offers of the museum. The tool was
designed to integrate into the museum’s existing
applications — from digital products and kiosks to
the website —in a simple way. The k:evatool makes
it possible to carry out small, short surveys on

a wide range of offers without a great deal of
effort and to evaluate them quickly, thus integrat-
Ing evaluation processes into day-to-day business.
This survey-building tool also allows for a variety
of creative survey guestion formats, in the hope
that more varied and entertaining surveys will

help to increase participation and engagement

in audience feedback.

The k:evatool is available on open-source plat-
forms and can be integrated into any museum’s
workflow.

What it looks like today

Today, the survey tool is used for both online and
onsite audiences. Members of staff across the
organisation can use the k:evatool to design, run
and analyse their own surveys. It is just one tool
in a larger suite of qualitative and quantitative
methodologies and tools the team use to design
and execute audience research projects for digital
and onsite audiences.

Challenges

One of the challenges is to start connecting the
disparate data sources they are now able to
collect, in order to create a more holistic picture of
audiences across the organisation’s portfolio and
online properties. As their data collection practices
become more sophisticated, new challenges arise
in effectively utilising the data to develop more
meaningful insights across the various data
sources.

Next steps/opportunities

One of the original challenges of the project came
from the need for cultural change within the
organisation. The audience-data-led approach
was rolled out slowly over a series of pilot projects,
introducing staff to new ways of working. Since
then, the team have been able to implement more
larger-scale, in-depth projects that include ana-
lytics, surveys and qualitative methods in the first
step with showing how to use all the data
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combined and how to effectively scale evaluation
within the organisation. The team’s ability to
carry out these larger projects is due in part

to the fact that other staff members are able to
design, develop and analyse simple surveys on
their own, leaving the team more time to devote
themselves to in-depth analysis.

Key takeaways

Democratising audience research across the
organisation helps to integrate audience-led
decision-making and also spreads out the time
required to design and execute research among
more staff, meaning that less time is required
overall per team member.

Reliable audience research tools can go a long way
in helping staff to feel more confident about their
own abilities to develop and execute monitoring,
measurement and research practices.

For more information on the k:evatool or access to
the open-source code, go to:
https://github.com/museum4punktQ/k_evatool

museum4punktO: “k:evatool” of the Klassik Stiftung Weimar, photo: Nicolas Dittgen, Klassik Stiftung Weimar, CC BY 4.0
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Developing audience-

The Royal Museum
of Mariemont

- Mariemont, Belgium

- Part of the French-speaking government
of Belgium

« 45 hectares, including palace ruins,
museum and research library

For more information:

Kathleen Louw

European Grants Manager
kathleen.louw@musee-mariemont.be

centric digital products

Audience measurement category
Digital Audience Research Study
Key achievement

“The visitor experience prototype — called ‘Doors

to the Past: Objects Reveal Their Stories’ —is an
application developed with a local digital provider.
They have created a really good and fun visitor ex-
perience with a lot of potential for what can be done
over time [to enhance the existing collection with
digital content].”

Project overview

The project came about as a way to develop a
pilot initiative that would digitally create interest in
the museum’s permanent collections among local
and national communities. The Mariemont had
previously generated 3D scans of emblematic ob-
jects in its collection, and wanted to do something
original with these images to reach new audiences
and attract them to the museum.

Overview of research methodology

In order to develop the idea, they created a citizen
collective and held Ecosystem Consultations, a

series of six four-hour workshops with people
from the local community interested in thinking
about how to revitalise the museum and its collec-
tions. The 30 participants recruited from a variety
of sources included six young locals, other local
people from the neighbourhood, existing audi-
ences and members of the Friends of the Museum
association. In these workshops, they were asked
to explore questions such as: What would draw
people to the museum? What would be their ideal
museum? What digital experiences would they want
to see? And how would they like to be communi-
cated with in the future? The workshops resulted in
a series of propositions the museum explored for
feasibility of implementation. Similar workshops
were also held with staff and key stakeholders, ask-
ing them to deliberate on how digital could help them
with storytelling and audience development in their
capacities as curators of collections and exhibitions.

