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“Reality has a way of eventually 

getting your attention.” 

-- Walrus Research



Attendance Was Down. . . 
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The New York 
Philharmonic lost 15% 
of its audience in five 
years.

That’s a loss of 45,000 
tickets.

The revenue loss was $7 
million, projected to 
grow to $35 million by 
the end of the decade if 
trends continued.



Prices were way up. 
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Average ticket 
price +109% from 
$28.67 to $60.14.

Inflation +56%



And The Audience Was Aging. 
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Background

l Like most American orchestras, the 

NYP began experiencing a decline in 

ticket sales in the late 90s.

l With the arrival of new executive 

leadership and the announcement of a 

new music director, the NYP chose to 

also undergo a rebranding process.

l This is a case study of the NYP‟s 

evolution towards effective branding 

over the last seven years.



Arts Organizations as Brands

l A brand is the foundation of a strong and 
lasting relationships with your customers.

l Arts brands are about relationships:

• What you bring to the relationship

• Why you are a worthy or perhaps the best 
partner

• It‟s about creating lifetime value

l Brands are more than products, they‟re 
entire organizations.

l Brands are customer-centric – it‟s about 
how the world sees you, not how you see 
the world



The Young & Rubicam Brand Asset Valuator:
19,500 brands studied among 350,000 consumers since 1993

l Esteem

• How good are they? Perception of quality 

and delivery of the brand promise. 

l Knowledge

• How much do I know about them? Level of 

awareness of the brand.

l Differentiation

• Do they stand apart? Strong differentiation 

leads to more trial and less substitution.

l Relevance

• Do they matter to me? If a brand is not 

personally relevant, it will not attract or 

retain consumers

Lagging Indicators:

The Current Power 

of the Brand

Leading Indicators:

The Growth Potential

of the Brand



Differentiation and Relevance Drive Growth

l “Brands that grow their Differentiation 

have about a 50% higher operating 

margin on average than those which 

allow their Differentiation to decline.

l “Relevance is the key to market 

penetration.”

l “Those brands that grow both their 

Differentiation and Relevance report 

the greatest increase in operating 

earnings.”

• Young & Rubicam 











The Chapters of the Philharmonic Brand Story.

l The logo

l The artistic director

l Communications
• Emarketing

l The concert experience 
• Programming 

• Customer engagement

l Extending the brand: Summertime 
Classics

l The quest for greater relevance
• Packaging by Segment

• User-Generated Branding



Chapter One: The Logo 







The Situation

l Sales were trending down.

l New management team wanted a new 

logo.

l But, no consumer input into what the logo 

should mean.

• Defines who you are

• How you‟re relevant and resonant

• How your brand personality sets you apart



Internal Interview Findings.

l Timeless

l Progressive 

l Fresh

l Clear 



Logo/Creative Development Research

l We decided to talk to the market

• Qualitative research to provide guidance on 

brand positioning, logo design and creative 

direction.

l Specific objectives were to: 

• Learn perceptions of and satisfaction with the 

Philharmonic

• Understand the dimensions of the concert 

experience – why people go 

• And, while we‟re at it, explore reactions to 

logos and creative directions for launching 

Lorin Maazel.



A: 5.1



B: 3.7



D: 5.0



C: 4.2



G:3.4



H: 5.2



Realizing the Logo is not the Brand.

l Logos were rejected by consumers as 

not communicating what they wanted 

from the Philharmonic.

l Management decided to conduct 

additional research as part of a new 

Strategic Plan, and to return to the 

logo once the Brand Strategy had 

been determined. 



The Next Step: Quantitative Study to develop Brand 

Strategy & Positioning.

l Conducted a large-scale quantitative 

study of the classical music market in 

New York, to determine:

• Size of potential market

• Current perceptions of Philharmonic

• The competitive set 

• Segments of the marketplace, especially 

underdeveloped areas of opportunity 

• Quantitative input to positioning strategy 

for Maazel.



