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Components of the killer offer – Unconverted trialists
Killer offer with Saturday night tickets at 50% off, with best programming 
and free exchanges could lead to a 40% increase in share of single tickets

All orchestras, unconverted trialists

Source: Oliver Wyman Strategic Choice Analysis® survey. Box office data for weighting of orchestra, cluster, and churn: unweighted N = 1,908

Building blocks of killer offer

0%

20%

40%

� Saturday night

� Free exchanges

� Favorite composer

� Famous instrumental 
soloist

� Conductor’s insights 
in advance

� Bring a friend for 
free

� Free drink

% increase 
in share of 

single 
tickets

Promotions

+ 17%

+ 12%

+ 11%

Music Tickets

Base

Killer
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Impact of killer offer
Killer offer could lead to a 6k per year increase in ticket sales and a 2.8% increase in 
capacity utilization.1 2

Extra tickets 1 Extra capacity 
utilization 1

40% × 8,000 hh × 2 tkts

= 6,400 tickets

6,400 / 225k seats = 

2.8% capacity
1.4% paid capacity

Source: Oliver Wyman Strategic Choice Analysis® survey. Box office data for weighting of orchestra, cluster, and churn: unweighted N = 1,908
1. Extra tickets based on an average of 8,000 unconverted trialists patrons purchasing 1 concert / 2 tickets per year. Capacity is estimated at 2,500 seats / hall for 90 concerts
2. No capacity or budget constraints taken into account

17% × 8,000 hh × 2 tkts

= 2,720 tickets

2,720 / 225k seats 
= 1.2% capacity

0.6% paid capacity

Promotions
+17%

12% × 8,000 hh × 2 tkts

= 1,920 tickets

1,920 / 225k seats

= 0.9% capacity

0.45% paid capacity

Music
+12%

11% × 8,000 hh × 2 tkts

= 1,760 tickets

1,760 / 225k seats

= 0.8% capacity

0.4% paid capacity

Other
+11%

Comments

� This only represents a short term /
one-season view of the benefits of 
such an offer because it does not 
take into account

– The tickets these patrons will buy 
next year

– The reduction in churn associated 
with that second purchase (see 
details on next slide)

Total 2

Offer improvement

BO analysis 
& clustering

Satisfaction / 
Perception 
Research

Offer design 
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Alternative offers: Examples of variations on the killer offer
More realistic offers reveal distinct tradeoffs between programming, logistics, and 
promotions in achieving the same share

Alternative offer #1

� Saturday night 

� Favorite composer

� All orchestral / no soloist

� Conductor’s insights in 
advance

� No discounts

� No promotions

� No exchanges

Base Killer

+18% +17% +17%

Alternative offer #3

� Weeknight

� Classical music

� All orchestral / no soloist

� Program notes on the web

� Bring a friend for free

� No promotions

� Free exchanges

Base Killer Base Killer

Alternative offer #2

� Friday night 

� 20th century music

� Famous instrumental 
soloist

� Pre-concert talks

� 25% off

� Free drink

� No exchanges

All orchestras, unconverted trialists

~2,700 additional seats 1~2,900 additional seats 1 ~2,700 additional seats 1

+40% +40% +40%

Source: Oliver Wyman Strategic Choice Analysis® survey. Box office data for weighting of orchestra, cluster, and churn: unweighted N = 1,908
1. Assuming 8,000 Unconverted trialists on average
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Research

Offer design 
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Base Killer Base Killer Base Killer

Alternative offers: Programming
Programming is another important component of the killer offer, but the uptake from the 
best programming is less than that of most promotions

Offer 1:
Best programming

� Favorite composer

� Famous instrumental 
soloist

� Conductor's insights in 
advance

� No contemporary music / 
world premiere piece

� Three familiar and 
unfamiliar pieces

+14% +5%

Offer 2:
Better programming

� Classical composer

� Up-and-coming 
instrumental soloist

� Pre-concert talks

� No contemporary music / 
world premiere piece

� Three familiar and 
unfamiliar pieces

� Classical composer

� All orchestral / no soloist

� Conductor’s insights in 
advance

� No contemporary music / 
world premiere piece

� Three familiar and 
unfamiliar pieces

Offer 3:
Good programming

+2%

All orchestras, unconverted trialists

~800 additional seats 1~2,200 additional seats 1 ~300 additional seats 1

+40% +40% +40%

Source: Oliver Wyman Strategic Choice Analysis® survey. Box office data for weighting of orchestra, cluster, and churn: unweighted N = 1,908
1. Assuming 8,000 Unconverted trialists on average
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Base Killer Base Killer Base Killer

Alternative offers: Killer-plus
Some attributes are only effective when combined with an already very seductive offer 

Base + 3

Free shuttle 
from lot

CYO seats

Seat upgrades

Killer + 1 Killer + 3

0% +1%
+5%

All orchestras, unconverted trialists

Free shuttle 
from lot

Free shuttle 
from lot

CYO seats

Seat upgrades

~160 additional seats 1 on top 
of the killer offer

No impact on top of the 
base case

~800 additional seats 1 on top 
of the killer offer

+40% +40% +40%

Source: Oliver Wyman Strategic Choice Analysis® survey. Box office data for weighting of orchestra, cluster, and churn: unweighted N = 1,908
1. Assuming 8,000 Unconverted trialists on average
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Alternative offers: Promotions
Price discounts and promotions are by far the most powerful lever and represent half of 
the uptake to killer offer for unconverted trialists