The workshops were held in conjunction with
the development of the application, using 3D
scans made in the gallery. This application focused
on five to six key objects each across three differ-
ent sections, where visitors could scan an image
on a display case and answer questions related
to the object. When the visitors had finished, the
last scan activated a film explaining the life of that
particular object. The film was based on archival
information and photographs about how the object
was created and how it reached the museum.

Throughout the project, the idea was to develop
this initiative into a wider digital transition strategy.
The team were concerned that all the momentum
they had generated through this digital project
would end when the pilot project itself came to an
end. The project was therefore developed in a way

that would keep the team thinking about how to
ensure that the digital transition continued beyond
the pilot. In this way, internal reflection was built in
as part of the project itself, making sure there would
be time for audience and stakeholder workshops as
a way to transition into a longer-term strategy.

Challenges

One of the challenges the museum faces is to
make certain that the digital transformation work
is carried through into future projects. Without
clear ownership for digital transformation in the
museum, digital products and digital audience
measurement will continue to be project- and
funding-based, rather than integrated into daily
life and long-term strategy at the museum.

“These topics are on people’s minds but are still
fragile and not necessarily presented as priorities.
There’s a fear of imposing them as priorities and
an expectation that momentum is better coming
from the grassroots as initiatives that the leadership
could subsequently support.”

Next steps/opportunities
Out of the final audience and stakeholder work-
shops, 40 propositions were developed and

ranked on four axes:

« Attractiveness of museum (what makes me
want to come), Quality of information

- Physical/remote access — how to get there or
access remotely

« Actual experience in the museum.
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Impact on the community

These propositions were presented to the director,
who decided which propositions the museum
would take forward. One of the proposals was

to build a permanent citizen committee, whose
members would, to some extent, accompany the
museum during an upcoming period of major
architectural renovation.

The museum also plans to continue their audi-
ence research work and is currently carrying out
a quantitative study on audiences using the do-
main visitors (but not necessarily the museum’s)
as a study of “non-visitors” in a mutually beneficial

The application Les Portes du Passé. Andy Simon. © Mariemont 2023

collaboration with a public research organisation
of Belgium’s French community. The research will
dive deeper into who the visitors of the domain
are, what interests them, what they do in their free
time, what culture means to them, what they know
about the museum and what their digital interests
are.

Key takeaways

- Collaborations with external experts can
really help to develop digital and audience
measurement practices in the museum
without having to commit to additional
full-time staff.

Word cloud — What makes me come to Mariemont. © Mariemont 2023

There are cost-effective ways to work with local
and national partners to develop insight across
shared audiences that can still be meaningful
and useful to a museum.

Without digital and audience champions with-

in the museum, it can be a struggle to maintain
momentum for digital projects.
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Digital first: Developing an
audio-guide-led museum

Muzeon

» Cluj-Napoca, Romania
« QOpenedin 2020

- Audio-guide-led, with supporting artefacts
in a physical museum space

- 3.5 FTE Staff

For more information:

Flavia Craioveanu

Founder, Curator, General Director
flavia@muzeon.ro

Audience measurement category
Research Study/ Digital Audience Monitoring
Key achievement

“We managed to develop the web application into

a product. This way, more museums will be using it,
more visitors will be using it, and we can continue to
improve it. Having other museums and more visitors
using it will enable us to keep up with trends and
offer a better experience in general.”

Project overview

Muzeon is a private museum launched in 2020. It
is storytelling-led — with three personal narratives
told through an audio guide. The physical museum
space is used to house artefacts that support the
stories.