The New York Classical Music Market

Rest of Market 

(8,624,234)

93.0%

NYP Attendees 

(40,000)

0.4%

Like Classical, 

Don't Attend 

(605,963)

6.5%



 Intellectuals, 

109,954 

17%

Socials, 130,294 

21%

Busy in the Burbs, 

154,112 

25%

Conventional Lives, 

120,634 

19%

Culturals,

 115,568

 18%

Target Segments
-- Household Population within Target Geographic Area  --

TOTAL

TARGET

POPULATION

355,816



Entertaining evening out

Exciting & energizing music

Richness & wonder of classical

The best orchestra

The best in classical

Profoundly moving, inspiring

Peace, relaxation, tranquility

Fresh, new, exciting

Touches head, heart, soul

Absorbs & transports

Exquisite music

Glamour & romance

A relaxing escape
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Desired Concert Experience by New York Phil. Experience 

TOP TWO BOX SCORES FOR CHARACTERISTICS DESIRED
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Our Target Segments were all looking for the same thing.

CONVENTI ONAL

BUS Y I N  BURBS

QUI ET I NTELLECTUALS

S OCI ALS

CULTURALS

Evening of  glamour & romance

Peace, relaxat ion, t ranquilit y

Relaxing escape

Wonderf ully ent ert aining 

evening

Excit ing & energizing

Prof oundly moving & inspir ing

Best  in classical music

Touches head, heart , soul

Music t hat  absorbs & t ransport s

Richness & wonder of  classical

Exquisit e music perf ect ly 

perf ormed



We Learned that Familiarity & Enjoyment of Classical 

Music Drove Their Behavior.  
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The New York Philharmonic Brand Strategy

l Overall Strategy:  Warm Up

• The Philharmonic should orient resources 
towards delighting the audience.

• Using every available customer touch 
point, focus on delivering memorable, 
emotionally moving and intellectually 
engaging concert experiences. 

• While satisfaction with quality of the 
orchestra is very high, the Philharmonic 
needs to build a closer relationship with 
the audience and a greater sense of 
personal connection. 

• In other words, warm up – become a more 
welcoming, interested and engaged 
partner.



The New York Philharmonic Brand Strategy

lConcert Enhancements 

•Classical concert enjoyment is driven by “the 

music.”  Experience enhancements should 

spring from this focal-point. 

•Deepening concert-goers‟ appreciation for, 

understanding of and familiarity with classical 

music is the route to increasing enjoyment, 

and thereby the key to increasing attendance. 

•Make the audience familiar with the 

unfamiliar – turn them on to the music.



The New York Philharmonic Brand Strategy

l Positioning Statement

The New York Philharmonic promises 

exquisite music, perfectly performed, for a 

profoundly moving concert experience 

that touches the head, heart and soul. 



The New York Philharmonic Brand Strategy

l Positioning Statement Deconstructed

The New York Philharmonic promises:

PRODUCT ATTRIBUTE: Exquisite music, perfectly performed

PRODUCT BENEFIT: Profoundly moving concert experience 

CONSUMER BENEFIT: Touches the head, heart and soul 



New York Philharmonic Brand Strategy

l Brand Personality

• Elegant

• Sophisticated

• Intelligent

• Powerful

• Proud

• Warm – an emotionally engaged partner



New brand personality had nothing in common with the 

old one. 

External Perspective:

•Elegant

•Sophisticated

•Intelligent

•Powerful

•Proud 

•Warm

lInternal Perspective:

•Timeless

•Contemporary

•Fresh

•Clear



Now, we returned to the logo project.

l Criteria for new logo evaluation:

Is it consistent with the brand strategy:

• The brand positioning (what we stand 

for and to whom)

• The value proposition (what essential 

need we fulfill)

• The brand personality (intelligent, 

powerful, elegant, sophisticated)

• The emotional associations we want to 

create in target‟s mind (warm, moving)



The Second Round.



The Second Round.



The Second Round.



The Second Round.



Expression of the strategy: The New Logo





Chapter Two: The Maestro



1-B:  5.6



1-C:  5.6



3-A:  5.4



1-D:  5.1



4-D:  5.4



2-B:  6.0



4-F:  6.2  



Qualities Sought in a Conductor -- % „Very Important‟  --

3%

7%

14%

20%

67%

70%

71%

74%

76%

86%

88%

0% 20% 40% 60% 80% 100%

Formal and reserved

Is noble in stature

Is world-renowned 

Is very serious when conducting 

Gives extremely powerful performances

Gives emotionally moving performances

Has very high energy and enthusiasm

Is passionate about classical music 

Is highly respected by the musicians

Brings the orchestra together as one  

Inspires the musicians



Evolving the Face of the Brand





Chapter Three: The Evolution of 

Communications 
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The Next Step: Non-Renewer Research – 10/04

l Dissatisfied with customer retention, 

we went back to the customers.