Promotion #1

Bring a friend for free

Free drink at the bar

Promotion #2

50% off ticket

Meet the musicians

Promotion #3

25% off ticket

$15 restaurant 
coupon

Base Killer

+17%

All orchestras, unconverted trialists

+16% +8%

Base Killer Base Killer

~2,600 additional seats 1~2,700 additional seats 1 ~1,300 additional seats 1

+40% +40% +40%

Source: Oliver Wyman Strategic Choice Analysis® survey. Box office data for weighting of orchestra, cluster, and churn: unweighted N = 1,908
1. Assuming 8,000 Unconverted trialists on average
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Package size and appeal of offering a single ticket first
Targeting unconverted trialists with single tickets or small subscriptions in their first year 
yields twice as many tickets over two years as trying to sell them a subscription up-front

The few weeks following the first concert attended by an unconverted trialist is an important 
time and opportunity to target them. Let’s examine three options starting with 100 patrons:

Offer 

Results 

Comments 

Option 1

� Offer a killer 1 large 
subscription (5 concerts) 
for next season

20 customers

152 tickets sold

� Only 14 customers will buy 
the large subscription

Option 2

� First offer a killer 1 package for 
one individual concert this season

� Then try to sell a  killer 1 large 
subscription for next season

30 customers

296 tickets sold

� Graduating unconverted trialists 
to non-committed is a key step as 
non-committed patrons are more 
likely to buy larger packages and 
have a lower churn rate

� 17 customers bought the large 
subscription

Source: Oliver Wyman Strategic Choice Analysis® survey. Box office data for weighting of orchestra, cluster, and churn: unweighted N = 1,908
1. Killer offer includes 50% off, free exchanges, Saturday night concert with three familiar and unfamiliar pieces from your favorite composer, conductor’s notes in advance, famous 
instrumental soloist, free drinks

Option 3

� First offer a  killer 1 small 
subscription (2 concerts) this 
season

� Then try to sell a killer 1 large 
subscription for next season

33 customers

356 tickets sold

� Graduating unconverted trialists 
to non-committed is a key step as 
non-committed patrons are more 
likely to buy larger packages and 
have a lower churn rate

� 13 customers bought the large 
subscription

BO analysis 
& clustering

Satisfaction / 
Perception 
Research

Offer design 
& testing
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Music: Favorite composers and solo instruments
Skewing the repertoire towards unconverted trialists’ favorite composers / instruments will 
also be beneficial for core audience as they share the same preferences (…for Beethoven!) 

All orchestras, 
unconverted trialists 
and core audience

Favorite composer
% respondents cited it in top 3

Favorite solo instrument
% respondents cited it in top 2

Unconverted trialists
Core audience

3%

7%

8%

7%

10%

34%

53%

75%

3%

7%

8%

10%

11%

35%

53%

65%

0% 20% 40% 60% 80%

 Viola

 Flute

 Clarinet

 Trumpet

 French horn

 Cello

 Violin

 Piano

0%

2%

1%

3%

2%

4%

3%

3%

5%

4%

4%

4%

4%

4%

6%

6%

5%

7%

8%

6%

5%

9%

12%

14%

19%

31%

18%

24%

34%

51%

2%

1%

2%

1%

1%

2%

4%

3%

5%

5%

4%

6%

5%

7%

4%

5%

10%

8%

8%

11%

13%

11%

12%

13%

14%

16%

24%

25%

32%

41%

0% 10% 20% 30% 40% 50% 60%

 Rossini
 Schumann

 Liszt
 Elgar

 Haydn
 Berlioz

 Bernstein
 Schubert

 Bartók
 Mendelssohn

 Ravel
 Strauss

 Debussy
 Handel

 Prokofiev
 Sibelius

 Gershwin
 Copland

 Stravinsky
 Vivaldi
 Chopin
 Dvorak

 Shostakovich
 Rachmaninof

 Brahms
 Mahler

 Bach
 Tchaikovsky

 Mozart
 Beethoven

Source: Oliver Wyman Strategic Choice Analysis® survey. Box office data for weighting of orchestra, cluster, and churn: unweighted N = 1,908 for UC and 1,202 for CO
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Framework for detailed results
Let’s look at results by family of attributes

Programming

Music information

1. Music

Day of the week

Seats / upgrades / 
exchanges

3. Tickets

2. Package sizes

Single / flexible / 
subscription

4. Promotions

Promotions

BO analysis 
& clustering

Satisfaction / 
Perception 
Research

Offer design 
& testing
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-25% -15% -5% 5% 15% 25%

1. Music – Impact on share
Unconverted trialists are very sensitive to both their favorite composer and soloists. 
The orchestras could offer these specific concerts when calling on this cluster

Unconverted trialists
single ticket

37%

Genre

Contemporary

Familiarity

Composition

Soloist

Base share

Change in share-of-take of offer
All other attributes and offers held constant

Music info

Source: Oliver Wyman Strategic Choice Analysis® survey. Box office data for weighting of orchestra, cluster, and churn: unweighted N = 1,908 for unconverted trialists and 1,202 for core