After testing the web application for two years,
it became clear through audience behaviours
and feedback that things could be improved, and
that the experience the visitors had while us-
ing the audio guide could be enhanced. In 2022,
they worked with the DOORS project to extend
the audio guide from three languages (Romanian,
Hungarian and English) to six (by adding German,

French and Hebrew), and to develop accessible
features for the hearing and visually impaired.
Furthermore, they implemented a content
management system that enabled non-technical
users to edit and create content, replacing their
original system, which required coding skills to
make changes. This new system also enabled all
staff members to edit and create for the audio
guide.

They have now created a subscription model for
other museums to customise and use the web
application.

Overview of research methodology

Before starting to develop the audio guide applica-
tion, the team did research around what the
market had to offer. They tested different applica-
tions, focusing on what features were necessary
and what made the application easy to use for
audiences. They then designed their own web
application based on the findings from web app-
lications already available on the market.

“We always focused on
ease of use - whichis

why it's a web application.

By simply scanning a
QR code, the web
application opens on
your phone.”

Once the web application had been developed,
they implemented a monitoring system to track
how visitors used the audio guide and what their
preferences were (through analytics), and also to
monitor the rating of the system and the impact
of the visit on visitors (via feedback surveys within
the application itself). Through this monitoring
system, they have been able to make key changes
to the audio guide and overall experience.

“For example, the audio guide named Paul was
hardly listened to in the beginning. We were able to
measure this, and when we saw that people were
showing little interest in his narration, we decided to
change the voice reading the story on Paul’s audio
guide. After the change, the metrics showed that all
three audio guides were now equal.”

Using analytics to monitor initial visitor
behaviour with regard to listening preferences, the
team noticed that visitors were significantly less in-
terested in Paul's audio guide story. The feedback
collected by the team about why Paul was less
favoured ultimately led to the decision to replace
the voice actor for Paul — his voice turned out to be

the main reason for the low level of interest.
The team has observed that visitor listen-
ing behaviour has become much more equal
across all three audio guide narrations since
the voice switch.

Challenges

Now that the audio guide has an established
way to collect analytics data and survey
feedback, the team have begun to rethink
how to further develop their data collection
processes. They want to establish a more
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in-depth understanding of their audiences, but will Key takeaways

need to redesign some of the ways they collect

data in order to start building a more holistic un- - Small teams can have the added advantage of
derstanding of their audiences. Their iterative ap- being able to make decisions quickly and work
proach to developing the product has also required iteratively and flexibly so as to create better
them to continually evolve their data collection audience experiences faster.
practices.

- Developing digital first experiences can give
Having a small team has not necessarily been a museums an added advantage when trying to
challenge to the project. It has allowed them to be create effective and enjoyable experiences for
iterative and flexible when it comes to constantly audiences.

improving the audio guide. “We are a very small
team. Sometimes it can be easier if fewer people
are involved. Making and implementing decisions,
for example, can be easier if there isn’t a bigger
team you have to coordinate things with.”

Next steps/opportunities

“We want to continually improve the web applica-
tion ... we will never consider it to be done. We plan
to work closely with other museums to find better
ways of using and further developing it.”

The museum has started exploring ways to
package the audio guide web application and
provide it to other museums (nationally and inter-
nationally) as a subscription service. It has been
working with a local national museum to develop
additional features identified through audience and
other museum stakeholder feedback. They plan to
continue developing the web application, to make
it increasingly versatile and user-friendly across a
variety of scenarios.

Muzeon In Gallery. Photographer: Gouwy Lieven
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Measurement across
the digital ecosystem

Limburgs Museum

- Venlo, The Netherlands

- Regional heritage collection of audio-visual,
archaeological and cultural artefacts

- 83,000 objects in the collection
- 60,000 visitors a year

For more information:

Bert Mennings

Director
b.mennings@limburgsmuseum.nl

Audience measurement category

Digital Audience Measurement: Digital Ecosystem
Measurement

Key achievement

The ability of each program to start delivering on
multiple goals, building overall impact over time

