
Table of Contents 


3Introduction


8Part I: Situation analysis


8Chapter 1: Internal analysis


8Chapter introduction


81.1 The Museumgroep Leiden


81.2 Objective


81.3 The mission statement


91.4 Strategies


91.5   The market position


91.6 The market share


101.7 Personnel and structure


101.8 Products


131.9 Place


131.10 Price


141.11 Promotion


14Chapter conclusion


15Chapter 2:  External analysis


15Chapter introduction


152.1 Meso- environment


15Museums market environment


15Museums market growth


16Museums market strategies


17Competition


18Museum’s visitor behaviour


19Government


192.2 Macro- environment


19Demography and economy


20Services for expatriates in West- Holland region


21Dutch political climate


21Infrastructure


21Ecology


21Chapter conclusion


22Chapter 3: Expatriates:  the ultimate museum lovers!


22Chapter introduction


223.1 Target segment group (A): Expatriates


22Target segment group  (A) analysis


263.2 Target segment group (B): International companies and expat organizations


26Target group (B) analysis


303.3 Choice of motivation of target segments A and B


30Chapter conclusion


31SWOT analysis


32The Bottleneck


32Confrontational mix


33Second Part:  The communication plan


33Chapter 4: Communication Analysis


33Chapter introduction


334.1 How the Museumgroep Leiden communicates with its public groups


344.2 How expatriates heard of the museums of Leiden


344.3 How expatriates prefer to get promotional information about the museums


354.4 Communication objective


354.5 Communication objectives per target groups


36Chapter conclusion


37Chapter 5: Communication Strategy


37Chapter introduction


371.1 The communication approach


385.2 The key message and slogan


385.3 The instruments and strategies


38The museum weekend for expatriates


40Corporate visits


40Informative sessions


40Fairs


41Press releases


42E-news letter


42Direct emailing


42Posters flyers and Billboard


435.4 Evaluation of the effectiveness of the communication plan


445.5 Overview of the communication activities


465.6 Further recommendations for the organization


47General conclusion


49Bibliography



APPENDICES

Appendix 1:  Contact list of international organizations 

Appendix 2:  Survey report

Appendix 3: Interview with Mr. Van de Bunte

Appendix 4: Interview with Mrs. Cooper

Appendix 5: Interview with Mr. Kuijper

Appendix 6: Interview with Ms Kroeders

Appendix 7: Interview with Mr. Veldhize

Appendix 8: Research proposal
Introduction

This communication plan is written for the Museumgroep Leiden, which is a joint marketing effort of seven museums in Leiden, namely The Municipal Museum De Lakenhal, The National Museum of Ethnology, The Botanical Gardens of Leiden, The Museum of Boerhaave, The National Museum of Antiquities, The National Natural History Museum and The Siebold house. This non-profit organization has been created to generate awareness of the museums among the Dutch population with the aim to increase the number of visitors to the museums (H. van de Bunte, personal interview May 13, 2007).   This organization coordinates children’s educational programs and develops promotional campaigns and marketing research projects for each of the seven museums. The Museumgroep Leiden receives financial help from The Municipality of Leiden and the above-mentioned museums.

The main target segment group for The Museumgroep Leiden is Dutch-speaking people residing in the Netherlands, especially in the Leiden region. Therefore, all the educational projects and campaigns are in Dutch.  This organization does not focus on international tourism because the Museumgroep Leiden does not have enough funding to develop communication strategies to attract them to Leiden museums (H. van de Bunte, personal interview May 13, 2007). The organization reasons that international tourists are more interested in visiting the main museums of the Netherlands such as The Van Gogh museum, The Rijksmuseum, the Stedelijk museum etc., because these museums are worldwide famous for their art collections and have big budgets to develop international marketing campaigns in different languages. In other words, these museums represent too much competition for the Leiden museums at the international level. Thus, this small non-profit organization prefers to operate at the regional and national level rather than internationally (H. van de Bunte, personal interview May 13, 2007).  In marketing communication terms, the Museumgroep Leiden does not have the three key resources that are men, money and minutes to develop an effective international campaign for the museums of Leiden.

Problem statement 

However, there is another market segment which the Museumgroep has not considered before. This group is the expatriate community living in The Hague and Leiden that does not belong to the category of international tourists because an expatriate is somebody who is “temporarily” living in a foreign country mainly for professional reasons (H. van de Bunte, personal interview May 13, 2007). In contrast, an international tourist is somebody who travels temporarily to a foreign country for leisure. 

The number of expatriates is increasing since big international organizations and companies such as Shell, the European Patent Office, the International court of Justice, etc establish their headquarters in the Netherlands particularly, in the region of The Hague and Leiden. Expatriates are considered to be a very important population for the regional economy because it has been calculated that one expat who works in the region creates employment for two Dutch workers (Huffnagel, personal interview for The Local expat, June 2007). 

The museums of Leiden cannot ignore the existence of this group since the expatriates are also part of the local community. Consequently, in order to accomplish the museums main objective, which is creating awareness of the museums of Leiden among people living in the Leiden region, the Museumgroep Leiden, should start to communicate the museums offers to this community. In order to do that, the organization needs to understand this market segment to know what the museums can do for them and how the museums should be communicated. 

Overall organization goals

The aim of this communication plan is assisting the Museumgroep to achieve the following goals: 

· To have lasting contacts with international organizations and companies that employ expatriates and are interested in informing their workers about the museums offers. The Museumgroep wants their cooperation to promote the museums of Leiden among their workers, as well as to organize together special activities for expatriates. In other words, this organization wants a business-to-business relation (B2B).  

·  To know what services the museums of Leiden have to improve in order to attract expatriate visitors.

· To apply the suitable communication strategies to attract expatriates to visit and participate in cultural activities in the museums of Leiden. This will position the Museumgroep Leiden as the first organization in the country that develops museums services specifically for this specific market segment.

·  To have visitors from the international community to the museums of Leiden. In 2008 the organization would like to have 3000 expat visitors.  
Central questions

The central questions for this research are as follows:

1. What are the criteria to communicate effectively with the expat community about the museums offerings?

2. Are the current museums offerings meeting those criteria?

Sub-questions

1. What have been the communication strategies the Museumgroep Leiden has implemented in the past to attract expatriates to the museums?

2. Which are the current communication tools that they are using to promote the museums?

3. What are the museum services for non-Dutch speakers?

4. What are museum activities that might attract the expatriates?

5. What are Psychographic and demographic traits of the expatriates working in Leiden and The Hague region?
6. What is the motivation of expatriates to visit the museums of Leiden and if they are interested, what do they want to see and experience in a museum?
7. What is the level of awareness of the museums of Leiden among expatriates?

8. Which international organizations in The Hague and Leiden region are interested in promoting cultural activities among their employees? In case they are already promoting cultural activities, how many international employees do they have?
The target groups for this research are the following ones 
· Target segment group A: Expatriates who are living “temporarily” in the Netherlands and use mainly English rather than Dutch to communicate. The Museumgroep would like to focus on the geo-demographic consumer market segmentation. In other words, those highly educated expatriates who are working and living in the region of Leiden and The Hague.

· Target segment group B (Intermediary target group): International companies, groups and organizations in The Hague and Leiden region that are interested in informing expatriates about the museums of Leiden offers.
Objectives of the research

To find out suitable communication solutions to increase the number of expatriate visitors to the museums of Leiden by analysing the following aspects:

· The needs and interests of expatriates to visit museums

· Whether the current museum offers meet those needs

· What kind of special adaptation to improve the attractiveness of the museums of Leiden can be made in order to meet the expatriate’s needs?  
Justification of the research methods 

a) Desk research: Since the topic of this research is very specific, it was relevant to consult books that are specialized in marketing and PR for museums. The aim was to find out what the best communication strategies for the target groups are, as well as to understand the cultural business in the Netherlands. Moreover, in order to understand the Museumgroep Leiden’s corporate identity and image, it was relevant to analyse the organization’s website, museums websites and research reports related to the organization. Also specialized expat magazines, newspapers, websites and other publications were important for this research to comprehend this segmented market in the Netherlands. 

b) Service research:  This research is conducted according to the outline from MacLean’s book “Marketing the museum”. In order to evaluate if the museums of Leiden are ready to receive expat visitors, I went to these museums as “the mystery visitor”.  The service research was relevant to this communication plan because it helped me to identify which museums can be promoted to the expatriates and which museums have to improve their services if they want to attract expat visitors in the future. 

c) Survey:  In order to know the profile of the potential consumers, an online survey was conducted among expatriates in collaboration with Denhaag.com (Municipality of The Hague), ACCESS, Expatica.com, European Patent office (EPO), European Space Agency (ESA), European Space Research and Technology (ESTEC), Leiden Bio Science Park, International Women Contact IWC, Expatriates.com, elynex.nl and Outpost Shell. The link to the online survey was accessible on the websites of the above-mentioned organizations.