l Conducted qualitative research to 

better understand subscriptions from 

the consumer‟s perspective

• Focused on factors leading to non-renewal 

and reacquistion opportunities

l 25 one-hour in-depth interviews with 

non-renewers and STBs



Key Findings of 2004 Non-Renewer Research 

l Attend classical concerts frequently; competition a major factor 

l Subscription drivers: 

• Love of classical music 

• Can attend concerts I really want to see

l Highly familiar with classical repertoire; concert selection decisions 

made very quickly 

“I want to be selfish and pick what makes me happier.  When I was 

younger I wanted to hear new things; now I just want to relax and 

escape.  I don’t have enough time for other things.”

l Decisions based on works being performed, then composer, then 

guest artist – unless a very big name.  Conductor plays little role. 

• Decision heuristics (e.g. maximizing, optimizing, minimizing)

• Rules of thumb (e.g. like 2 of 3 works, no more than one contemporary)



Key Findings of 2004 Non-Renewer Research 

l Factors in non-renewal: 

• Time/life issues – great reluctance to commit 

• Ticket prices – in a word “Expensive”

• Programming:

• Not enough appealing concerts in the season

• Similar year to year 

• Too much forced contemporary, deliberate assortment

l Brochure: dark/uninviting, difficult to read, too many words, too 

much emphasis on conductor

l Communications should be simple, clear, to the point

• Enable consumers to quickly find more concerts they might like

• Focus less on conductor, more on musicians and guests

• Utilize a warmer tonality







Creative Development Research - 11/05

l Focus groups among subscribers and 

single ticket buyers

l Exposure to 8 covers, inside visuals 

and copy

l Analysis: 

• Cover as execution 

• Cover as face of the brand

• Copy/visual performance























Key Learning

l Strongest executions conveyed: 

• Powerful emotions (passion, anticipation, excitement)

• Experiential complexity (beauty + power, technical expertise + passion)

l Brochure recommendations:

• Utilize striking cover to simply convey musical experience

• Provide visual balance: connection of performers, audience, and music

• Convey richness and totality of experience

• Create copy that „rings true‟ and is emotionally moving

• Highlight expertise, passion and humanity of performers

• Present concert information clearly and concisely

























How the Philharmonic uses E-marketing to turn people 

on to the music. 





Chapter Four: Programming & The 

Concert Experience



Since research had pointed up programming as an issue, 

we explored further 

 Conducted an online study of 

attendees and a database analysis of 

transaction behaviors. 

 Very high response rates within days 

(20-40%) yielded sample of 4,000



Interest in Classical Music Periods

l Provided definitions of musical periods:  

Baroque (e.g. Bach, Handel)

Classical (e.g. Haydn, Mozart)

Early Romantic (e.g. Beethoven, Mendelssohn, Schubert)

Russian Romantics (e.g. Tchaikovsky, Rachmaninoff, Mussorgsky)

Late Romantic (e.g. Brahms, Strauss, Wagner, Mahler)

20th Century Classics (e.g. Stravinsky, Copland, Debussy, Ravel)

20th Century Modern (Schoenberg, Berg, Messaien, Varese)

Contemporary (e.g. Adams, Glass, Harbison, Saariaho)



Classical Music Period Interests 

-- „Love It‟ --
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Interest in Classical Music Periods

-- Romantic (27%) vs. Contemporary Segment (7%) --
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Arts Attendance Motivations

-- Very Important Reasons for Attending --

Contemporary

(N=276)

Romantic 

(N=1083)

To be enlightened and inspired 80 58

For intellectual stimulation 77 58

Interest in a particular art form 65 42

To be entertained 57 73

To relax and enjoy yourself 54 73

To support the arts 51 33

Exposed to different types of arts 46 35

To broaden horizons 44 31

Evening out with spouse 33 45

To share new experiences 31 30

To escape from daily routine 29 35

To expose children to the arts 12 11



Enjoyment of Composer‟s Works 
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Comparing the 04-05 season with consumer preferences.