Project overview

The Limburgs Museum launched an online museum
in March 2023. It was created as a storytelling
platform, with the ability to capture and tell local
stories in a variety of contexts. It was designed
with a focus on being participatory in various ways
and the project has seven main goals:

1. Operating a digital museum

2. Developing proof of concepts, with
established KPIs for regular monitoring

3. Automation where possible

4. Creating a collection ecosystem via linked data

5. Accommodating co-creators

6. Capturing and sharing local dialects via audio

and text
/. Working with older people to capture

memories through objects in the
collection

“You start to build the synergy

of a participatory museum

These goals were chosen via the perso-
nas they developed for both onsite and
online museum experiences. The online
museum project focused on the personas
that also represented new audiences.

strategy online and onsite,
and this integrated approach
IS how enjoying the synergic

benefits.”

Overview of research methodology

Initially, personas were developed that

spanned both online and onsite audiences,

as well as existing and potential audiences. These
initial personas drove the development of the
initial goals of the digital museum. Since imple-
menting the strategy, the museum has shifted to a
measurement and monitoring model. The market-
ing and content teams discuss the performance of
metrics and KPIs every week, with the goal of im-
plementing changes where required. Furthermore,
the company that developed the online museum
also measures key metrics regularly and reports
these to the museum.

The teams also implement specific measure-
ment projects as they develop and roll out new in-
itiatives. One example was their initial setup of the
co-creator program, which was designed to reach
new and younger audiences through local content
creators they could relate to. At first, they tried a
system where content creators would be paired
with curators, but found that the content creators
felt intimidated. They then conducted research
with the content creators to better understand
how to facilitate them and connect their content
to the museum’s social media. The museum con-
sequently changed the program, giving the keys

fully to the content creators and allowing them to
post on the museum channel as if it were their own
platform. They have since experienced a significant
change in overall session duration, with much of
that driven specifically by co-creator content.

The teams currently run specific audience
measurement research related to the online mu-
seum, in addition to the overall weekly monitoring,
to understand how all the different projects are
delivering on the key goals running across the pro-
gram more generally. This way, all the research -
even smaller projects and regular monitoring —
build on each other, creating a more holistic
picture of the success and impact of the online
museum.

Challenges
“The biggest challenge is to keep track of what
the main goals are and not get distracted by the

possibilities.”

The focus is on choosing projects that will help
to deliver on the needs of their key personas, and

41



mailto:b.mennings%40limburgsmuseum.nl%20?subject=

Connected journeys: Holistic audience measurement in the age of digital

turning down potential opportunities that won't
deliver on at least one (if not more) of the key
goals of the strategy.

Next steps / opportunities

The next step is to start a more systematic
monitoring of which audiences they have reached.
Work is underway on developing meaningful KPIs
specifically for the online museum, where they
can measure the reach among both the online and
physical museums. The aim is to develop more so-
phisticated measurement and monitoring systems
that will help the museum to understand how well
its goals regarding impact for the audience have
been reached.

Key takeaways

Building a strategy from a key piece of audi-
ence research (such as personas) can drive
monitoring and measurement systems in the
museum, making it easier to understand how
well a strategy has been implemented among
chosen audiences.

Attaching each project (no matter how small)
to the overarching goals enables museums

to measure their success and impact more
holistically, without the need for large studies.

Discover the stories of our province © Limburgs Museums
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Connected
journeys - The guide




Connected journeys:
Holistic audience measurement
In the age of digital - The guide

7 . 2 Make sure that DAM is brought into the conversa- « It's never too early to discuss DAM. During the
IntrOdUCtlon. . . Wh.en to Im‘plement tion at the right time. early planning phases, have team members
HQW to use th|s gl"de D|g|ta| AUd|ence - Have a data collection strategy for the museum responsible for research in the room if possible.