· Target group: This survey was conducted among the expat community working in The Hague and Leiden region and living in the Netherlands.

· Population size: Approx 64, 000 expatriates 

· Sample population: 100%. Everybody had access to the survey.
· Responders: Six hundred fifty nine people opened the link to get access to the online survey and 387 people could totally complete it. The result of this survey has 5% margin of error (Saunders, Lewis & Thornhill, 2003,p.156). 

The main objectives of the survey were to identify the demographic traits of the target group, as well as three characteristics, which were the followings ones:

· Knowledge: What expatriates know about museums in the Netherlands and Leiden 

· Behaviour: To know if they visit museums in general

· Attitude: To identify whether they want to visit museums in Leiden as well as whether they are interested in participating in special cultural activities for expatriates organized by Leiden museums. Which collections they are interested in, and their preferred way to get information about the collections (language and tools)
d) Interviews: In order to know more about the Museumgroep Leiden and what this organization wanted to achieve with this communication plan, I conducted a personal intake interview with Mr. Hans van de Bunte who is the director of this organization.  Also, I conducted another six interviews with staff members of different international organizations such as Outpost Shell, Amicale (European Patent Office), Expatica Communications, European Space Agency, Xpat Desk (The Municipality of The Hague) and The Hague Online to get more information about those organizations, what they do for the expat community, why they consider the expat community relevant for the Dutch economy. 

Structure of the paper
 This final paper follows the outline suggested by the authors of Setting up a strategic communication plan book written by Marita Vos. This communication plan is divided into two parts and it has five chapters. The first part is the situation analysis that contains chapter number one and chapter number two. First chapter is the internal analysis of the organization where it shows the results of the service research, the intake interview with the organization’s director and the desk research. The second chapter is its external analysis. At the end of these two chapters are the SWOT analysis of the organization and the bottlenecks of the situation.  

The second part of this final paper is the communication plan that has chapters three, four and five. Chapter three explains in detail the results of the survey by analysing the target group’s needs and motivations regarding the museums of Leiden. The last two chapters are the analysis of how the Museumgroep should communicate with the target groups and which communications tools this organization should implement in order to attract expatriates to the museums. In the end of the communication plan are the conclusions and recommendations that summarises the most relevant findings of this research.

Part I: Situation analysis

Chapter 1: Internal analysis

Chapter introduction 

This chapter will be a description of the Museumgroep on the basis of how this organization functions internally. It is relevant to understand the role of this non-profit organization in the society, what this organization stands for and what its products are because it is important to recognize the strengths and weakness of this organization. This information will contribute to identify how the communication plan targeted to expatriates in Leiden and The Hague region should be developed .

1.1 The Museumgroep Leiden
This non-profit foundation was created in 2003 by seven museums of Leiden to function as an umbrella organization that takes care of the museums’ common objective (H. van de Bunte, personal interview May 13, 2007). 

1.2 Objective
 The Museumgroep Leiden’s objective is to act as liaison to make the seven museums of Leiden join their effort and pool resources to achieve one common goal (H. van de Bunte, personal interview May 13, 2007). This goal is to create awareness of Leiden museums services and activities among people, especially, those living in Leiden region.
  1.3 The mission statement 
Having researched the Museumgroep Leiden’s website and having interviewed the Museumgroep director, my findings were that this organization does not have a clearly formulated mission statement. Nonetheless, According to Mr. van de Bunte the overall mission of this organization is to make people living in the Netherlands conscious about the cultural heritage of the museums of Leiden “by initiating and developing projects for the benefits of the museums and their public” (H. van de Bunte, personal interview May 13, 2007).

1.4 Strategies

In order to achieve the above-mentioned objectives, The Museumgroep Leiden has the following strategies:

· To develop and coordinate the marketing and PR Campaigns of Leiden museums to attract more visitors from different age groups.

· To develop and coordinate children’s educational programs to generate awareness of each of the museums heritage among Leiden youngsters. 

· To conduct market research for the museums in order to find out new market opportunities.

1.5   The market position

Since the Museumgroep Leiden is a non-profit organization, this organization has to get subsidies from the Municipality of Leiden and the museums of Leiden themselves to develop and implement its projects in the region. In the Dutch cultural market sector, this organization is unique because it is the only foundation in the country that brings together seven museums to work collectively for the benefit of the local citizens. (H. van de Bunte, personal interview May 13, 2007). 

Thus, the Museumgroep Leiden is able to represent all the seven museums at the regional level to seek financial support to develop and implement its projects (H. van de Bunte, personal interview May 13, 2007). Mr van de Bunte says that this system is much better than single museum acting by itself.  This distinctive feature gives the museums of Leiden a more solid position in the cultural business at the regional level.  There are in total 13 museums in Leiden area and the museums that are represented by the Museumgroep Leiden are the most visited ones in the region.

However, at the national and international level the Museumgroep Leiden does not have a strong position (H. van de Bunte, personal interview May 13, 2007). First of all, the organization is too small to develop educational projects beyond the regional level. Secondly, this organization puts more efforts into advertising the museums regionally because the Museumgroep’s main market segment is people living in Leiden region (H. van de Bunte, personal interview May 13, 2007).  
 1.6 The market share
The museums of Leiden receives annually 3,5% of the museum visitors in The Netherlands (H. van de Bunte, personal interview May 13, 2007).   According to Mr. Bunte, taking into consideration that the museums of Leiden focus more on attracting the people from the region, this percentage is relatively high.

1.7 Personnel and structure 

On the top of the organizational chart is the board of the museum directors. They are responsible for deciding which projects should be created and implemented. The Museumgroep Leiden director Mr. van de Bunte advises the board of directors about projects the museums of Leiden need to implement in order to achieve the organizations goals. Also, he manages the financial aspects of the organization and supervises the development and execution of the organization’s projects. The Museumgroep Leiden has four employees who are the project leaders and they work closely with each of the museum departments. According to Mr van de Bunte, it is difficult for museum directors to reach consensus on what is best for all the museums. Because each director has his own museum as his priority, it is difficult for him or her to think of what is best for the museums collectively. 
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1.8 Products  

The Museumgroep promote as products the museums of Leiden’s collections and the educational program developed by the organization for the young Dutch community. This section explains the museum’s services and the educational programs. 

· The museums

	Museum
	Shops


	Restaurant
	Parking facilities
	Is the museum close to the central station?
	Is it easy to get to the museum by using public transportation?
	Facilities to receive disabled people in a wheelchair
	Does the museums have lockers and wardrobe
	Does the museum have another facilities ?

	The Municipal Museum De Lakenhal (Stedelijk Museum De Lakenhal
	The museums have a souvenir shop but most of the items they sell, such as books, CD room about the museums, etc., are in Dutch. However, there are other products that the visitors, who do not speak Dutch, can purchase, like cups, handcrafts, etc
	No
	Yes
	Yes
	Yes
	Yes
	Yes
	There are benches and seats in the museums’ galleries as well as interactive media explaining the exhibitions

	The National Museum of Ethnology  (Museum Volkenkunde)
	
	Yes
	Yes
	Yes
	Yes
	Yes
	Yes
	

	The Botanical Gardens of Leiden (Hortus botanicus Leiden)
	
	Yes
	Yes
	Yes
	Yes
	Yes
	Yes
	

	The Museum of Boerhaave  (Museum Boerhaave)
	
	No
	Yes
	Yes
	Yes
	Yes
	Yes
	

	The National Museum of Antiquities (Rijksmuseum van Oudheden)
	
	Yes
	Yes
	Yes
	Yes
	Yes
	Yes
	

	The National Natural History Museum (Naturalis)
	
	Yes
	Yes
	Yes
	Yes
	Yes
	Yes
	

	The Siebold House  (SieboldHuis)
	
	No
	Yes
	Yes
	Yes
	Yes
	Yes
	

	Museum
	Collection


	Are the building and facades attractive?
	Does the museum have a welcoming foyer?
	Is the information about the permanent collection available in English? (*)
	Is the information about the temporary collection in English? (*)
	Does the museums have tour guide in English besides Dutch?
	Does the museum have audio guide in English besides Dutch?
	Does the museum have friendly staffs that speak English?

	The Municipal Museum De Lakenhal (Stedelijk Museum De Lakenhal
	Art collection
	Yes
	Yes
	Yes
	No
	All the museums have guided tour services but these have to be booked in advance and they are for big groups
	No
	Yes

	The National Museum of Ethnology  (Museum Volkenkunde)
	Anthropological collection
	Yes
	Yes
	Yes
	Partially
	
	No
	Yes

	The Botanical Gardens of Leiden (Hortus botanicus Leiden):
	Botanical collection
	The façade is being renewed
	Yes
	No
	No
	
	No
	Yes

	The Museum of Boerhaave  (Museum Boerhaave)
	Scientific collection
	Yes
	Yes
	Partially
	No
	
	Yes
	Yes

	The National Museum of Antiquities (Rijksmuseum van Oudheden)
	History and antiquities collection
	Yes
	Yes
	Partially
	No
	
	No
	Yes

	The National Natural History Museum (Naturalis)
	Natural history collection
	Yes
	Yes
	Partially
	Yes
	
	No
	Yes

	The Siebold House  (SieboldHuis)
	History collection
	Yes
	Yes
	Partially
	No
	
	Yes
	Yes
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· The educational projects 

The educational projects are implemented in each of the seven museums and they are designed for students of Dutch schools. These educational programs are developed according to each museum’s collection and children’s group age. The participants are children from groups one to eight and at the end of the program students receive a diploma as Museum & School Expert (“Museum & School section “, 2007, Basisonderwijs. Para. 23). According to Mr. Bunte, the educational projects are financed 67% by the Leiden City Government and the other 33% is financed by the museums.