% of 

Season  
% Enjoying

(Top 2) 

Index 

Late Romantic 20% 85% 98

The Russians 20% 84% 99

20th Century Classics 18% 70% 107

Contemporary 12% 21% 238

20th Century Modern 10% 24% 167

Early Romantic 9% 92% 41

Classical 6% 85% 29

Baroque 4% 68% 25



New York Philharmonic Concert Satisfaction Research

l Conducted research on satisfaction 

with several Philharmonic concerts

l Online method, short surveys sent 

within 1-2 days of concert

l Primary Measures:

• Classical familiarity and enjoyment

• Familiarity with pieces performed 

• Expected and actual concert enjoyment

• Thoughts and feelings during concert

• Satisfaction with experience elements



Expected Enjoyment of Recent NY Phil Concerts
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Expected & Actual Enjoyment of Recent NY Phil Concerts
-- Among Subscribers --
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Thoughts/Feelings about Experience 
-- During Concert 1 --

l “It was an absolute dream come true. I was constantly fighting back tears and 

wanted to remember every single second of the evening forever. To say I loved it is 

a complete and total understatement.”

l “I’ve attended many performances of the New York Philharmonic and have never 

seen such energy, enthusiasm and delight in the audience. 

l “This was one of the most entertaining shows I've ever attended…  Several times I 

was so absorbed in the performance that I forgot where I was.  For me that is the 

ultimate entertainment.  Great show.”

l “Probably one of the most amazing musical experiences I’ve ever had the fortune to 

see.  I felt total joy and awe.”

l The feelings we had were: “Gee, gosh, this is really so enjoyable, we wish it could go 

on for hours.”



Thoughts/Feelings about Experience 
-- During Concert 4 --

l “The Bartok and Beethoven pieces met all my expectations.  The young soloists 

were spectacular. The contemporary piece left me cold.  I like new music, but this 

was bombastic....”

l “The first half of the concert was most enjoyable... However, the second half was 

long and horrible.  While I have sat through long concerts before, and enjoyed them 

immensely... This concert was truly torture for me.”

l “(Guest) as usual was splendid. ... The contemporary piece was spectacular. I wish 

audience members would have the courtesy to sit through a piece and not leave in 

the middle.  They were very rude and should be instructed not to repeat their 

behavior as it interferes with the enjoyment of other people!”

l “The conductor’s remarks prior to the contemporary piece were very constructive, 

especially after the Times review.  I enjoyed the piece more than I anticipated.  



Satisfaction with Concert Experience - The Halo Effect
-- Extremely Satisfied --
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Entertaining evening out

Exciting & energizing music

Richness & wonder of classical

The best orchestra

The best in classical

Profoundly moving, inspiring

Peace, relaxation, tranquility
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Absorbs & transports

Exquisite music

Glamour & romance

A relaxing escape
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Results: Remember the Desired Concert Experience by New 

York Phil. Experience? 

TOP TWO BOX SCORES FOR CHARACTERISTICS DESIRED
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Desired Concert Experience by New York Philharmonic Experience 
-- Market Sample --



Sales Results Over Four Seasons

l % of Classical Capacity Sold Up From 

73% to 91%

l Classical Tickets Sold Up 23,000 Seats 

(10%)

l Classical Revenue up $2.6 million (20%)

l Total Capacity: up to 90%

l Total Revenue: up $5.6 million (38%)



Percentage of Capacity Sold, 95-96 to 07-08
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Chapter Five: Summertime 

Classics 



Extending the Brand: Summertime Classics - Situation

l New 8-concert series introduced in June 
2004. 

l Programming: little-known light classics, 
the kind you would have heard Arthur 
Fiedler perform (if you were alive then).

l Positioning: Light classical in a festive, 
casual setting.

l Sales: Below expectations

l Research:  Why; where do we go from 
here?







Relationship Between Expectations & Sales

-- New York Philharmonic Summertime Classics Series  --

Would 

Love 

Concert

Would 

Love/Like 

Very Much

Moderate Expectations:

Sound of America 36% 75%

New York New York 31% 67%

Shall We Dance 27% 72%

Low Expectations:

Viva Espana 20% 59%

A Little Nightmare Music 21% 55%

A Little Light Opera 21% 58%

Soiree Francaise 16% 51%

Very Low Expectations:

Young at Heart 11% 42%

Asked non-attenders how 

much they would enjoy each 

concert based upon a short 

description and key pieces in 

each program.