Core audience
large SUB

20%

Largest uptake from favorite 
composer

20th century has high negative utility 
for both clusters

Negative impact of an all-unfamiliar 
program

Both clusters prefer instrumental solos; 
vocal and choral pieces have negative 
utility for unconverted trialists

Soloists are important but fame 
or up-and-coming is not very 
differentiating

All orchestras, unconverted
trialists and core audience

-25% -15% -5% 5% 15% 25%

Unsurprisingly, while very important for 
retention as proven in the previous 
survey, music info is not a significant 
driver of the conscious purchasing 
decision

Favorite composer

Classical

Romantic

20th century

Blank

+1 contemporary piece

+1 world premiere

3 familiar pieces

3 familiar and unfamiliar pieces

3 unfamiliar pieces

All orchestra

Includes [instrument] solos

Includes vocal solos

Includes choral pieces

Famous soloist

Up-and-coming soloist

[Blank]

Program notes on the website

Program podcasts on the website

Onstage intro to unfamiliar pieces

Pre-concert talks on program

Conductor's insights in advance

Comments

Negative impact

Positive impact >3% 0-3%

<-3% -3-0%

BO analysis 
& clustering

Satisfaction / 
Perception 
Research

Offer design 
& testing
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11 8 6714

5 38 57

33 customers

356 tickets

13 17 70

50 50

2. Package sizes – How to maximize retention while maximizing ticket sale
Waiting one season to push a killer 1 subscription (5 concerts) will result in less churn 
and more tickets sold

100

� By offering a killer single ticket or small subscription within the same season, these unconverted 
trialists are converted into non-committed, who have a higher propensity to purchase larger 
packages and have a lower churn rate

100 customers

200 tickets

6 14 80

20 customers

152 tickets

Option 1
Offering a killer1 subscription 
at the end of 2007-08

2007-08 season

2008-09 season

Pool of unconverted trialists

Option 2
Offering a killer 1 single ticket in 07-08 …

… then offering a killer subscription in 08-09

30 customers

296 tickets

Single tickets

Small sub

Large sub

Decline offer

Churn

… then offering a killer subscription in 08-09

Option 3
Offering a killer 1 small sub (2 concerts) in 07-08 …

Source: Oliver Wyman Strategic Choice Analysis ® survey. Churn rates from box office and model. Box office data for weighting of cluster and churn: N = 1,908
1. Killer offer includes 50% off (subscription) or bring a friend for free (single tickets), free exchanges, Saturday night concert with three familiar and unfamiliar pieces from your 
favorite composer, conductor’s notes in advance, famous instrumental soloist, free drinks

BO analysis 
& clustering

Satisfaction / 
Perception 
Research

Offer design 
& testing
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-25% -15% -5% 5% 15% 25%-25% -15% -5% 5% 15% 25%

3. Tickets
Saturday tickets drives disproportionate demand, even with today’s higher prices. Is there an 
opportunity to further increase prices?

Day of week

Seat

Seat selection

Upgrades

Exchanges

Base share

Change in share-of-take of offer
All other attributes and offers held constant

Unconverted trialists
single ticket

37%

Core audience
large SUB

20%
Saturday nights drive highest share 
for all clusters despite also having 
the highest prices – underpriced?
Friday nights drive higher share for 
unconverted trialists as well

Premium could be somewhat 
overpriced and standard 
underpriced

No uptake from the base case with 
the ability to select-your-own seats

Little interest in seat upgrades

� Review pricing and / or inventory by day of the week, potentially

– Increase price for Saturdays both for ST and SUB and Fridays for ST? Discount matinees even more?

– Limit subscriptions on Fridays?

Price sensitivity
(unannounced)

Saturday  night (price +9%)

Friday night (0%)

Weeknight

Matinee (price -7%)

Standard (price -43%)

Quality

Premium (price +58%)

Best seat available

Select your seat

[Blank]

1 seat upgrade

Exchanges for free

Exchanges ($5/tkt)

No exchanges

0 (current price)

- 15% in price

+ 15% in price

Keep free exchanges for core audience.
The ability to exchange tickets does not 
appear as a big driver of ticket sales at 
point of sale, though a good or bad 
experience with exchanges drives people 
to consider coming back or not (Phase II 
results)

Negative impact

Positive impact >3% 0-3%

<-3% -3-0%

Source: Oliver Wyman Strategic Choice Analysis® survey. Box office data for weighting of orchestra, cluster, and churn: unweighted N = 1,908 for unconverted trialists and 1,202 for core

BO analysis 
& clustering

Satisfaction / 
Perception 
Research

Offer design 
& testing

All orchestras, unconverted
trialists and core audience
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-25% -15% -5% 5% 15% 25%-25% -15% -5% 5% 15% 25%

4. Promotions
Promotions yield a large increase in share, especially 50% off. They are likely to be very 
effective at bringing unconverted trialists back

Promotions

Discounts

Change in share-of-offer
All other attributes and offers held constant

Interest in all promotional perks
(unconverted trialists more so than 
core audience)

Unconverted trialists
single ticket

37%

Core audience
large SUB

20%

Price sensitivity
(unannounced)

Bring a friend for free / 50% off 
yields highest share shift of all 
attribute levels

Not available

Free drink

Meet the musicians

$15 restaurant coupon

Not available

Bring a friend for free

25% off listed price

50% off listed price

- 15% in price

0 (current price)