1.9 Place
 As it was mentioned before, the museums are conveniently located in the historical centre of Leiden. This city of Leiden is being promoted as “the key to discovery” due to its world famous university and its historical centre. All around the city there are a great number of signposts directing the visitor to the museums. The public transportation works very well and the museums are very close to the Leiden Central Station.  In the Central Station visitors can find special machines that can provide them with maps showing the route to the museums in four different languages. Also, around the station there is a tourist information office.  The museums have public parking facilities.  Most of the museums are open every Tuesday to Friday from 10:00 –17:00 and during the weekends and holidays from 12:00-17:00, except for the Botanical Garden of Leiden (Hortus Botanicus) which opens its doors to the public every spring from 10:00 - 18:00 and in the winter season from 10:00 – 16:00. 

1.10 Price
The museums charge for admission.  Children and people older than sixty-five can get discount tickets.  If visitors have the Dutch museumkaart, they can get free admission in most of the museums. The museums give tickets discounts to big groups 

1.11 Promotion

The museums of Leiden finance sixty seven percent of the marketing and promotion activities developed by the Museumgroep Leiden. And the Leiden City Government finances the other 33 %. There is not one single museum which is more promoted than the other ones. All seven museums are equally promoted by having regular campaigns that advertise the exhibitions and upcoming activities. Most of the concepts for the marketing campaigns are intended to promote Leiden as a museum city by creating awareness of the museums’ collections connection with the history of the city. The organization uses different communication tools to execute and coordinate those campaigns. For instance, The Museumgroep Leiden uses Dutch radio, newspaper, magazines, places billboards on the Leiden Central Station and participates in cultural fairs. Furthermore the organization distributes posters, brochures, etc., all around the city and some mayor cities in The Netherlands, such as The Hague and Haarlem. 

Chapter conclusion 
The Museumgroep Leiden has specials aspects that make the organization unique at the regional and national level.  The most important unique feature is that the organization makes seven museums work together for the benefits of the public. By doing this, the organization gets a strong position, compared to other non-profit organizations in the region, to request subsides from the local government.   However, it is difficult for museum directors to reach consensus on what is best for all the museums collectively. This can have an impact on the development and implementation of the organization’s projects.  The museums as a product have a lot of potential to attract the expatriates, such as the location of the building in the historical centre of Leiden, interesting collections, etc. However, if the museums of Leiden want to attract expatriates, they have to make some improvement such as starting to communicate the collections in English besides Dutch.
Chapter 2:  External analysis 

 Chapter introduction 

This chapter will cover an explanation of the developments and changes within the organization’s external environment and how those developments could affect the Museumgroep Leiden and the museums. The chapter will be divided into two sections, which are an analysis of the meso- environment and macro-environment. Both sections are very important because this information will contribute to gain insight into different aspects that can have an influence on the organization’s function. It is relevant to know what external aspects can have an impact on the organization to identify which features should be taken into account to design an appropriate communication plan.

2.1 Meso- environment

This first section of the chapter two will be an analysis of different aspects within the current cultural business and museum’s market at the national and international level such as museum’s market growth, competition, market developments, trends of the consumer behaviours, etc. 

The meso-environment analysis helps to identify changes and developments within different public groups such as government cultural policies, customers (museums’ audiences), cultural enterprises etc. that might affect the Museumgroep Leiden.

 Museums market environment  
 The museums in The Netherlands are classified according to their collection and most of them are non-profit organizations (CBS, 2007, “kerncijfers musea”, section 1). According to the Statistic Bureau of the Netherlands (CBS), currently there are 775 museums in the country.  There are 107 museums with art collections, 391 history museums, 51 natural history museums, 196 scientific museums, 18 museums of Ethnology and 12 museums with other types of collections.  These Dutch museums organize around 1000 to 2050 exhibitions annually (CBS, 2007, “musea”, section, 1). Those expositions have been exhibited in the country as well as abroad.  

Museums market growth

According to the Statistic Netherlands (CBS) in 2003 there were 828 museums in The Netherlands. The number of the museums decreased in 2005 from 828 to 775.  The last research conducted by this organization showed that the Dutch museums received 19, 648,000 visitors in 2005. 

 Almost ten million of the museums’ visitors paid the full entrance fee, approximately four million and a half got ticket discounts, one million seven hundred sixty use the museumkaart and almost four millions visited the museums for free. According to the Municipality of Leiden, in 2005 the museums of this region received 607,325 visitors and in 2006 the number of visitors remained the same. Comparing those results with the previous years, there has not been a significant market growth in the recent years for the museums in the Netherlands.

Museums market strategies
· Museums online

Nowadays, time and place are becoming less important to experience a museum exhibition. Currently, more museums communicate their exhibitions to the public through their websites. Now, audiences can go for a virtual visit to the museums anytime anywhere.  For instance, in the Netherlands there is a museum server online that works as a platform for Dutch museums on the Internet and encourages young artists to exhibit their works    (Museum server, 2007,”Museum op her internet” section, 1). This is a cheap way for the museums, galleries and unknown artists to come across to the public. 

· Customer orientation 

Museums are unifying their resources to become a strong competition in the leisure business. Thus, excellent customer services are becoming their key concern (MacLean, 1998, pp. 125-127). For example, in the Netherlands 400 museums developed the museumkaart. People who obtain this card could get access to a diverse set of museum services and offers that an ordinary customer cannot get (Museumkaart, 2007, “ Wat is de Museumkaart” section, 1). Also the museums are developing products with their own local governments to attract visitors to their cities. For instance, Delft and The Hague Municipalities developed the City card together. With this card people get discounts to museums, parks, casinos and restaurants.

Competition

There are four levels of competition for museums (Kotler & Kotler, 1998, p. 70-71). In the early stage, there is the desired competition which means that the individual has to choose among different activities that he can do during his free time such as doing sports, visiting friends, going to a restaurant and having an aesthetic experience. During this stage, the individual should have a strong motivation to have an aesthetic experience and dismiss the other options. Normally the individual who chooses to have an aesthetic experience is a highly educated person (Kotler & Kotler, 1998, p. 70-71).  The second stage is called the generic competition. At this point, the individual should select how he wants to have this aesthetic experience by choosing between watching a movie, or experiencing art in a public space.  When the individual chooses to have an art experience in a public space, then he has to decide what form of art he prefers to experience like going to a musical, theatre or visiting a museum. This is known as form competition. And the last stage is called enterprise competition, which means that the individual prefers to visit a museum, and he has to choose among different museums. 

As shown in the table below, the museums not only have to compete with each other but they also have to compete with other kinds of diverse leisure activities available to the public, such as the internet, movies, theatre, etc by motivating individuals from an early stage to have an aesthetic experience (Kotler & Kotler, 1998, p. 70-71). As a result, the museums have to show their clear unique qualities to draw their audience to them.

	Desire Competition 
	 Generic Competition

(Aesthetic Experience)
	Form Competition 

(Experience art collection, or any other collection type in a public place)
	Enterprise Competition

(Museums)

	What desire does the person want to satisfy?


	How does the person want to have an aesthetic experience?
	What form of art experience does the person want to have? 


	Which museum does the person visit? 

	Exercise, learning, household chores, Aesthetic experience, etc


	TV at home, Movie, Art on video, Experience art in a public place, etc
	Theatre, Musical concert, dance performance, museum, etc 
	The local museum, art gallery, big famous museum, etc.)


Museum’s visitor behaviour 

The museum audience is diverse and characterized by museum type (Kotler & Kotler, 1998, pp.100-101). They tend to be highly educated people with middle and high income. Generally, families with children and teenagers prefer to visit natural history museums as well as scientific museums. Other groups such as people older than 65 years old choose history, ancient art or ethnology museums. Modern art and ancient art museums are more likely destinations for young adults. There are two groups and three categories, as shown in the table below, which describe the interpersonal and social behaviour of the museums audiences (Kotler & Kotler, 1998, pp.104-105). Also, there is a difference between a local visitor and a tourist’s consumer behaviour. A tourist is more likely to visit the museum just once and he focuses on the permanent collection. Generally, tourists visit museums during the summer and they spend more money than the locals in the museums buying souvenirs. They plan their visits in advance and they have very high expectations towards the museum (Kotler & Kotler, 1998, pp.104-105).   In contrast, the local residents prefer to see the temporarily exhibitions and they visit the museums more during the off-peak seasons. 