or organisation. With the development of a They can often point out research opportunities
This guide is intended to help you to design Measu rement (DAM) DAM ecosystem, every requirement will start to to support the development of a new product,
and implement meaningful digital audience meas- feed into a larger understanding of audiences or implement data collection requirements to
urement (DAM) with your museum or organisation. You want to know more about your digital holistically, enabling staff across departments make sure that data is correctly collected from
To maximise the benefits of DAM, consider care- audiences, but when is the right time to start to better understand when and how to collect day one.
fully when it should be brought into a project or incorporating research into your planning and data.
discussion. development? The right time is often sooner than
you think! - Create a culture of looking at past research.
Think of past audience research as part of the
DAM should be discussed throughout the life larger ecosystem of audience measurement,
cycle of any project. Whenever a goal or outcome so that historical data and reporting continue
is being considered, it's important to think about to be useful. Thinking about how past projects
how to measure that goal or outcome. This can be may be related to current projects will help to
achieved by developing goals that are SMART - bridge the silos that tend to form in “one-off”
Specific, Measurable, Achievable, Relevant and projects or research.
Time-based.

Purpose, objectives
and key questions

What is the purpose of this project?

What types of audience are you trying to measure?
(web, social, digital product, joint onsite and online
audiences, etc.)

What outcomes do you want to achieve from this
research project?

What are the key questions you want an answer to?

What decisions within your organisation will be
helped by collecting data about your target audiences?
What data will you need to provide in order to

support those decisions?

The right methodologies

for your project

Use your key questions from Step 1to answer these questions:
1. What data do you already have that answers your questions?
What format is it in/what needs to be done to put it into a

useful format?
2. What data do you still need to collect in order to answer
your guestion?
Once you have a clear understanding of what you still need
to collect, there are two main categories of research methods to
choose from:

W W

Do you need to understand Do you need to understand
what audiences why audiences are doing
are doing? what they’re doing?
Methods that provide breadth Methods that provide depth
of data: of data:

e Online surveys e Interviews

o Task analysis « Usability testing
« CRM/Ticketing data e Focus groups

Web and social media analytics surveys
Methods that provide context: Methods that provide context:
« Web and social media analytics « Participant observation
« Digital product usage data e Intercept testing

Recruiting participants /

Collecting data

Having chosen the best research method for your project,
think about whom you want to speak to and how to recruit
their help for your project — often the most difficult task,
and one of the most critical things to get right.

Which audience are you trying to understand?
Who do you want to participate in your research?

It could be your entire audience, a subset of people,
or people who currently don't engage with you.

W

Finding existing audiences

A lot of the analytics on your existing audiences can be found

without reaching out to them directly. However, if you need to

speak to them via surveys, interviews or other qualitative
methodologies, you can reach out to them using methods you
already have access to. It's a cheap and easy way to recruit

for your research, and you know they are already engaged
with your organisation. You may find them in:

e Your email list
 Your social media channels
e A pop-up on your website
« Intercepts at your physical location (if applicable)

How to

Implement DAM

Type of project (monitor /

measure / study)

Choose the path that best matches the answers to these questions:

Do you need to monitor Do you need to understand Do you need to better
something over time to see why a specific thing is understand your digital

if something has changed - happening? Or do you need  audiences more broadly so
such as any impact that data to answer a specific that you can make strategic
changes have had on engage- question or to decide on a decisions for the future of
ment / visitation / behaviours? particular solution? your organisation?

If so... If so... If so...