+ 15% in price

Unconverted trialists and core 
audience are both somewhat sensitive 
to unannounced changes in price

Negative impact

Positive impact >3% 0-3%

<-3% -3-0%

� Given their very low churn rate, there is no / little need to offer new promotions 
to the core audience

Source: Oliver Wyman Strategic Choice Analysis® survey. Box office data for weighting of orchestra, cluster, and churn: unweighted N = 1,908 for unconverted trialists and 1,202 for core

BO analysis 
& clustering

Satisfaction / 
Perception 
Research

Offer design 
& testing

All orchestras, unconverted
trialists and core audience
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Phase III findings – Summary

� For unconverted trialists, the most powerful levers for increasing retention rate are 
discounting, programming, and day of the week

� Secondary levers include promotions (free drinks …), free exchanges, music info, 
seat upgrades, and select-your-own seats

� A killer offer for unconverted trialists could decrease churn by as much as 40%, 
which would translate into an additional ~6,000+ tickets sold per year

� Even though aggressively pushing large packages might yield some short-term 
results, more unconverted trialists will be retained in year 2 by targeting them with 
appropriate offers such as single tickets and small packages. This larger base can 
then mature over time into the core audience

� Launching packages for unconverted trialists should not hinder the core audience 
experience / revenues

– As unconverted trialists and core audience express the same musical preferences, 
satisfying one group will not be detrimental to the other

– Smaller packages can be targeted (almost) exclusively to low-frequency patrons

� The most powerful levers for increasing sales of large subscriptions (6 concerts) 
to high potentials are also discounting, programming, and day of the week

� This would be an up-sell from 2-plus concerts, potentially selling an additional 
700 seats

9© Oliver Wyman � www.ol iverwyman.com

Change in share of offer
All other attributes and offers held constant

Summary – Unconverted trialists
Discounting is by far the greatest lever for unconverted trialists, followed by day of week, 
seat band and programming.

Source: Oliver Wyman Strategic Choice Analysis® survey, Box office data for weighting of cluster and churn, unweighted N = 5,678

Genre

Contemporary

Familiarity

Composition

Soloist

Music info

Day Seat

Seat selection

Upgrades

Exchanges

Parking

Promotion

Discount

Price sensitivity

Matinees

Free exch.

Mixed

Instr. solo

None

Premium

Current

-15%
25% off

50% off

Bring friend free

NoneNone

Free drink
Meet mus.

$15 rest. coupon

Current

Shuttle

Friday night

Saturday night

Weeknight
No exch.

Fee
Premiere

Contemporary

None

Fav. composer

20th century

Romantic

Classical Famil iar

Unfamiliar

Orch.

Vocal /

choral

Rising

Famous
Advance

Podcast

Onstage

pre-concert

Current

Quality

Standard

None

CYO

None

Upgrades

+15%Valet

All orchestras, Unconverted trialists

-15%

-10%

-5%

0%

5%

10%

15%

20% Significant variation by 
day of week / seat band

Pricing implications?

Promo by far the most 
powerful lever

Significant uptake 
from favorite 

composer

10© Oliver Wyman � www.ol iverwyman.com

Components of the “killer” offer – Unconverted trialists
Promotions drive the increase in market share the most followed programming and tickets; 
This offer leads to a 6k increase in ticket sales and 2.8% increase in capacity.

All orchestras, Unconverted trialists

Source: Oliver Wyman Strategic Choice Analysis® survey, Box office data f or weighting of orchestra, cluster and churn, N = 1,908

1 Extra tickets based on an average of 8,000 Unconverted trialists patrons purchasing 1 concert / 2 tickets per year. Capacity is estimated at 2,500 seats / hall for 90 concerts
2 No capacity nor budget constraints taken into account

Building blocks of “killer” offer Extra tickets1 Extra capacity1

11% × 8,000 h × 2 tkts

= 1,760 tickets

1,760 / 225k seats

= 0.8% capacity
0.4% paid capacity

12% × 8,000 h × 2 tkts
= 1,920 tickets

1,920 / 225k seats 
= 0.9% capacity

0.5% paid capacity

17% × 8,000 h × 2 tkts

= 2,720 tickets

2,720 / 225k seats 

= 1.2% capacity

0.6% paid capacity

40% × 8,000 h × 2 tkts

= 6,400 tickets

6,400 / 225k seats 

= 2.8% capacity
1.4% paid capacity

0%

20%

40%

� Saturday night

� Free exchanges

� Favorite composer

� Famous instru. 
soloist

� Conductor’s insights 
in adv.

� Bring a friend for 
free

� Free drink

% increase 
in share of 
single tickets

Promotions

+ 17%

+ 12%

+ 11%

Music Tickets

Total2

Base

“Killer”

13© Oliver Wyman � www.ol iverwyman.com© Oliver Wyman � www.ol iverwyman.com

1 – Music: Utility
Unconverted trialists are very sensitive to both their favorite composer and soloists. The 
orchestras could offer these specific concerts when calling on this cluster.