	Museum groups:
	1) Frequent visitors:

(People who visit the museums more than three times per year)
	2) Occasional visitors:

(People who visit a museum a museum once or twice a year)

	Categories:

1. Emotional: Feeling comfortable at the museum

2. Rational: Having the opportunity to learn in the museum

3. Sensory: Having the challenge of a new experience in the museum
	Who they are: 

Local community: Museum members, old people and young adults.

Type of museums: 

 Museums members: all museums

People older than 65:history, ancient art or ethnology museums 


	Who they are:

- Local community: Families groups, teenager groups

 - Tourists 

Type of museum: 

Families and teenager groups: natural history and scientific museums

Tourist:  Any museum as soon as it is well known.                                              


Government

According to Dutch cultural policies, the local municipalities finance the majority of the museums in the Netherlands and they have to negotiate their budgets with the central government. Because in the previous years there was an increased demand by cultural organizations for subsidies, the State Secretary announced to the parliament in June 2006 its intentions to modify the Dutch cultural policy - making system. Thus, the State Secretary considered the old regulation unsustainable. After having discussed the State Secretary’s proposal, the Dutch Parliament decided to apply the following changes on October 2006: 

Subsidy requests from smaller cultural institutions and companies will no longer make up part of the four-year cultural policy document (planning) and companies cycle, but will be submitted to the Funds. The Funds will be empowered organizationally, in order to meet their extended responsibilities. More generally, a rearrangement of cultural institutions will be made, redesigning the divided line between institutions that will belong to the basic infrastructure. The council for culture is to produce an analysis of the cultural sector, defining what makes up the cultural infrastructure. In order to realize the above, an amendment must be made to the law by 1 June 2007. Cultural institutions can submit funding request before 1 February 2008.  (Cultural policies, 2007, “Netherlands/ 2. Competence, decision-making and administration” section 1)

These last changes to the Dutch cultural policies affect small cultural organizations and the Dutch cultural structure as a whole. However, according to the Museumgroep director, this new regulation will not produce any negative impact to the organization.

2.2 Macro- environment 

This second section of chapter 2 will be an analysis of the organization’s macro-environment. This will be a description of the latest developments within the West Holland region like the demography, economy, government, infrastructure etc. The objective of this analysis is to find out how those developments could have an impact on the Museumgroep Leiden.  
Demography and economy 

Since the economy is becoming more global, regions in The Netherlands are unifying their resources to attract more foreign investors as well as international organizations. For example, as shown in the map, The Hague and Leiden regions are part of the West-Holland area that is considered one zone to do business (WFIA, 2007,“West Holland provides benefits” section, 1).
According to The West Holland foreign investment agency, the region has a gross domestic product (GDP) per head of US $ 22,000 and a workforce of 550,000 people and the population is 1,510,000 people. The main core business expertises in the area are Life sciences, Aerospace & Composites, Oil & Gas and IT & Telecom (WFIA, 2007,“West Holland provides benefits” section, 1). Those businesses are located mainly in The Hague and Leiden region. Therefore Leiden and The Hague area are popular among expatriates. There are approximately 50,000 expatriates living in the Hague region  (DenHaag, 2007, “Doing Business” section, 1). It has been calculated by the Municipality of The Hague that this population will increase considerably for 2022.  In Leiden region there are 14,000 expatriates.  

 This region is also home to European and International companies and organizational headquarters such as Shell, European Space Agency (ESA), European Patent Office (EPO), International court of Justice, Leiden Bio-Science Park, etc. Those international organizations and companies create jobs for the locals and attract a considerable number of expatriate’s employees. For instance, 10% of The Hague economic growth comes from international organizations (DenHaag, 2007, “Doing Business” section, 2). Also, expatriates are considered as a very important population for the region economy because it has been calculated that one expat who works in the region creates employment for two Dutch workers (Huffnagel, personal interview for The Local expat, June 2007). 
Services for expatriates in West- Holland region
·  The West-Holland Foreign investment Agency gives advises and encourages international companies to establish and develop their business in the area (WFIA, 2007,“West Holland provides benefits” section, 

· The Municipality of The Hague has recently established the Xpat Desk services. This service helps expatriates to understand the practical side of living in Holland, such as regulations, health care systems, etc., and welcomes them to the region.  

· Also, there are approximately 25 expat clubs, associations and expat media created by the expatriates themselves. Most of these organizations function as pressure groups to demand better services.

· There are 19 international educational organizations such as Universities, schools and High schools in the region

· In the financial sector, ABN Amro has created the service called expat -banking in the Netherlands. Also there are tax offices and insurance services for expatriates.

 Dutch political climate

According to the West-Holland Investment Agency, the Dutch political climate is one of the most stable in the world. The Dutch government believes that a good political environment will attract more foreign investors to the country.  The government’s consistency is one of the most important characteristics of the Dutch policies and regulations (WFIA, 2007,“Political situation” section, 1). 

Infrastructure
The west-Holland region has good infrastructure: 

	· Schiphol Airport is close

· Public tram and train service
	· International high-speed railway   

· The Hague seaport


Ecology

The BBC weather organization describes the Dutch climate as a variable weather that changes from day to day. The country does not have extreme summer and winter seasons.  Due to the country’s proximity to the North Sea and low-lying level, it rains frequently. This kind of weather invites to participate in indoor activities such as visiting museums, galleried or going to the movies.

Chapter conclusion
 The number of visitors of the museums of Leiden has not increased since 2006.  Consequently, the Museumgroep Leiden needs to attract new audiences in order to increment the number of museum visitors or keep this number stable. In other words, the Museumgroep Leiden needs to explore new market opportunities to sustain its museums business.  

On the other hand, the internationalisation of the region’s economy and politics is attracting new residents to the area. Those residents are expatriates who can also be considered as part of the local community. Right now there are approximately 64,000 expatriates in the region of Leiden and The Hague. The number of expatriates living in the region is increasing and they are demanding special services for them in different areas.  The Museumgroep Leiden has not approached this group before and they can be considered as a new market opportunity.  In order to attract this group to the museums, the organization needs to understand this target segment group to recognize what the museums can do for them and how the museums should be communicated.  The next chapter will be an analysis of this particular target group.

Chapter 3: Expatriates:  the ultimate museum lovers!

Chapter introduction

This chapter contains a description of expatriates’ profile by analysing their knowledge, behaviours and attitudes towards visiting museums. This information can guide the Museumgroep Leiden to understand and consider expatriates as a new market opportunity. The target segment groups are as follows:

· The target segment group (A): Individual expatriate working in international organizations and companies in Leiden and The Hague area.  I conducted a national online survey to analyse this group. 
· The target segment group (B): International companies, clubs and organizations interested in informing expatriates about the museums of Leiden offers. To analyse this group, I conducted personal interviews with important staff members from those organizations

3.1 Target segment group (A): Expatriates

·  This group segment group can be defined as people who are  “temporarily” living in a foreign country mainly for professional reasons. In this case, the focus will be on expatriates working and living in The Hague and Leiden region
· This group consists of male and female foreign employees from international companies and organizations and their families. 
Target segment group  (A) analysis 
 There are approximately 50,000 expatriates living in the Hague region  (DenHaag, 2007, “Doing Business” section, 1). And approximately, 14,000 expatriates are living in Leiden. Thus, there are 64,000 expatriates living and working in the region in total. In order to gain insight in the different features of this target group a national online survey was conducted. Six hundred fifty nine people opened the link to get access to the online survey and 387 people could totally complete it.  The result of this analysis has 5% margin of error (Saunders, Lewis & Thornhill, 2003,p.156). This means that the information in this section does not reflect 100% of the characteristics of this market segment but it can be considered as an indication of what this group is. Detailed information about the graphics is in  the appendix section of this final paper. 

This part will explain the demographic traits and the following aspects of the target segment group A:
· Behaviour: To know if they visit museums in general, which collections they are interested in, and their preferred way to get information about the collections (language and tools)

· Knowledge: What expatriates know about museums in the Netherlands and Leiden

· Attitude: To identify whether they want to visit museums in Leiden as well as whether they are interested in participating in special cultural activities organized by Leiden museums
 1) Demographic traits
	Gender & Nationalities
	· There are more male expatriates in The Hague and Leiden region (56 %) than female (44%).  

· The majority of expatriates are from western countries such as European countries and The United States. The respondents are mostly French (16%), British (13%), Americans (9%), Italians (8%), Germans (7%), Spanish (7 %) and Belgians (6%).