Digital audience Digital audience Digital audience research
monitoring measurement study

SAMPLE PROJECTS

Do you need to Are you building a Are you redesigning
regularly report data new digital product  or building a new
consistently to your  or offer? website?
organisation or
an external
organisation? v

N 4 Do you want Do you Do you know

to identify already know the main

You need a: potential what the motivations
Monitoring report  new digital for using the
or dashboard products or  product website?
A monitoring report  offers? or offer is?
or dashboard would h
use website or so- Do you know Do you know
cial analytics, visit  your target  your target  yes no
tracking or surveys  gudience? audience?

to regularly monitor
key metrics. h h
yes no no yes

You need: You needq: You needq:

Visitor journey Digital audience Usability testing,

mapping segmentation/ iterative testing
personas or formative

This helps to identify evaluation

needs/opportunities  Personas or seg-

in a visitor’s journey mentation can Methodologies

across digital and define current or (e.g. task analysis)

physical experiences, potential audiences help to determine
opportunities for new in order to under- whether website

products or offers, stand who the key users can accom-
and places where audiences are for plish their intended
marketing new offers  each platform or tasks. Usability
would be most experience. testing helps to
valuable. identify problems

In content, design
or experience so
that the website is
optimised prior to
launch.

W

Finding potential audiences

Maybe you don’t have a large current audience, email list or
website traffic, or you want to speak to people who haven't
yet visited / engaged with your organisation but could be
motivated to do so. If you're doing a quantitative study, public
data may already be available (e.g. in census data, insights

or research reports published via government or academic
institutions). If not, you can find potential audiences through:

« Partnerships with other local organisations
e Recruitment agencies

e Intercepts in public

« Social media groups/Paid advertising

e Online forums or panels

IS your organisation
thinking of develop-
Ing an audience
strategy?

D 4

You need a:

DAM ecosystem
overview

Audience strategies
should look at past
audience research
and insights, identify
knowledge gaps
before undertaking
any additional
research, and in-
clude data collection
strategies to allow
the strategy to be
monitored and
adjusted as
required.

You need:

Digital audience
behaviours and
motivations deep dive

ldentifying the main
tasks users want to
accomplish on your
website is key to
designing an easy-to-
use platform. To do
this, monitoring website
analytics to track
typical behaviours and
conducting interviews
to understand
behaviours/motiv-
ations can be
quite useful.
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Audience measurement has long been integral
to the arts and culture sector, with many muse-
ums and galleries employing established eval-
uation techniques to grasp audience en-
gagement and visitation patterns. While
exit surveys and intercept interviews
have been mainstays for evaluating
onsite experiences, the proliferation
and accessibility of data — such
as ticketing, sales, membership

and attendance data - have
enabled museums to integrate
more data-driven decision-
making into visitor experience
strategies.

As museums increasingly
explore digital interventions and
the convergence of digital and phys-

ical experiences, it becomes imperative for
professionals and researchers to develop research
and evaluation methods that consider the experi-
ence as a unified whole, rather than distinct digital
and physical entities. Bridging the gap between
methodologies that assess purely digital or onsite
experiences is essential to comprehensively
understand the visitor journey across digital and
onsite interactions. Furthermore, as digital audi-
ence measurement tools have become more
accessible and more prevalent, organisations no
longer need specific skill sets to deliver all types
of research, which could effectively democratise
research across the organisation.

However, given the abundance of audience
data accessible to museum practitioners, it is
important to consider the legal and ethical
implications of data collection. This is especially

necessary as organisations start to implement
Al in their operational practices and machine
learning processes start gaining the ability to
find and create insights from data. It is therefore
crucial for researchers and museum staff to
consider the rationale behind collecting data in
digital interventions, identify the necessary data
for comprehending behaviours and motivations,
and utilise both digital and traditional qualitative
and quantitative research methods to convey a
more comprehensive and meaningful narrative
about impact and success measures that go
beyond visit counts.

As we look to the future of digital audience
measurement, it is easy to see an opportunity
where a better understanding of digital audiences
can lead to more creative museums being able
to use both their physical and digital platforms to
provide engaging and meaningful experiences.
Blurring the lines between onsite and online ex-
periences and thinking about these audiences as
one will only help to develop strategies that create
significant impact and learning opportunities.
Audience-led design and development can lead to
true innovation in storytelling, interpretation, learn-
ing and even revenue generation for the muse-
ums of the future. Understanding audience needs
across both digital and physical spaces through
audience measurement practices will not only de-
crease the cost and resource risks of developing
new audience experiences that museums know
their audiences will love, but will also help to drive
innovation within the museum space, pushing
the boundaries of what is possible when it comes
to delivering impactful and educational visitor
experiences.