Unconverted trialists

Single ticket
37%

Genre

Contemporary

Familiarity

Composition

Soloist

Base share

Change in share of take of offer
All other attributes and offers held constant

Music info

Source: Oliver Wyman Strategic Choice Analysis® survey, Box office data f or weighting of cluster and churn, unweighted N = 5,678

Core audience

Large SUB
20%

Largest uptake from favorite 

composer

20th century has high negative utility 
for bothl clusters

Negative impact of an all-unfamiliar 
program

Both clusters prefer instrumental solos 
Vocal and choral pieces have negative 

utility for Unconverted trialists

Soloists are important but fame or 

up-and-coming is not very 
differentiating

All orchestras, Unconverted trialists and Core audience

-25% -15% -5% 5% 15% 25%

Unsurprisingly, while very important for 
retention as proven in the previous 
survey, music info is not a significant 
driver of the conscious purchasing 
decision

-25% -15% -5% 5% 15% 25%

Favorite composer

Classical

Romantic

20th century

Blank

+1 contemporary piece

+1 world premiere

3 familiar pieces

3 familiar & unfamiliar pieces

3 unfamiliar pieces

All orchestra

Includes [instrument] solos

Includes vocal solos

Includes choral pieces

Famous soloist

Up-and-coming soloist

[Blank]

Program notes on the website

Program pod casts on the website

Onstage intro to unfamiliar pieces

Pre-concert talks on program

Conductor's insights in adv.

Comments

Negative impact

Pos itive impact >3% 0-3%

<-3% -3-0%
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Matinees

Free exch.

Mixed

Instr. solo

None

Premium

Current

-15%
25% off

Bring friend free

NoneNone

Free drink
Meet mus.

Current

Shuttle

Friday night

Saturday night

Weeknight

No exch.

Fee

Premiere

Contemporary

None

Fav. composer

20th century

Romantic

Classical

Familiar

Unfamiliar

Orch. / 
vocal

choral

Up-and-coming

Famous

Advance
Podcast /
Current /
Onstage

Pre-concert

Quality

Standard

None

CYO

None

Upgrades

+15%

Valet

9 concerts

5 / 6 concerts

Spot

$15 rest. coupon

50% off

Change in share of offer – Large subscription
All other attributes and offers held constant

Summary – High potentials
Discounting is the most powerful lever for High potentials too, followed by day of week 
and programming.

Source: Oliver Wyman Strategic Choice Analysis® survey, Box office data for weighting of orchestra and churn, unweighted N = 524

Genre

Contemporary

Familiarity

Composition

Soloist

Music info

Day

Size

Seat

Seat selection

Upgrades

Exchanges

Parking

Promotion

Discount

Price sensitivity

All orchestras, High potentials

Discounts by far the 
most powerful lever

“Perks” such as free 
drinks not very 

powerful

Size should be 6 
rather than 9

High impact of a 
Saturday night

Good uptake from 
programming

-15%

-10%

-5%

0%

5%

10%

15%

20%

BO analysis 
& clustering

Satisfaction / 
Perception 
Research

Offer design 
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Phase I recommendations

� Orchestras have been successfully 
focusing most of their efforts on two 
main endeavors

– Fulfilling the needs of their core 
audience of subscribers, which is 
essential as core audience members 
fill 60% of the seats, generate 
80% 1 of the donations, and churn 
at only 10%

– Acquiring new customers: 55% of the 
patron base was new in 2006-07

� Orchestras should now also focus on 
retaining these new customers so they 
can slowly mature into core audience 
members

– Unconverted trialists represent 39% 
of the audience, but only 12% of 
tickets and 2% 1 of donations, and 
they churn at 90%

High-level recommendation: Focus on retaining unconverted trialists

Source: All orchestras box office data (2006), Oliver Wyman analysis
1. Average for San Francisco Symphony, New York Philharmonic, Atlanta Symphony Orchestra

Number of households - national average

0%

20%

40%

60%

80%

100%

20% 40% 60% 80% 100%

Unconverted trialists
# HH: 39%
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Snackers
# HH: 6%
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Churn: 36%

High potentials
# HH: 7%

(seats: 13%)
Churn: 35%

Core audience
# HH: 28%

(seats: 59%)
Churn: 10%
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Phase II recommendations 

Unconverted trialists

Music information
Initiate me

Access & Parking
No hassle

Social experience
Let’s socialize!

Repertoire
Don’t surprise me

Repertoire
Don’t surprise me

Core audience

Note: Areas of added focus will differ by orchestra, as an orchestra’s current performance on 
each customer experience element should be taken into account in the prioritization process. 
But the benefits of providing a holistic experience is consistent nationwide

Core 
product

Wrapper
elements

Exchanges
Me too!

Enriching experience
Stimulate me and help me connect 
with artists and attendees

High-level recommendation: Create a seamless and social end-to-end 
experience for unconverted trialists

Important elements of the customer experience

BO analysis 
& clustering

Satisfaction / 
Perception 
Research

Offer design 
& testing
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Phase III recommendations

High-level recommendation: Use tailored promotional offers to sell another single ticket or 
two to unconverted trialists before asking for a commitment

Use a Killer offer

� Saturday night

� Favorite composer

� Famous 
instrumental soloist

� Conductor’s 
insights in advance

� Three familiar and 
unfamiliar pieces

� Quality seats

� Bring a friend for free

� Free drink

� Free exchanges

+40% share of single tickets

Optimize next sell-opportunity

� The few weeks following their first 
concert is an important time to target 
unconverted trialists