	Where expatriates live:

	· The Hague region is the place where a large number of the participants live  (53 %). Second is Leiden (18%). The rest of the responders live in other major cites of the Netherlands such as Amsterdam, Rotterdam, etc

	 Expatriate’s education level and annual income: 
	· The majority of expatriates are highly educated. Most of the expatriates who participated in the survey   (44 %) have a master degree, 18% have a bachelor degree and 22 % have a PHD degree. Just 6 % of the respondents do not hold a degree. They have a high annual income in comparison with the average annual income of a Dutch citizen (Dutch Minister of Social Affairs and Employment, 2006, 2006 to be the year of ``work in progress “ Section, 4)

	Expatriates and their families:
	· Sixty-six percent of the respondents said that they live in the Netherlands with their families. Nevertheless, 57% of the participants do not have children. Forty three percent of the expatriates have children. Only 34 % percent of the participants do not live with somebody else in The Netherlands


2) Behaviour

The results from the survey show that the expatriates are highly interested in different types of museum exhibitions. The scientific collection was the preferred option among participants (71 %). Ancient art collection was the second most popular option (65 %). Nobody says that he or she does not like any type of museum exhibition. The majority of the respondents (41%) have visited a museum in the Netherlands from 2 to 4 times in the last 12 months. Many participants said that they visit a museum more than 5 times in the last 12 months (17%).  Almost 21% of the respondents mentioned that they visited a museum only once in the last 12 months. According to Kotler classification of museum visitors, expatriates can be categorized as frequent visitors. In other words, they tend to visit any museum more than three times a year (Kotler & Kotler, 1998, pp.104-105).
Eighty nine percent of the participants prefer to receive English information when they are visiting a museum. And they mostly prefer to have this information in an informative leaflet (39%), audio guide (23%) and in a tour guide 17%.

[image: image1.wmf]How  expatriates would like to receive information about the museums of Leiden  

collections when they are inside of any of the museums 

Educational leaflet



39%

Audio guide



23%

None



3%

Other



5%

Lecture about the 

exhibition



13%

Tour guide



17%


3) Knowledge 

According to the final results of the survey, the most well known museums in The Netherlands among the expatriates are the Van Gogh museum (98%), The Rijksmuseum in Amsterdam (95%) and The Anne Frank House (95%). And the most famous museum in The Hague region is the Maurits House (72%). However when it comes to the most known museum in Leiden, the museum of National Natural History (Naturalis) was the most known museum in Leiden among participants (53%). 

The second museum was the Botanical Gardens of Leiden (51%). Only 22 % of the respondents have not heard of any of the museums of Leiden at all.  Even though most of the participants have heard of the museums of Leiden, the majority of respondents have not visited any of those museums previously (48%). This could be the result of the museums’ lack of campaigns to attract the expatriates to the museums. The Museum of Natural History (Naturalis) is the most visited museum among the participants (29%). The Botanical Garden of Leiden is the second most visited museum among respondents (25%).    
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4) Attitude
One of the most important findings of the survey was that 69% of the expatriates say that they definitely want to visit the museums of Leiden. Twenty percent mention that they just want to visit them. Only 3% of the responders say that they do not want to visit any of the museums of Leiden. 
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Expatriates who have children mostly prefer a private excursion to a museum with their families (53%). Also, expatriates are interested in joining any of the activities organized by the museums of Leiden. For example, expatriates who do not have children prefer corporate visits to the museums (44%) organized by the Museumgroep and their companies. Seventy four percent of this market segment prefers to do this visit during the weekend and the other 36 % prefer visiting the museums during their free work hours (lunch break). This market segment (81%) wants to receive promotional information of the museums of Leiden. These results absolutely reveal that expatriates are very interested in visiting the museums of Leiden.

3.2 Target segment group (B): International companies and expat organizations
· This group can be defined as the international companies, expat clubs and organizations interested in informing expatriates about the offers of the museums of Leiden.  The target segment B manages a considerably large number of expatriates and it can function as an intermediary group who informs or influences the target segment group A about the museums of Leiden. 

 Target group (B) analysis 

 In the beginning of the research, the following international organizations located in the region of Leiden and The Hague were contacted by telephone and email:

	· Shell offices in The Hague and Rijswijk 

· European Patent office

· The European Space Agency

· International court of justice

	· Embassies located in The Hague

· The University of Leiden

· Leiden Bio Science Park

· Expat organizations


After having researched the websites and interviewed staff members of the communication department from all the above-mentioned organizations, a selection of the organizations and companies was made on the basis of the following two criteria: 

1. The amount of expatriates the organization has and reaches 
2. The willingness of the organization to cooperate with the Museumgroep Leiden to create awareness of the museums among expatriates 

At the end of the research the following organizations were identified as target segment group B:

Target segment group B

	a) Companies:

1. The European Patent Office (EPO)
2. Shell


	Both companies have organizations such as Amicale (EPO) and Outpost Shell (Shell) that inform and advise their international employees about cultural activities and events in the region as long as those events are not commercial. These expat organizations also organize activities for their members, such as visits to museums, workshops, fairs, etc. Those organizations communicate among their member by using direct email, e-news letter. Each organization has 3000-expat family members.
Attitude: 

 Amicale (EPO): The organization is very interested in organizing corporate visits to the museums together with the Museumgroep Leiden (M. Kroeders, personal interview, June 15, 2007). The organization prefers to have a tour guide in English or French. This visit should be one hour during the lunch break, preferably, including the food. The organization can help the Museumgroep Leiden to promote the museums among EPO expatriates by announcing exhibitions on their intranet.

Outpost Shell:  The organization is not interested in organizing corporate visits to the Museums. However, they are interested to have informative sessions about the museums of Leiden within Shell’s headquarters in The Hague (S. Cooper, personal interview, June 25, 2007). Also, the organization can help the Museumgroep Leiden to promote the museums among Shell Expatriates by announcing exhibitions on their E-news- letter.

	3. European Space Agency (ESA & ESTEC)

4. The University of Leiden

5. Companies located in Leiden Bio Science Park
	Those organizations do not have an internal body that arranges activities for their international employees. However, they can inform their international workers about any cultural offer in the region, as long as it is not a commercial one. There are approximately 3000 expatriates working in ESA & ESTEC. The amount of expatriates working in Leiden Bio Science Park companies and The University of Leiden is undefined since those organizations prefer to keep this information confidential.  
Attitude:  All those organizations are willing to announce any information about the museums of Leiden on their intranet and websites as long as this information is relevant for expatriate’s employees.

	b) Governmental organization: 

6. Xpat Desk from the Municipality of The Hague


	Expat desk is a hospitality centre of the Municipality of The Hague. The objective is to welcome expatriates in the region and help them with services such as park permits, birth certificates, marriages, etc. There are approximately 30,000 expatriates registered at the Xpat Desk (M. Kuijper, personal interview, May 20, 2007). The organization reaches the expatriates through its website and e-news letter. Every expat receives a welcome package that contains information about The Hague city.

Attitude: The organization will publish any information related to the museums of Leiden in their E-news Letter as soon as this information is relevant to the expat community. Also this organization can give any promotional information about the museums when expatriates are registering at the Xpat Desk.

	c) Non-profit organizations:

  7. Access

d) Expat group: 

8. Expat Leiden yahoo group
	Access is a non-profit organization made by expatriates in the Netherlands. The organization’s main goal is to support English-speaking expatriates by organizing events, workshops, counselling, publications etc. The organization publishes a monthly magazine that contains information about living in the Netherlands. The magazine reaches 3000 expatriates in The Hague region and it is distributed in embassies, international companies and organizations.

Attitude: This organization is willing to help The Museumgroep Leiden to promote the museum among their expat members by announcing the information in the organization’s websites and magazine.

Expat Leiden yahoo group is a non-profit organization that functions as platform for expatriates to establish their own social contacts in Leiden region. The organization has approximately 400 members.

Attitude:  This group is highly interested in participating in any of the museum activities for expatriates. The group will announce on their site any information about the museums of Leiden among their members if this information is relevant to expatriates


	c) Expat Media 

9. Expatica.com

10. Expatriates.com, 

11. Elynex.nl
12.  The Hague online

13.  Xpat Journal

14. The Local Expat 


	The expat media are very active in the region. They not only inform expatriates about what is going on in the Netherlands but they also organize fairs and activities to connect different groups such as expat clubs, companies and the government. They reach all expatriates in the country

Attitude:

The expat media are willing to publish any press release about the museums of Leiden as long as the information concerns expatriates. Expatica.com is willing to give a stand for free to the Museumgroep Leiden to promote the museums in the I am not tourist fair. The Hague online organizes a fair every year in the Hague municipality building. The Museumgroep cannot participate in this fair for free. 




