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INTRODUCTION 

TRG, a marketing consulting firm, has been producing Pa-

tron Loyalty Index (PLI) Reports for individual organizations 

for several years.  Using detailed financial data from pa-

trons, including ticket purchases, subscriber and member-

ship activity and donations, TRG scores an organizations’ 

patrons, ranking them sequentially based on their perceived 

value to the organization. TRG’s analysis incorporates re-

cency of activity, frequency, and total monetary investment 

across all departments. This analysis provides a new in-

sight on patron engagement, allowing cultural groups to un-

cover untapped loyalists who don’t fit normal engagement 

‘buckets’, identify those with the most potential for in-

creased engagement, and identify segments of their patron 

list that are becoming less engaged or leaving the organiza-

tion. 

 

Groups across the country, including Hubbard Dance, Seat-

tle Repertory Theatre, the Louisiana Philharmonic, and 

Theatre Calgary, among others, have used TRG’s PLI re-

ports to craft specific audience engagement strategies for 

their patrons, helping them explore new ways to build both 

engagement and loyalty across their database. 

 

TRG uses the transactional and patron type data from or-

ganizations to segment patrons into three core groups: Ad-

vocates, Buyers and Tryers. Advocates, at the top of the 

pyramid, are the most valuable patrons of an organization. 

Typically, they form a very small portion of overall patrons 

but have a disproportionate and significant impact on over-

all revenue. For example, it is not atypical that only 2 or 3% 
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of total patrons can generate well over a third of total revenue. 

The two top categories, advocates and buyers, together can 

comprise less than 5% of total patrons but generate more than 

half of total revenue for an organization. Clearly, it will be helpful 

for organizations to understand who filters to the top in terms of 

loyalty, and how those patrons shift and build over time.  

 

This report represents a further level of analysis. In addition to 

preparing 17 individual PLI reports for the groups participating in 

this study, TRG was able to use that same data in aggregate to 

do a community PLI analysis. That is, not just analyze who was 

most valuable at the organizational level, but who was the most 

valuable at the community level. Were there patrons that, on an 

individual level, may not be seen highly engaged at a particular 

organization, but when you examined their spending across all 

17 groups, did they exhibit a high level of community engage-

ment? Were there any unique patterns of loyalty between the 

community analysis and the behavior of individuals at the organi-

zational level? Additionally, we were able to segment the 17 

groups into two sub-segments: “Performing Arts Groups” and, 

“Museum Groups”. With these two sub-segments we again had 

TRG run the PLI analysis,  giving further insight to particular pat-

terns within the performing arts and museum community. 

 

We would like to thank the 17 groups that participated in this 

study, without whose cooperation this study would not be possi-

ble. While individual group data was used to prepare the com-

munity analyses, all patron level data was kept strictly confiden-

tial between participating groups.  

 

OVERALL FINDINGS 

Part I: The Community Data in aggregate 2007-2013 

Overall, the study started with a total of slightly under 400,000 pa-

trons. That total declined to approximately 330,000 Households by 

2013, with the largest declines from 2007 to 2008. Both the reces-

sion and an unusually strong year in pre-recession 2007 impacted 
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this unusually high initial level, with most years having patron lev-

els between 290,000 households and 360,000 households. Over-

all, 980,000 unique households were examined over the seven 

years of the study.  

 

The original data was segmented into four distinct customer types

-Single Ticket Buyers (STB), Subscribers, Members, and Donors. 

(Households could be included in multiple segments). Before we 

analyze the TRG Patron Loyalty scoring and ranking of these pa-

trons, it is notable to examine the change over time in these four 

segments and patron behavior in general.  
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Single Ticket Buyers 

Single Ticket Buyer (STB) Households make up the largest 

segment, comprising 73% of all Households examined. Total 

STB households peaked in 2007, declining significantly in 

2008, and thereafter remaining relatively stable with a 4% de-

cline from 2008 through 2013.  

One of the most important attributes of STB patrons is that it is 

the best entry point for new patrons into the community. Half of 

STB patrons are new each year. Unfortunately, the attrition 

rate for this group, as also documented in our 2007 study with 

TRG, is high, with 70% not returning to one of the 17 study 

groups in the following year.  

 

 

 

 

 

This makes it very hard to build new audiences and move pa-

trons up the engagement ladder, since single ticket attrition is 
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outpacing the growth of new households. So, while this group 

remains very important in terms of keeping up overall numbers, 

they are not a loyal segment of audiences. 

 

Members 

Member households are the second most common segment, 

making up 42% of total households studied. Unlike STB’s, mem-

bers were low in 2007, increasingly significantly in 2008 and re-

maining stable over the course of the study.  

 

Interestingly, many existing members increasingly did not stay 

in the community, whereas new member attrition declined every 

year but 2013, indicating the new generation of members are 

more engaged, a pattern also seen in subscribers.  
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Subscribers 

Total subscribers are much smaller than members, with 51,000 

vs 410,000 members. They also declined steadily throughout 

the study, at a rate of 16%, that is ½ the decline of Single Tick-

et Buyers.  

Existing subscribers, as with members, trickled out of the sys-

tem at an increasingly greater rate, while new subscriber reten-

tion increased.  This perhaps indicated that while new sub-

scription strategies are more effective at retaining subscribers, 

traditional subscribers are ‘aging’ out of the community. How-

ever, new subscriber growth is declining. 

Photo by M. Edlow for Visit Philadelphia™  
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Donors 

Donors exhibited steady decline throughout the study, decreas-

ing 20%, slightly more than the subscriber decline of 16%.  

