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1.0 Executive Summary
The purpose of this Audience Development Plan is to baseline our current offering to visitors, decide how to take this forward to meet our vision and then to measure our success. 
2.0 Vision
“To build and develop a collection of material about South Holland heritage and community, which will help to foster deeper understanding of the region’s cultural history, thus creating a sense of pride in that community.”  
3.0 Where are you now?
3.1 The Forge

· Unique Selling Point “The last working 19th Century Forge in Spalding”
· Key Offerings
· A Working Blacksmith

· Geoff Dodd last Blacksmith

· A beautifully preserved building

· Has many of its original artefacts
· Good location by the river
3.2
Current state of the market
The current economic climate is slowly recovering from recession, many businesses have already ceased trading and communities are financially struggling to manage the higher increase in fuel and consumables resulting in less expendable expenditure.  The Government, at present, is strongly backing the creation of more social enterprises.    In addition to this, Social Services, Adult Social Care department,  are undergoing radical changes in the way people with a care need access and purchase services through a personal budget.  This is a potential new area for diversifying training elements to enable people with disabilities to access training in the art of the Blacksmith craft with their individual power of purchasing services.
3.3
Competitor analysis
There is no other organization developed within this field in the locality.  The Friends of Chain Bridge are aware of Chedham Yard project which will deliver similar objectives but this forge is hidden away in the village of Wellesbourne in Warwickshire and is a well-kept secret -a blacksmiths and wheelwrights workshop dating from the early 19th century.

The yard was owned and run by seven generations of the Chedham family, the last of whom, Bill Chedham, still lives in the village. The yard is crammed with tools, items made on site and the materials to make them.

The yard is being restored with funding from the Heritage Lottery Fund and BBC Restoration after the project won BBC Restoration Village in 2006. It is planned to open the yard to the public in the summer of 2011.

We have visited Chedham Yard and believe there is sufficient room for both forges to operate in this market.
We also have other Blacksmiths in the locality but none offer a Museum. Perhaps the most notable Bob Oakes who offers training and the team at Anwick Forge which take on large commissions.
3.4 Outreach

· Schools 

· 5 schools St. Bartholomews C of E Primary School, Surfleet Seas End Primary School, Weston St Mary C of E School, Clough & Risegate Community Primary school and Quadring Cowley and Brown’s Primary school.
· Local Newspapers
· Radio BBC local radio
· Talks at community groups
· Applied for Awards  
· Leaflets/Brochure and Video
3.4.1 Effectiveness of Outreach

· Visitors book with positive comments

· 2012 Winner of Lincolnshire Heritage Award for Collection Care and Development and the Judges' Special Award for Most Exciting Project
· Articles regularly published and radio interviews

· Giving regular talks

· 5 Schools engaged

· Leaflets well received
3.5 Virtual

· e-mail: chainbridgeforge@gmail.com
· Telephone: 07960587724

· Website: http://chainbridgeforge.sholland.org/ and http://www.southhollandlife.com  

· Facebook  

· Twitter: @chainbridgeforg

· You Tube: http://www.youtube.com/chainbridgeforge
· Members Website: http://groupspaces.com/TheFriendsofChainBridgeForge/

· EHive: https://ehive.com/account/4094  
· Wikipedia. http://en.wikipedia.org/wiki/Chain_Bridge_Forge,_Spalding
· Flickr http://www.flickr.com/photos/chainbridgeforge/ 
· Historypin http://www.historypin.com/collections/view/id/7263030/title/Chain%20Bridge%20Forge 
· Ibeaken: http://ibeaken.mobi/18249014 
· pinterest: http://pinterest.com/invited/?email=chainbridgeforge@gmail.com&invite=c1646388 
3.5.1 Effectiveness of Virtual presence

Google Analytics on http://chainbridgeforge.sholland.org/
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Google Analytics on www.southhollandlife.com  - nil at this time

Facebook – 83 likes 3 talking about it

Twitter – tweets -419, following 1025, followers 440

3.6 Financial

· Funds in place for the current year

· We need to raise £5k a year which equates to approximately £100/week.
3.7 South Holland Life
Unique Selling Point – An online, searchable resources about South Holland’s Past

Key Online Offerings 

· Oral Histories describing life
· Old Documents

· Old Photographs

· Descriptive text which makes it more meaniful

· Walks illustrated by leaflet

· Video

3.7.1 Outreach 

· Leaflet s

· Schools 

· 5 schools St. Bartholomews C of E Primary School, Surfleet Seas End Primary School, Weston St Mary C of E School, Clough & Risegate Community Primary school and Quadring Cowley and Brown’s Primary school.
· Supported  by Drainage Board
· Talks

· Newspaper article

3.7.2 Effectiveness of Outreach 
Not measured as yet

3.7.3 Virtual
Website - www.southhollandlife.com
Email – Spaldingstories@gmail.com
Facebook

Twitter – share forge account
3.7.4 Effectiveness of virtual
· Not measured at the current time

3.7.5 Financial
· Funded for first year

· Estimated ongoing running costs £200
· 4.0 SW Increase Blacksmith capability to increase the days we are open and the manufacture of saleable products
3.8 SWOT Analysis

	Strengths

	· Committed group of friends who want to ensure the Forge has a sustainable future

· A trained Blacksmith who is prepared to train

· Unique product in Spalding

· South Holland life will broaden audience
· Usable building and equipment

· Blacksmith available to proceed with demonstrations

· Good community support

· Strong heritage links

· Volunteering opportunities and current involvement

	Weakness

	· Lack of Blacksmith capability limits the days we are open and the manufacture of saleable products