3.3 Choice of motivation of target segments A and B

After analysing the expatriates’ characteristics such as demographic traits, behaviour, knowledge and attitudes to museums, the target segment groups can be considered a new market opportunity to develop communication strategies to attract them to the museums of Leiden for the following reasons:

· Priority: There is a considerable number of expatriates living and working in the region of The Hague and Leiden (Approximately 64,000 people) who are considered part of the local community.   Also, there are 14 companies and organizations in the area that are interested in informing their expatriate members about the museums of Leiden offers

· Feasibility:  They are highly educated and they have a high annual income. They tend to visit museums more than 2 or 3 times a year. This will position them as frequent museum visitors. A high percentage of expatriates have heard of the museums of Leiden but they have never visited them. Nonetheless, they want to visit the museums of Leiden and they want to participate in the museums activities as long as those activities and exhibitions are communicated in English. 
· Accessibility:  The majority of expatriates want to be informed about the museums offers. Also most of the expatriates can be contacted through their organizations and companies. Those companies and organizations are willing to help the Museumgroep Leiden to promote the museums. 
 Chapter conclusion

 The number of expatriates living in The Hague and Leiden region is increasing. They can be considered as a new market segment opportunity for the museum of Leiden since they tend to visit museums more than 2 times per year. In other words, they frequent visitors who love to go to museums. Another relevant aspect about the target segments is that they live in the region where the Museumgroep operates and they want to see the museums of Leiden. However, a lot of them have not visited those museums before but they have the intention to do it. 

	SWOT analysis

Internal analysis
	External analysis

	Strengths
· Unique museums in the area.

· The organization is a join effort of seven museums that seek a common goal

· Liaison with school group in the region

· The organization conducts market researches

· Good relation with the local media

· Good relation with the local government, Leiden University and City marketing

· Enthusiastic staff in the museums who speak English

· The museums have excellent services for Dutch speakers

· The museums are accessible by bike, walking and public transportation.

· The city is being promote as the Key to discovery due to city ‘s tradition in the field of Science, knowledge and culture
	Opportunities
· New market opportunity: The internationalisation of the region is attracting new residents to the area who are expatriates

· Expatriates are museum frequent visitors.  They tend to visit museums more than 2 times per year. 

· Expatriates living in the area of Leiden and The Hague want to visit the museums and participate in their activities. 

· Free publicity: Organizations and companies in the area are willing to help the organization to promote the museums among their expatriates workers and member without cost

· The Dutch weather encourages indoor activities

· The Dutch public transportation is good

· Internet can be used to promote the museums.

· It will be the only museums in the Netherlands that will develop services for expatriates.

	Weaknesses
· The organization needs the approval of the seven museums directors to develop and apply any project.  Doing this takes time. 

· Lack of resources to implement and develop new projects  

· Not all the museums have the information about the temporary and permanent collections in English.

· Lack of awareness of the international community living in the region 
	Threats
· Leisure business in the area is expanding

· Dutch cultural policies are changing

· There has not been a significant museum market growth in the Netherlands the last two years

· Delft and The Hague Municipalities developed together the City card. 
· Different interactive ways to see museums collections through internet and DVD rooms

· The Museumkaart   is a good offer to get discount to in all the museums in The Netherlands. This can prevent the Museumgroep Leiden to develop its own discount card.




The Bottleneck

· There is a lack of external communication on behalf of the Museumgroep Leiden to the expatriate community because the organization is unaware of the size the group and its relevance for the Dutch economy. Thus, the organization has never developed a suitable marketing campaign in English to attract expatriates to the museums. As a result, both target segment groups are not sufficiently informed about the museums of Leiden offers.

· Some of the museums of Leiden need to improve their internal communication towards international visitors if they want to attract expatriates to the museums. For example, not all the information about the exhibitions inside the museums is in English such as informative brochure, text box and maps

Confrontational mix 

	Internal analysis
	Strengths 
	VS
	Weaknesses 

	
	The organization is a join effort of seven museums that seek a common goal

The organization conducts market researches

Enthusiastic staff in the museums who speak English
	
	The organization needs the approval of the seven museums directors to develop and apply any project.  Doing this takes time.

Lack of resources to implement and develop new projects  

Not all the museums have the information about the temporary and permanent collections in English. Thus, there is a lack of awareness of the international community living in the region

	External analysis
	Threats 
	VS
	Opportunities

	
	There has not been a significant museum market growth in the Netherlands the last two years

Leisure business in the area is expanding

Delft and The Hague Municipalities developed together the City card. The Museumkaart   is a good offer to get discount to in all the museums in The Netherlands. This can prevent the Museumgroep Leiden to develop its own discount card.
	
	New market opportunity: The internationalisation of the region is attracting new residents to the area who are expatriates

Expatriates are museum frequent visitors.  They tend to visit museums more than 2 times per year

It will be the only museums in the Netherlands that will develop services for expatriates.


Second Part:  The communication plan 

 Chapter 4: Communication Analysis

 Chapter introduction
 This chapter is an analysis about how the Museumgroep communicates with the diverse public groups. Also it describes the expatriate’s trends of searching behaviour to identify what could be the potential communication tools the organization could implement in the future.  This analysis is very important because it contributes to get insight into the different communication aspects the Museumgroep should consider in order to reach its goals.

4.1 How the Museumgroep Leiden communicates with its public groups
The Museumgroep Leiden uses different communication tools and activities such as the organization’s website, events in the museums, fairs, radio a television advertising campaigns, brochures, flyers, and etc. And the organization uses mainly the Dutch language to communicate with the diverse publics groups. In other words the Museumgroep does not have any communication strategies in English that can be considered suitable to attract expatriates to the museums:

· For instance, the most important communication tool is the organization’s website. This website contains information about the museums of Leiden’s exhibitions, activities, as well as relevant information regarding the educational programs. This website is in Dutch, French, English and German. However, the information about the museums offers in foreign languages is not consistent and sufficient compared to how this information is explained in Dutch (H. van de Bunte, personal interview May 13, 2007). 

· People can subscribe to the e-news letter for free through the organization’s website but the information in the e-news letter is only Dutch (H. van de Bunte, personal interview May 13, 2007). 

· Information on posters, flyers and brochure are mostly in Dutch. And the campaigns on Radio and newspapers are in Dutch. The expat media has never advertised the museums of Leiden before (H. van de Bunte, personal interview May 13, 2007). 

· The organization has never contacted international organizations and companies to promote the museums among expatriate employees (H. van de Bunte, personal interview May 13, 2007). 

4.2 How expatriates heard of the museums of Leiden

According to the results of the survey, participants heard of the museums of Leiden mostly from friends and relatives (29%). This implies that expatriates consult their friends and relatives about what they could see and visit in the Netherlands in order to make their choices. Most of the participants also say that they heard of the museums of Leiden when they were passing by (20%) or they read the information about the museums in a tourist guide (19%). None of the respondents say that they get to know of the museums by receiving The Museumgroep e-news letter in Dutch. Only 10 % of the respondents say that they have seen the museums leaflet and posters.  This confirms that this organization has been mostly oriented to attract Dutch audience to the museums.

4.3 How expatriates prefer to get promotional information about the museums
In terms of how expatriates want to receive the promotional information about the museums, almost 72 % of the participants prefer to get this information in an E-newsletter from the museums, 35% of the expatriates want this information send it to their home address. When it was asked, in which language you prefer to get this promotional information, most of the responders (87%) want to have this information in English.  Furthermore, the majority of the participants prefer to receive discount entrance tickets (57%). And 46% want to have the Expat museum card. People, also would like to participate in activities such as special events in the museums exclusively for expatriates or Sundays brunch. These are ideas that the museums of Leiden could use in future campaigns in order to attract this target group to the museums. The table below summarises the target group’s needs: 
	Current communication tools of the Museumgroep Leiden
	VS
	Expatriates communication needs

	1. The organization ‘s brochure, posters, billboards are mostly in Dutch

2.  The E-news letter is in Dutch

3. The organization has promotions where it gives one euro discount ticket

4.  The museumkaart is a national marketing strategy to get discount in all the museums in the Netherlands. According to the Museumgroep’s director, the organization itself does not offer a discount card since the museumkaart represents too much a competition.

5. The museums of Leiden’s events and weekends are targeted for Dutch audiences 
	
	1. Expatriates (87 %) prefer to have this information in English

2. They prefer to get this e-news letter in English 

3. They want to have discount tickets but they are not familiar with this promotion

4. Expatriates want to have a expat museum card to get discount in the museums of Leiden.

5. Expatriates want to participate in events such as museum’s weekend and Sunday brunch. 


4.4 Communication objective

The communication objective is intended to reach the Museumgroep Leiden’s goals, which were mentioned previously in the introduction of this final paper. In order to set the suitable communication objectives for this case, the SMART formula (Specific, Measurable, Actionable, Realistic and Time Specific) was applied. The general communication goal is to create awareness of the museums of Leiden’s services among the expatriate community in Leiden and The Hague region to attract 3000 expat visitors in 2008.

4.5 Communication objectives per target groups

	
	 Target segment group A

(Expat Individuals B2C communications objectives)
	Target Segment group B

(Expat organizations B2B communications objectives)

	Knowledge
	· To create awareness of the museums of Leiden offers among expatriates by informing this group about the following aspects:  The relevance of the cultural heritage of the museums collections, the uniqueness of the museum area and the cultural city of Leiden 
	· To create awareness of the Museumgroep Leiden services for expatriates to   companies and organizations. 