� This opportunity is best used by trying 
to sell them one or two more individual 
tickets

– By increasing unconverted trialists’
first-year frequency, orchestras 
increase their familiarity, reduce 
churn, and increase the chances
that they will buy packages (and 

possibly donate) down the line

BO analysis 
& clustering

Satisfaction / 
Perception 
Research

Offer design 
& testing
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Integrated recommendations
Orchestras need to redefine their value proposition for unconverted trialists

� Shift attention to unconverted 
trialists to ensure that they 
come back and build the next 
generation of core audience

� Use tailored promotional offers 
to sell another single ticket or 
two to unconverted trialists 
before asking for a commitment

� Focus on providing a seamless 
and social end-to-end 
experience to unconverted 
trialists

1

2

3

Defining a new and 
comprehensive value 
proposition for 
unconverted trialists

� Traditionally, orchestras have been 
successfully focusing most of their 
efforts on two main endeavors

– Fulfilling the needs of their core 
audience of subscribers. A 
needed focus as Core audience 
fills 60% of seats, generate 80%1

of donations and only churns at 
10%

– Acquiring new customers: 55% of 
patron base is new in ‘06/’07

� They should now also focus on 
retaining these new customers so 
they can slowly mature into core 
audience members

– Unconverted trialists represent 
39% of audience, but only 12% of 
tickets and 2%1 of donations, and 
they churn at 90%

Number of households - National average
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Unconverted trialists
# HH: 39%

(seats: 12%)
Churn: 90%

Non-
committed

# HH: 10%
(seats: 8%)

Churn: 63%

Snackers
# HH: 6%

(seats: 5%)
Churn: 36%

High potentials
# HH: 7%

(seats: 13%)
Churn: 35%

Core audience
# HH: 28%

(seats: 59%)
Churn: 10%

1 2-4 5-10 11+

Frequency

1

2-3

4+

Tenure
Years

?
Special occasions

# HH: 10%
(seats: 3%)
Churn: 72%

Use a “Killer” offer

� Saturday night

� Favorite composer

� Famous 
instrumental soloist

� Conductor’s 
insights in advance

� 3 familiar & unfamiliar 
pieces

� Quality seats

� Bring a friend for free

� Free drink

� Free exchanges

+40% share of single tickets

Optimize next sell opportunity

� The few weeks following their first 
concert is an important time to target 
Unconverted trialists

� This opportunity is best used by trying 
to sell them one more individual ticket

– By increasing their first year 
frequency, the orchestra increases 
their familiarity, reduces churn and 
increases chances that they will buy 
packages (and donate?) down the 
line

Unconverted trialists

Music information
Initiate me

Access & Parking
No hassle

Social experience
Let’s socialize!

Repertoire
Don’t surprise me

Repertoire
Don’t surprise me

Core audience

Note: Areas of focus will differ by orchestra, as their current performance should also be 

Core product

Wrapper 
elements

Exchanges
Me too!

Enriching experience
Stimulate me and help me connect 
with artists and attendees

Important elements of the customer experience
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Judy’s orchestra experience
“This was my first time back to the orchestra since I was a kid, but it is likely to 
be my last”

Illustrative

I hadn’t been to the 
Orchestra since I was a 
kid, so I bought 2 tickets 

for a Mozart concert.

That day, work got 
completely crazy so I 

couldn’t make it.

I tried calling the 
orchestra to exchange 
the tickets, but I was 

told my only option was 
to “donate” them!

I decided to give it 
another shot 3 months 
later when my favorite 

composer, 
Tchaikovsky, was 

playing

Parking was a 
nightmare. It took us 25 
minutes to find a spot!

The musicians played 
very well but I knew 

nothing about two of the 
pieces played.

By then, it was too late 
to have dinner. I was 

starving at intermission 
but the bar was super 

crowded, didn’t have any 
food, and a drink was 

$12!

Although I don’t think 
I’m ever going back, 
they continue to flood 
me with mail, phone 

calls and emails. What 
a drag!

Imagine my surprise 
when 3 days later the 
orchestra called me to 
ask if I wanted to buy a 
subscription. I told them 

no and then 3 weeks 
later they called for a 

donation!

Buy & 
Donate 

Now



49© 2008 Oliver Wyman � www.oliverwyman.com Orchestra Audience Growth Initiative – Public Release

Let’s 
socialize!: 
I want to have 
a good time 
with my 
friends

Enjoyable pre-
(and post-) 
concert 
experience

Socializing 
opportunities at 
the concert

Social 
experience

Don’t surprise 
me: I want 
pieces that 
“ring a bell”

Enough familiar 
concerts to 
choose from 
during the 
season

Repertoire

Me too!:
I want flexibility

Easy to exchange 
tickets, even for 
single tickets

Exchanges

No hassle:
I just want 
to park 
and forget 
about my 
car

Easy to get to 
and park at 
the hall

Access

Defining a new and comprehensive 
value proposition for unconverted trialists

Initiate me: 
Really? 
Interesting to 
know!