· Insufficient Volunteers to run the visitor side of the Forge

· Dependency on volunteers

· Lack of good signage
· No information on types of visitors

· Limited parking

· No Café
· No market presence

· Forge needs to generate income to survive

· Limited visitors Numbers

	Opportunities

	· Forge in its infancy and on a steep learning curve

· Increase Blacksmith capability to increase the days we are open and the manufacture of saleable products

	Threats

	· Inability to raise  £5k each year to keep Forge open. £100/week

· Inability to increase visitor number and these visitors don’t spend sufficient money
· SHDC do not renew lease in the future

· Lack of local financial support

· No new members/friends paying subscriptions or purchasing life membership

· Community lose interest

· Volunteers refrain from being supportive


4.0 Theoretical Audience

The purpose of this section is to identify the types of people who will interface with the Forge but recognising that each age group will have different expectations and the following explores how these needs might be met.

1) Local Community

2) Tourists 

3) Special Interest Groups – 

a. Local History groups,  Genealogists
b. Civic groups, 
c. Heritage days
d. Hobbyist Blacksmith 

4) School groups

5) Disabled – Provisions will be made for disabled access, however space might limit the number at one time
6) Disadvantaged People - ?
7) Friends/ Supporters/University- Students to conduct projects linked to development of the Forge and/or college work.
Age Profile 
.
1) School Children

2) Families with young children
3) Middle aged people
4) Senior Citizens
The following table relates audience to the age group and any special needs.
	Age Group
	School Children
	Families
	Middle Aged People
	Senior Citizen

	Audience
	
	
	
	

	Local Community
	1, 2(Little), 3 (interactive), 4 High
	1, 2 (hearsay), 3 (combination of  interactive and text and photo’s), 4 High
	1, 2 (Good), 3 (
pictures and description potential to discuss, 4 Medium

	1, 2 (Good), 3 pictures and description and an opportunity to discuss, 4 Medium

	Tourists
	1, 5
	1, 5
	1, 5
	Unlikely to be significant

	Special Interest Group
	Unlike 
	Unlikely 
	1(by appointment) ,2,3,4
	1(by appointment) ,2,3,4

	School Groups
	1 (by appointment), 2(Little), 3 (interactive and give teacher access to education pack prior to visit), 4 High parties would need to be limited to 15max.
	Not applicable
	Not applicable
	Not applicable

	Disabled
	1, 2(Little), 3 (interactive), 4 High
	1, 2(hearsay), 3 (interactive), 4 High
	1, 2(Good), 3 (interactive), 4 High
	1, 2(Good), 3 (interactive), 4 High

	Friends, supporters, University
	Not applicable
	1, 4, 6, 7
	1, 4, 6, 7
	1, 4, 6, 7


Key

1)  Visitors will have limited access to the forge. Initially one weekend a month but the aim will be to have access every weekend.

2) Understanding of the role of the Blacksmith in the Community 

3) Learning patterns for the Exhibits
4) Each age group will have Safety issues with the Forge therefore signage, limiting visitors and visitor management paramount

5) English might not be first language
6) Ensure they are trained

7) Knowledge of Forge Policy and Procedures
5.0 Aims for Audience Development?
Issues to address:
· Forge

· Which group of visitors/audience do we want to attract and how?
· Schools

· Families

· Special interest Group

· Senior members of local community

· Define what we are going to offer to each group of visitor

· Define how we are going to delight each audience group

· Increase Blacksmith capability to increase the days we are open and the manufacture of saleable products

· Volunteers to run the visitor side of the Forge and increase the days open
· Need to raise at £5k each year to keep Forge open. £100/week
· How can we Increase footfall of visitors:
· How can we ensure that each visitor contributes to the income of the Forge 
· Attract people back to the Forge 
· How are we going to get them to the Forge? Signage

· How are we going to address Limited parking

· How can we sustain visitor numbers
· How can we get meaningful visitor statistics for Spalding and visitors to the Forge
· How can we work with other attractions to provide a themed visit and people can spend an hour at each museum
· Measure success
· What is the Marketing budget and will deliver the desired growth
· South Holland Life
· Need to get community involved and wanting to contribute
· Website needs completion

· The website needs to be populated

· Measure success

6.0 Plan to deliver increased audience
This section defines the action we are going to take. We need to agree this and provide the how
· Understand our potential visitors
· Work with Springfields to understand their visitors
· Conduct surveys
· What will delight our Customers 
· Communicate with our Visitors and community
· Local Newspapers

· Effective use of website and other social media

· Signage – Brown Signs

· Develop an outreach programme

· Take mobile Forge to events

· Develop contact with schools

· Develop a budget for Marketing

· Increase our Blacksmith capability

· Increase our volunteers

· Develop income plan
· Sale of Product

· Increase the number of Friends

· Taster Day within the Forge

· Increase visitors

· Outreach for demonstrations

· Schools

· Refreshment

7.0 Measure our Progress
This section defines the measures and frequency. We need to agree this and provide the how

· Record the number of adults and children visiting the forge see separate form
· Visitors Book encourage the use 
· Continue to record traffic to social media and websites
· Record the impact of special events

· Conduct satisfaction surveys

· Monitor Traffic flow and cars stopping

· As the time spent in each element of the museum
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