	Attitude
	· Expatriates should think of the museums of Leiden as an excellent alternative to spend a day during the weekend or during their free time

· To associate the Museums with the city of Leiden which is known as the key to discovery
	· Expat organization and companies should associate the Museumgroep with the Museums of Leiden

· To perceive the Museumgroep Leiden as a reliable, customer oriented organization that offers high quality services for expatriates

	Behaviour
	· To have the intention to visit the museums of Leiden

· To have the intention to participate in the museums activities.

· To have the intention to consult the Museumgroep website about the museums offers and register in the Museumgroep e-news letter 

· To have the intention of subscribing to the Museumgroep’s E-news letter
	· To have the intention to create a long-term relation with the Museumgroep Leiden

· The expat media should give positive media coverage on the museums activities for expatriates and exhibitions


Chapter conclusion

The Museumgroep’s external communication activities tools such as advertising campaigns, e-news letters, brochures, billboards are not designed specifically to attract expatriates to the museums of Leiden. Consequently, the organization’s external communication to attract this segment target group is not sufficiently effective in order to fully inform expatriates about the museums offers. In order to reach the organization’s goals, it is important to implement activities where expatriates can actively participate. Also it is relevant to communicate those activities and the museums exhibitions in English by using the proper media.

Chapter 5: Communication Strategy

Chapter introduction

This chapter will explain how the Museumgroep should communicate with expatriates by identifying the proper strategy in order to reach the communication objectives and the organization goals. 

 1.1 The communication approach 
In order to reach the communication objectives, it is important to establish two communication approaches to expatriates. The first one is having a direct communication approach to companies, organizations and expat media (target segment group B) with the aim of building up a business-to-business relation and developing an indirect communication approach to expatriates (target segment group A) ( Vos, Otte & Linders,2003,pp75-87). The second approach is an indirect one, which will contribute to create awareness of the museums of Leiden among expatriate individuals . This means that the expatriates can be contacted through their companies and expat organizations, which function as an intermediary group in the communication line since they have a strong influence on expatriates. For instance, through companies’ intranet and expat media, the Museumgroep Leiden can announce the upcoming exhibitions, corporate museum visits and museums events that might be interesting for expatriates. In this announcement it should be mentioned that if people want to get more information, they should visit the Museumgroep’s website. The website should contain appealing information in English with the option of subscribing for the organization’s e-newsletter in English besides Dutch. This strategy will build up a direct approach between the Museumgroep Leiden and expatriates, which can be achieved by persuading expatriates to subscribe for the e-news letter when they are visiting the organization’s website.  This direct approach is based on a trust relationship and refers to a direct communication between the Museumgroep and expatriates, and vice versa that will contribute to have a business to consumer relation (Vos, Otte & Linders, 2003, pp. 75-87).










5.2 The key message and slogan

The key message is to communicate the museum offers to the target group by stressing the uniqueness of the museums’ scientific and ancient art exhibitions, since 80% of the expatriates prefer to visit the museums with those collections. Furthermore, it is important that expatriates associate the museums with the city of Leiden, which is known as the key to discovery due to the city’s tradition in the fields of science, knowledge and culture. This association will contribute to increase the relevance and distinctiveness of the museum’s collections among the target group. In order to create this association of the city with the museums of Leiden, it is important to have a slogan such as Discover Leiden’s museums: where art and science meet because connects the following aspects:

· The slogan connects the museums with the city since the words discover and science a have a relation with the city’s slogan, which is "the key to discovery".  The city is represented as a key because Leiden has been considered as the instrument to open the gathering between science and culture by being the place where researcher and intellectuals come together to discover and share knowledge

· The phrase: where art and science come together encloses effectively the expatriates’ motivation to visit museums with scientific and ancient art collections.
5.3 The instruments and strategies

Since the Museumgroep Leiden and the Museums are not sufficiently known by the target groups, it is recommendable to use a combination of advertising and PR but having more emphasis on PR activities than advertising.  The free publicity about the museums offers will create more credibility among the target group than merely advertising (Gurton, 2001, pp. 52-94). Besides, only advertising can be too expensive and might have less impact on the target groups.  For instance, advertising can be useful to promote special events for expatriates together with free publicity. 

The museum weekend for expatriates
According to the survey, 74 % of expatriates claim to have the desire to visit the museums any day during the weekend. Thus, in order to create product familiarity among expatriates, it is relevant for the Museumgroep Leiden to organize once year the museum weekend for expatriates in Leiden. This event should preferably be on the first weekend of the summer season because at this time of the year most of the expatriates are still in the country since they are not on vacation yet.  In order to promote the event, it would be appealing to make invitation cards with the shape of Leinden’s key. Expatriates have to register online on the Museumgroep website and the organization will send this card by post or will tell them where they have to collect this card. People who get this key will get discount in the expat weekend activities.  This is a strategy that will contribute to develop business to consumer communication approach.  

The museum weekend for expatriates in Leiden Outline
	Activity 
	Description
	Where
	Why

	Lectures about the museums collections

When: Sunday and Saturday different times during the day
	Explanation of the relevance of the exhibitions to the cultural heritage of the City and the Netherlands 
	Every museum. I recommend to have different museum lecture each day of the weekend
	~To create awareness of each museum collections

	Concerts at the museums

When: Sunday late afternoon
	Chamber music and Jazz. I recommend contacting musicians of the conservatorium of The Hague since most of them have an international background. This concert can be used to closure the weekend following by a speech
	The National Museum of Antiquities (Rijksmuseum van Oudheden)
	~ A large number of survey participants claim that they would like go for a concert in the museums 

	 Brunch at the museum

When: Saturday midday
	To host a brunch to start the event and welcome the expatriates. Also the program can be explained
	The National Museum of Ethnology  (Museum Volkenkunde) Since the size of the restaurant is appropriate for this event 
	~A large number of survey participants claim that they would like to have a Sunday or Saturday brunch at the museums

	NatuExpatKids: 

Do you know where is your NEcK?
Discover more about the human body, nature and the animal kingdom at the Naturalis

When: Sunday and Saturday afternoon
	Interactive activities for kids

 
	The National Natural History Museum (Naturalis) 
	~The term NeCK will make kids to associate this with the human body an it will contribute to increase interest to experience the Naturalis 

~Also this term will make parents to associate the museum with their kids 

~ 52.98% of the expatriates want to have kids activities in the museums

	The history beyond the museums buildings 

When: Saturday and Sunday afternoon
	Walking tours through the historical centre of Leiden explaining the history beyond the museums buildings


	 Leiden 
	~To create the association of the city with the museums of Leiden 


Corporate visits

Almost 44 % of expatriates who participated in the survey said that they want to visit the museums of Leiden with their colleagues. Furthermore, some of interviewed organizations such as expat clubs and EPO would like that the Museumgroep Leiden offers this service. The target group B prefers to do this visit within one hour and a half, any day during the week and including the lunch.  The Lakenhal museum and The Boerrhaave museum are the appropriate places to offer this visit. In order to make this visit more effective, it is necessary to have an English speaker tour guy who is able to explain the collection within the time required.  This activity will help the organization to build up business-to-business relation by offering a service to companies and organizations that will benefit the well-being of their international employees.
Informative sessions 
Every second Tuesday of the month, Outpost shell organizes a morning informative session. The aim of this activity is to inform expatriates employees of Shell about events around the city of The Hague. According to the Outpost Shell director, The Museumgroep can participate in this activity for free. By participating in the informative session the Museumgroep Leiden can create awareness of the museums of Leiden among Shell international worker and develop a closer business relation with Shell. It is strongly recommendable that the information about the museums is explained in English as well as, the information contains in the Brochure and posters.

If the Museumgroep wants to participate in this informative session, the organization should contact Ms Cooper who is the Outpost Shell director one moth in advance. The organization should participate four times per year every first Tuesday of each season.

Fairs

There are two big fairs for expatriates in The Netherlands:  the Feel at home fair in The Hague and the I am not a tourist fair in The Amsterdam.  Those fairs are organized by expat organizations with the aim to inform expatriates about services such as banking, housing, health care and expat associations in The Netherlands. Both Fairs are organized during the autumn and they have an approximate of 3000 expatriate’s guests.  

To participate in the Feel at home fair, the Museumgroep Leiden should contact the organizer who is   the director of The Hague online two months in advance. And this participation is not for free. It costs 1000 Euros to have a stand in this event (B. Alwood, personal interview, July 17,2007). The fair is in the main building of the Municipality of The Hague in September. The I am not a tourist-fair is organized by Expatica Communications in October. This fair is in the Beurs van Berlage building in Amsterdam. The Museumgroep Leiden can participate in this event for free but the organization has to pay administrative costs, which is only 250 Euros (A. van Veldhuizen, personal interview, June 21,2007). To participate in this fair, the Museumgroep Leiden should contact Expatica Communication three months in advance in order to get a stand for free. 