Enough 
background to 
enjoy the 
performance

Music 
information

Such a good 
deal: A no-
brainer to go 
another time

Right discount / 
promotional offer 
combination

Compelling 
offers

Don’t ask me 
to marry you 
after the first 
date: I don’t 
want to 
commit yet

One step at a 
time

Relationship 
building
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John’s great anniversary 
It was such a special and festive night …

I wanted to go to the 
Philharmonic with my 

wife on a Saturday 
close to our 
anniversary

Fortunately, they had a 
Beethoven (my 

favorite!) concert with 
a violin soloist that 

month

It was so easy to 
purchase tickets online, 
I could even pick the 
seats. Exchanges 

were free – just in case 
we couldn’t find a 

babysitter!

I was afraid of 
commuting, but I did 

reserve and prepay a 
parking spot near the 

concert hall when 
buying my tickets. The 
confirmation email

even had the 
directions!

Illustrative

We had dinner in a nice 
restaurant nearby that 

the orchestra 
recommended. They 

had a pre-theater 
menu, which was very 

good and served 
quickly

We arrived early at the 
hall, so we left our coats 
at the complimentary 
coat check and read 

the playbill. Turned out, 
the soloist was a famous 

guy from South 
America!

The conductor shared 
a funny anecdote and 
gave us something to 

listen to

I really liked the email 
we got a week before 

the concert with 
comments from the 

conductor and a 
podcast.

It got us really excited 
about the evening.

Continued …
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John’s great anniversary 
… we decided to do it again a month later Illustrative

During intermission, we 
had a glass of 

champagne with my 
wife’s favorite 

chocolate treat. We 
had enough time to sit 

and chat at a table.

Leaving the hall and 
the parking was 

quick.

The following week we 
received a CD of the 

performance we 
attended reminding us 

of the good time we 
had.

The music was great. I 
wasn’t expected 

anything less from the 
Philharmonic!

A week later we 
received a brochure 
with 2 or 3 concert 

packages in the 
spring. They offered 
great discounts and 

free drinks to the 
first concert

We bought a two-
concert package

We’re still wondering 
why we didn’t do it 

earlier!

…
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� Promotion of 
upcoming 
performances

� Onstage introduction 
to the piece

� Bar improvement

� Additional staff to 
speed exit

� Seat upgrades

Value proposition for unconverted trialists
The periods before and after the concert are inherent parts of the 
orchestra experience and should be seen as opportunities to enrich it

Getting to and 
into the hall

Pre-performance

1-2 months before the concert

Performance
Post-
performance

Day of the concert 1-2 weeks after the concert

Repertoire

Social 
experience

Exchanges

Music 
information

Access

Relationship 
building

Non-exhaustive
details on following slides

� Enough newcomer-
friendly concerts

� Conductor’s insights 
in advance

� “Bring a friend for free”
promotions

� Information sent to 
entire party

� Exchanges for single 
tickets

� Pre-paid vouchers

� Welcome package 
with logistics 
information

� Pre-concert 
discussions

� Restaurant 
partnerships

� Exchanges up to 
the last minute

� Reserved spots

� Signage and 
ushers

� Amazon-like 
suggestions

� Podcast of the live 
performance

� Thank-you notes

� Seat upgradesCompelling 
offers

� Discounting the right 
concerts

� Tailored offers (small 
packages / single 
tickets) and discounts
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� Send information on the composers / pieces to the patron before the concert (potentially in reminder email)

– Ideally, include personal comments of the composer / soloist / musicians

� Gear a section of the website at newcomers

Potential additions to the newcomer customer experience
The pre-performance focus should be on getting them familiar 
with the hall and the music

� Offer a number of newcomer-friendly concerts per season and spread them out across the season

– Programs with at least one very popular piece / composer

– In priority on Fridays and Saturdays nights

� Search by date / day of the week or composer / piece for people with simple preferences

� Provide “Concert recommended for first-timers” flags on website

� Encourage newcomers to bring friends by offering volume discounts, such as bring-a-friend-for-free promotions

� Offer possibility of specifying close-to-those-seats for parties buying separately

� Send information (confirmation / reminder) to all parties coming, not just the patron who purchased the ticket – additional 
benefit of increasing marketing database

� Link with social networks

� Offer exchanges and / or refunds for no / small fee to single ticket buyers

� Ask customers if they are first-timers when selling tickets

� Provide a seating chart with the possibility of choosing seats (partial view clearly marked)

� Send a “Welcome to the orchestra” package with information on parking, bar, etc. (potentially in confirmation email); could 
include drink or parking voucher

� Send reminder email - keep it free of sales pitch

� Identify concerts with a high percentage of first-timers and adjust operations accordingly (e.g., add more ushers)

� Partner with nearby parking lots to sell flat-rate parking tickets in the same transaction

Getting to 
and into 
the hall

Pre-
perfor
mance

Perfor-
mance

Post-
perfor-
mance

� For hard-to-sell concerts (contemporary music, vocal, etc.), don’t fill the hall by giving complimentary tickets to prospects
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Potential additions to the newcomer customer experience
In the few hours before the performance, the focus should be 
on facilitating access and the social experience

� Make the hall feel inviting warm and inviting

– Have a mingling area next to the bar if there is scarcity of seats

– Decorate the hall (piece of art, lighting, flowers, etc.)