Volume 2 of Future Art Ecosystems — a
research-based report involving more than
50 practitioners and organisations across art, film,
gaming, technology and wider cultural industries
—lays out a shift in thinking necessary within mu-
seums for the 21st century: that of the museum
as platform rather than museum as
simply four walls.

A shift in organisational thinking
away from the restrictive binary
of physical-digital requires a
holistic approach whereby all

of the organisation’s functions
beyond presenting works of

art to the public come under
one lens. Depending on the
organisation, these may extend
to commissioning, collecting,
preserving, documenting

and financialising art. These
processes involve a number of

internal and external stakeholders.

Understanding the institution

as a platform that brings
together multiple stakeholder
groups in order to facilitate the
various processes related to

the experience of art offers an
organisation-specific touchstone
for crafting strategies and
prioritising investments.3*

This shows that digital has the potential to
be more than just ancillary to an onsite museum
experience, and that regarding digital audience
measurement as not secondary but as a core as-
pect of audience measurement can start to move
the entire organisation in a meaningful direction
for the 21st century.




Connected journeys: Holistic audience measurement in the age of digital

Looking to
the future:
Lessons learned
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While digital audience measurement is nothing
new for museums, its implementation varies widely
across the sector. Museums are often at different
stages of digital maturity,*> which has resulted in
a lack of consistency in the integration of digital
audiences within the larger visitor research context.
Additionally, access to digital analytics often
necessitates specialised skills not readily available
within organisations.®® The challenge for the
sector is to find unity and meaning within the
definition of a digital audience while taking into
account strategies and available skills. The publi-
cation has provided suggestions and examples
for this, namely:

1. Thinking about physical and digital
audiences holistically
The definition of digital audiences must be
considered holistically in order to incorporate
audience needs both onsite and online.
Museums, national organisations and funding
bodies need to think about audiences
holistically across physical and digital spaces.
This way, digital audience measurement will
support museums in capturing and communi-
cating the impact and relevance of museums
today.

2. Changing the way the digital project is
conceived and funded
The fragmented nature of many digital pro-
jects, which are often conceived and funded
independently of each other, contributes to
an inconsistent and unsustainable approach
and leads to a lack of data integration into the
broader audience measurement ecosystem.
In order to achieve sustainable and effective

change, the way in which many digital
projects are conceived and funded must
change. Funders must find ways to support
museums to develop more integrated digital
audience strategies, allowing for long-term
value of digital projects within holistic digital
ecosystems and unified digital audience
measurement.®’

The importance of trained personnel,
external advice and the right equipment
Advances in technology around data collection
and management offer more diverse and
potentially cheaper possibilities to implement
such strategies. While this reduces the cost
of accessing data-driven technologies, the
abundance and velocity of data poses new
challenges for museums and requires new
skills and strategies for digital knowledge
management. This requires trained personnel,
external advice and appropriate equipment in
museums.

The importance of data protection

Legal requirements pose challenges for mu-
seums in the field of digital audience measure-
ment. Museums must be aware of and comply
with the General Data Protection Regulation
(GDPR). This regulation states that museums,
like other organisations, have a duty to collect
only useful data and avoid storing extraneous
information. This requires an intentional data
strategy and should be driven by senior
leaders in the museum to gain organisation-
wide alignment and adoption.*®

Data protection in the wake of Al

New developments in the field of Al, some
of which are closely linked to digital data
collection, must be considered carefully, as
they can raise ethical concerns, particularly
regarding data protection, copyright, and
energy consumption. New regulations such
as the EU Al Act®*® will undoubtedly continue
to play a large role in the way digital audience
data is collected, managed and interpreted
moving forward.
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