By participating in those fairs, the organization can increase the business-to-business relation as well as business to consumer by having a direct approach with expat organizations and expatriates individuals. 

Press releases
Press releases are aimed to increase the amount of free publicity about the museums of Leiden since non-promotional information written by an independent journalist is highly trustworthy (Gurton, 2001, pp.96-115). Thus, it is important to use this tool to communicate the upcoming exhibitions that might be interesting to the target group as well as, the museum weekend for expatriates in Leiden. 

The information in a press release is concise, short and it goes over the main points about what, where, when and why of the news. The press releases to be published in electronic media such as organizations’ intranet and e-news letter it should have a hyperlink of the Museumgroep’s website. If the press release will be published in a printed media, the information should also refer to the Museumgroep’s website. For instance, press releases displaced in all expat media will contribute to inform people about how to register on the Museumgroep website in order to get the key invitation card to have discount in the museum weekend event. This not only will create attention about the event but also will contribute to create awareness of the organization’s website and e-newsletter which is basically unknown by the target groups. The Museumgroep Leiden will be able to reach audiences more effectively by having free publicity in the expat media and organizations intranet.  The organizations and mentioned in the table below are willing to publish information about the museums for free as long as this information concern expatriates.

	What 
	Where

	The press releases in electronic media
	 OutPost Shell, Denhaag.com and Expatica monthly news letters

EPO and ESA intranet

Expatriates in Leiden Yahoogroup

 Website: Leiden Bio Science Park, expatriates.com, elynex.nl and Access. 

	Printed media 
	The Expatriate Journal, Access Magazine and Expatica magazine, 


 E-news letter

Almost 72 % of expatriates who participated in the survey said that they want to get promotional information of the museums through the Museumgroep’s e-news letter. And 87% of the participant wants the content of the Museumgroep letter E-news letter in English. Therefore, I recommend translating the information of the Dutch E-news letter into English by keeping the same format. However, it is very relevant to mention in the English e-news letter which exhibitions are in Dutch and which exhibitions are in English. For the reason that it is disappointing for expatriate visitors if the museums advertise an exhibition in English and the information about the collections inside of the museum is in Dutch. (Ms. Cooper, Personal interview). This can have a negative impact on the museums if it is not well informed in which language the museums exhibitions will be.

Direct emailing
E-mail invitations as well as printed invitations of the museums weekend for expat and any relevant exhibition will be send to the expat media, international companies and organizations. Those invitations should be send four weeks in advance before the events and exhibitions and the message should be concise and referring the language in which the exhibition or event will be communicated, what the exhibition or the event is about, where the exhibition will be (Gurton, 2001,pp.52-94). This strategy will contribute to business-to-business communication approach.

Posters flyers and Billboard

Posters and flyers with relevant information about the museums of Leiden in English should be displayed in the Xpat Desk in The Hague, the Outpost shell offices, Amicale (EPO) and expat fairs.  The posters and flyers should include information on the expat weekend event and the museums exhibitions: Date, place, purpose and contact detail. The billboard should be placed in Leiden Central Station two weeks before the museum weekend for expatriates. The aim of the billboard is to invite expatriates to the event by making them feel welcome in the city when they arrive to the Central Station.

5.4 Evaluation of the effectiveness of the communication plan

	What 
	How
	When

	 Press releases
	~Check the total amount of media coverage

~Check the amount of positive vs. negative media coverage
	Printed press releases: Monthly since expat magazines and newspapers are published at the end of each month

Digital press releases: every week.

	 Direct email
	~Count the amount of emails form the companies and organizations that replays to the invitation

~If the organization did not reply within two weeks, call the organization to check if they got the email properly
	Everyday after the invitation is send 

	 E-news letter
	~Count the sing –up rate to the news letter

~Measure if the readers are satisfied with the e-news letter content by organizing a online poll in the website 
	At the end of each season

	The museum weekend for expats in Leiden.
	~Count the amount of people attending to every activity of the event.

~During the activities have face- to face mini interviews to know attitudes towards the museums, feelings 

~Mystery guest asking questions to expatriates about what they opinions about the event are, what the museums should improve, whether they will be willing to come back again, etc

~Count the number of Journalist form the expat media attending to the event


	During every activity 

	Corporate visits 
	~ Before the visit count the amount number of participant before the visit

~ After the visit, conduct a mini survey amount participants to ask whether they like the exhibitions, what the museums should improve, etc

~  After the visit call the organization or company to ask their opinion about the activity and their willingness to do this activity again.
	Before and after the visit

	Regular visit to the museums exhibitions.
	~ After the visit, conduct a mini survey to ask whether they like the exhibitions, what the museums should improve, etc. This survey should be in the museum counter with a sign saying that this survey is only for expatriates. Next to the survey should be a box where the participants can deposit the survey


	The survey should be permanent in each of the museums. 


5.6 Further recommendations for the organization

· Conduct further research of how the museums can improve their internal communications towards the international public (e.g. how the museums can communicate the information about the collections effectively in English) 

· Conduct a research to measure how many international tourists visit the museums of Leiden annually to identify if there is a market opportunity. 

· Make a yahoo mail account in order to get access to yahoo expatriates in Leiden groups. By doing this the organization can have a closer relation with expatriates living in Leiden

· Every two years the CBS publishes on its website the statistics results from the last research in the museums business.  The next research will be in 2008. This information will help the organization to understand how the environment is affecting the museum business in Leiden.

· Develop a detailed event plan for the Museum weekend for expatriates in Leiden. This will help the organization to find sponsorship for the event.

· It will be relevant if the information about the museums of Leiden appears on the West-Holland Foreign investment Agency website since this site is a source or references for international companies and expatriates in the region

· ABN Amro for expatriates unit, Shell and city marketing Leiden can be considered as a potential sponsors for the Museum weekend for expatriates in Leiden 

· The people who will represent the Museumgroep Leiden in the expat fairs and during the museum weekend should be fluent in English.

· It will be very communicative If the Museumgroep website mentions the missions and objectives of the organizations English. This will help the expat reader to understand what the organization stands for.

· To improve the text about Leiden and its museums in The Hague finder guide. To send the improved text you should contact The Hague marketing and events 

· Not all the information inside the museums is in English such as informative booklets, internal maps of the museum, exhibitions text boxes, etc. Especially The National Museum of Antiquities (Rijksmuseum van Oudheden), the Botanical Gardens of Leiden (Hortus botanicus Leiden) and the Museum of Boerhaave (Museum Boerhaave) need to improve this.
General conclusion

The museum visitors tend to be highly educated with a middle or high income. They consist of a diverse group of people with different approach to museums. Therefore it is important for museums to apply market segmentation in order to understand their public’s needs. By knowing this, the museum will identify how the exhibition and activities should be organized and how they should be communicated in order to attract the right target group to the right museum. For this reason the museums in the Netherlands are becoming more customers oriented by understanding the differences between target groups. And also because of the enormous competition they have. This means that museums not only have to compete among themselves but they have to compete with other kind of leisure activities such as, television, and musicals, Internet. Thus, the Dutch museums are unifying forces in order to keep attracting audiences. In this sense, the Museumgroep Leiden is very conscious about the development in museum business. For this reason the main objective of this organization is to make the seven museums work together and by doing this, the organization has a privilege position in the cultural sector of the region.  

Also, it is relevant to mention that the museums in the Netherlands are mostly non-profit organizations that depend on government subsides. In order to get this financial aid from the government, they have to design educational projects and exhibitions where the local community gets involved. Therefore, it is relevant for the museums in the Netherlands to attract the local residents to visit them. By doing this, the museums not only will create awareness of the Dutch cultural heritage among the local residents but they will justify their existence to the Government. The Museumgroep Leiden is taking this in to account. For example, this organization develops educational programs for the local youngsters and creates marketing campaigns in Dutch to inform the residents of the region about the museums upcoming exhibitions. This is very positive for the museums of Leiden since it is creating awareness of the cultural heritage among the community. Also it is positive for the Museumgroep Leiden because the organization receives subsides from the government and the museums.

 On the other hand, the Museumgroep has not approached expatriates living in the region of Leiden and The Hague who can also be considered as part of the local community and this population is increasing. This target group can be considered as a new market opportunity since they are high educated, they tend to visit museums more than three times per year and the majority of them have not been in the museums of Leiden yet but they want to visit them in the future as long as the exhibitions are in English. Moreover, international companies and expat organizations are highly interested in contributing to helping the Museumgroep Leiden to create awareness of the museums among the expat community. This is an excellent opportunity for the organization to have free media coverage and find sponsors for the museum weekend for expatriates. 

The museums collections are very interesting and they represent a relevant part of Leiden History and culture. People working in the museums are very friendly and fluent in English and this contributes to the fact that the audience experiences an unforgettable visit. However most of the museum exhibitions are not explained in English and this can be an obstacle for the organizations goals.  In order to attract this audience, the museums and their exhibitions must be communicated preferably in English.
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