Relationship Between Expectations & Sales

-- New York Philharmonic Summertime Classics Series  --

Would 

Love 

Concert

Would 

Love/Like 

Very Much

% of 

Capacity 

Sold

Total 

Tickets 

Sold

Moderate Expectations:

Sound of America 36% 75% 67% 3689

New York New York 31% 67% 64% 3510

Shall We Dance 27% 72% (38%) 2076

Low Expectations:

Viva Espana 20% 59% 50% 2736

A Little Nightmare Music 21% 55% 49% 2677

A Little Light Opera 21% 58% 41% 2238

Soiree Francaise 16% 51% 41% 2236

Very Low Expectations:

Young at Heart 11% 42% 27% 1456



Expected Enjoyment for Potential New Concerts
-- „Would Love It‟ --

Current 

Summertime

Lapsed 

Summertime

Subs Non-

Attendees

Light STB

Non-Attend

All Beethoven: A festival of favorite Beethoven 

concertos, symphonies and overtures 53 53 56 54

All Russian: Including Tchaikovsky’s Violin 

Concerto, Prokofiev’s Suite from Cinderella and 

Tchaikovsky’s 1812 Overture

47 48 39 38

All Rachmaninoff: A festival of Rachmaninoff’s 

beloved piano concertos and symphonies

43 43 48 48

All American Celebration: Copland’s Lincoln Portrait, 

Gershwin’s Rhapsody in Blue, Bernstein’s On the 

Town, and Sousa marches

47 44 32 27

Broadway’s Best: Show-stopping favorites 44 38 30 27

La Dolce Vita: Mendelssohn‟s Capriccio Italien, 

Vivaldi‟s Four Seasons and popular Italian classics

42 38 31 31

A Night at the Movies: Oscar-winning film scores 41 35 26 24

French Fare:  Featuring Saint Saens’ Carnival of the 

Animals and  Ravel’s Bolero

33 27 23 19

Cool Brittania:  English favorites such as Pomp and 

Circumstance and Vaughan Williams’ Fantasia on a 

Theme of Thomas Tallis

25 18 14 11



Research Findings/Recommendations

l Program more well-known, accessible 

classical favorites

l Make programming more prominent

l Slightly more tony and sophisticated tonality -

- less popsy and casual, closer to the 

Philharmonic brand

l Emphasize engaging lively format rather than 

casualness

l Further leverage conductor Bramwell Tovey 

in communications

l Reorient targeting strategy and build 

awareness



2005 



2005                                             2006







The Summertime Classics Results the Following Season

l Capacity sold up from 50% to 91%

l Tickets sold up 7,400 seats (+76%)

l Revenue up $322,000 (+103%) 



Chapter Six: The Quest for Greater 

Relevance 



The Next Step – The Quest for Even Greater Relevance 

l We‟ve become more distinctive and more 

highly differentiated

l But, can we become more relevant?



Consumer control is the ultimate relevance. 

The Tivoization of America   

l ''Consumers increasingly expect to call 
the shots.  They demand more personal 
control. . . people are seeking to further 
extend the boundaries of personal control 
in their retail and other transactions.'' 

• J Walter Thompson forecast for 2006 

l “I call it participation marketing.  Allow 
them to help you shape the brand 
experience. Content is no longer 
something you push out. Content is an 
invitation to engage with your brand.”

• Cammie Dunnaway, CMO, Yahoo



Today, the customer is in charge.

l At BMW, the fact that so many customers 

choose to customize their cars showed 

executives that “we‟d never have 

complete control over the brand,” said 

James L. McDowell, managing director at 

Mini USA. About 60 percent of the 40,000 

Minis the company sells each year are 

customized.

• New York Times, Oct. 9 2006

l “Today, the customer is in charge, and 

whoever is best at putting the customer in 

charge makes all the money.”

• Stephen Quinn, Senior Marketing VP, 

Wal-Mart











As opposed to this. . . 



 Intellectuals, 

109,954 

17%

Socials, 130,294 

21%

Busy in the Burbs, 

154,112 

25%

Conventional Lives, 

120,634 

19%

Culturals,

 115,568

 18%

Target Segments
-- Household Population within Target Geographic Area  --

TOTAL

TARGET

POPULATION

355,816
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