� Offer packages with nearby restaurants (dinner before) or bars (drinks after)

� Host newcomer receptions

� Host pre-concert discussions geared at newcomers where the experts (musicians, directors, music 
professors) answer questions

� Ensure fast entry and exit  (flat rates, pre-paid vouchers, extra staff, police help)

� Offer valet parking

� Partner with a car service company for after the concert

� If necessary, improve security between the hall and the nearest public transportation station(s)

� Provide or improve signs to help customers find their seats

Getting to 
and into 
the hall

Pre-
perfor
mance

Perfor-
mance

Post-
perfor-
mance

� Offer complementary (and fast) coat check
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Potential additions to the newcomer customer experience
The performance is about the music, but not only – the bar can 
add a social / festive tone to the experience

� Have seat upgrades for newcomers so that they can experience premium view / acoustics

� Minimize bar waiting time and throughput capacity

– Increase staff, stations, hours of operations

– Provide the option of pre-ordering intermission drinks / using vouchers to speed the process

� Transform the bar from an afterthought / time killer into a enjoyable experience

– Review and improve selection

– Review pricing / offer targeted discounts including try-our-bar offers

� Particularly at first-timer heavy concerts, have the conductor provide a brief introduction of the piece (specific enough 
not to bore the core audience)

� Improve the program notes, make them more engaging

� Provide an information booth with self-service leaflets on composers, genres, instruments

� Promote upcoming performances

– Through playbills, concierge, flyers/postcards

Getting to 
and into 
the hall

Pre-
perfor
mance

Perfor-
mance

Post-
perfor-
mance
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� Send “If you liked that, you’ll also like this” recommendation emails

Potential additions to the newcomer customer experience
After the first performance, the goal is to sell patrons one or two extra concerts – not to 
ask them to marry you – so no donation / subscriptions calls in the courtship period

� Offer / sell performance-related goodies, such as CDs / DVDs of live performance, pictures of performers

� Send a podcast / CD with extracts of the live performance

� Offer exchanges to newcomers who have missed a concert (along with recommendation for a similar concert)

� Send a “Thank you for coming” note

� Send Christmas / Valentine’s Day cards without sales pitches

� Don’t solicit donations / large subscriptions too early (wait and do it after a few concerts)

Getting to 
and into 
the hall

Pre-
perfor
mance

Perfor-
mance

Post-
perfor-
mance

� Approach by preferred channel in the month of the concert with tailored offers

– Newcomer subscription series (2-4 concert package of very popular pieces)

– Small choose-your-own subscription

– Single ticket

� Offer discount for second visit (sent with tickets, voucher given on the way out, sent with thank-you note, sent a 
few weeks later)

� Implement loyalty program with simple benefits (subset of subscribers’ benefits), such as exclusivity periods for 
most popular concerts, transaction-fee waiver if purchasing more than 5 concerts
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APPENDIX
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Data assumptions and limitations
This project focuses on understanding the behaviors of individuals who decide to 
purchase tickets for classical music orchestra concerts. As a result, we have made 
exclusions and assumptions and identified certain data limitations

� Group sales – 4.7% of customers

– Accounts that have purchased >8 tickets 
a concert, across all seasons

� Complimentary tickets – no revenue

� Exchanges – accounted for

� Non-classical music concerts

– Pops, holiday concerts, and special 
performances attract a different audience 
and have been excluded

� No shows – counted as attended

– Given lack of data for most orchestras, 
we are counting all those who purchased 
tickets as attendees

Assumptions / exclusions

Classical music series

� We have included all regularly 
scheduled, core classical music 
concerts in our scope

� No shows have been included

Exclusions

Limitations

� Inconsistent purchasers

– If two friends (different names and addresses) 
alternate buying tickets for each other, they would 
alternate as churners (unidentifiable duplication)

– Okay if same household

� Significant changes to the identification of a customer 
account, such as a name change, would cause the 
same issue

� Poor transaction records (e.g., cash purchase)

Limitations

� False first-time visitors

– In some cases, we have only 5 (or fewer) 
seasons of data available

� Dippers

– Customers who come one season but skip at 
least the next season and return have been 
labeled dippers, who are estimated to make up 
~9% of the customer base (based on the 2003-
2004 season)
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Orchestra Audience Retention Initiative – Participants 

Oliver Wyman – Director Liaisons

George Faigen (Atlanta)

David Fishbaum (Chicago)

Bob Fox and Paul Markowitz (Boston)

Martin Kon (New York / Los Angeles)

Eric Nelsen (Chicago / Milwaukee)

John Senior (Philadelphia)

Dave Sovie (San Francisco)

John Wenstrup (Cleveland)

Oliver Wyman – Project Team

Oliver Wyman Project Team 

Martin Kon, Initiative Leader 

Edouard Portelette, Project Manager 

Claire-Marie Andlauer

Christina Chinloy

Detelina Kalkandjieva

Norman Leung 

Li Ma 

Mark Weinberger

Engaged Audiences LLC

Jack McAuliffe, President

Senior Marketing Professionals Group – Orchestras

Charlie Wade, Atlanta Symphony Orchestra

Kim Noltemy, Boston Symphony Orchestra

Kevin Giglinto, Chicago Symphony Orchestra

Sandi Macdonald / Emily Grimes, The Cleveland Orchestra

Joan Cumming / Shana Mathur, Los Angeles Philharmonic

Stephen Duncan / Susan Loris, Milwaukee Symphony Orchestra

David Snead, New York Philharmonic 

Ed Cambron, The Philadelphia Orchestra

Michele Prisk, San Francisco Symphony
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