This aligns with the decline in total individual giving from 2009-

2012 seen in the 2014 Portfolio.  

Part I: Conclusion 

Overall patron growth in the study group declined 16% from 

2007 to 2013.  It appears that patron growth in the last two 

years is slowly reversing that trend. With 15% growth in patrons 

from 2011 to 2013. One of the biggest challenges is the churn 

of new STB’s. Not only are the majority of Single Ticket Buyers 

new every year (51% on average), but 70% of them do not re-

turn to subsequent years. This makes it very difficult to focus on 

cultivation of any segment, since so many resources must be 

used to attract new patrons.  

 

Perhaps the most encouraging news is at the membership level, 

one of the only segments where attrition rates have not in-

creased and memberships overall have increased 111% from 

2007 and has remained stable since 2008. This aligns with re-

cent findings in the 2014 Portfolio, where membership revenue 

increased 24% from 2009-2012. Programs to engage members 

to become donors is a possible strategy to increase loyalty that 
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should be explored. However, while both members and sub-

scribers have strong cross-over with donors, a much lower per-

centage of total members are currently donors. 6% of member 

are donors versus 40% of subscribers. It is not clear such a 

strategy could work, but the large amount of members overall 

represent the largest group where there is stronger engage-

ment than STB’s and positive growth.  

 

Despite the slow and steady decline in subscribers (16% over 

the seven year study), they remain the most engaged segment, 

with two of out of five subscribers also donating. Efforts to en-

gage and stabilize them should continue. It is encouraging that 

the attrition rate for new-to-files subscribers are lower than re-

turning subscribers. Despite their lower numbers, new sub-

scribers are still one of the strongest groups for building loyalty. 

 

Part II: The Community Patron Loyalty Index 

As noted in the introduction, TRG and other consultants have 

been doing patron loyalty analysis consulting for individual 

groups for some time. This type of analysis can break down 

silos between departments (marketing, development, visitor 

services), and allow decision makers to make strategic deci-

sions about  patrons based on their overall activity across the 

organization. With support from the William Penn Foundation, 

we were able to not only commission 17 PLI studies for a rep-

resentative groups of Philadelphia cultural organizations, but 

we were able to also aggregate those findings into three com-

munity reports.  

 

These community reports allow us to look at loyalty not just 

across an organization, but across a community. Some of the 

questions we sought to answer included, “Are there common 

traits and behaviors within Advocates, Buyers and Tryers 

across the community? Are there common customers between 

the 17 groups that demonstrate loyalty to the sector at large?”  
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The first report,  the “Community” group, looks at the community 

as a whole. The second two split the study groups into  

“Museums” and “Performing Arts” organizations.  

The community analysis includes: 

 Trend changes in the groups, examining changes from 2007-

2011, 2008-2012, and 2009-2013 

 Segmentation of “Omnivores”, those who were active across 

the community,  and “Apparent Non-Actives”, patrons that ap-

peared inactive within one organization but who are active in 

the broader community 

 General demographic profiles of Advocates, Buyers and Try-

ers within the three community groups 

 

Overall Trends on Initial Data 

As with individual PLI studies, the TRG analysis shows that ad-

vocates, a very small proportion of overall patrons, generate the 

most revenue of any of the three segments. This is particularly 

the case for the Museum group, where just one tenth of one per-

cent (.1%) of all patrons generated 43% of total revenue. Buyers 

are a larger but still small segment of overall patrons represent-

ing between 2 and 5 percent of all Households in the study, con-

tributing approximately one quarter of all revenue.  Tryers, the 

most common groups, generate only 1/3 of revenue, despite 

comprising 95% of all households.   

While year to year there was volatility in total patrons, examining 

the change over three four-year segments (2007-2011, 2008-

2012, 2009-2013) shows a community with a stable population of 

overall Advocates and Buyers but a decline of 9% in total Tryers.   
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Advocates “Frequent, recent and significant activity” 

Advocates are at the top of the loyalty pyramid. A small cohort 

of advocates that produce a disproportionate amount of reve-

nue for the community. They are almost exclusively donors 

(99%), with only 6 out of 3,418 Community Advocates just do-

nating. They are also very active across the community-99% of 

Community Advocates are multi-buyers and are also an active 

subscriber or member of at least one organization. They also 

remained a subscriber or member throughout the study. Demo-

graphically, they are older, with the majority of advocates over 

the age of 55, ‘empty nesters’ without children, and very highly 

educated. Most, but not all, are affluent, with the majority of 

Community Advocates earning over $75,000 annually and al-

most 10% making greater than $250,000 annually. 

While the total amount of advocates remained stable throughout 

the study,  the average donation for a Community Advocate de-

99% of 
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and active 
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least one 

organization. 
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clined by 23%. So advocates remained engaged but are giv-

ing less. This certainly mirrors trends nationwide document-

ed by the Chronicle of Philanthropy (As Wealthy Give Small-

er Share of Income to Charity, Middle Class Digs Deeper, 

October 2014). Nonetheless, these are the superstars of the 

community, subscribing, becoming members, purchasing 

single tickets and donating at a frequent and consistent rate. 

Almost 90% of all Advocates bought a ticket/membership/

subscription or made a donation to between two and seven 

organizations.  

Arts vs. Museum Advocates  

There were significant differences in the distribution of pa-

trons between the museum and performing arts community. 

Museums tended to have a very small group of advocates 

with a high average value. One tenth of one percent of the 

Museum patrons were advocates and contributed an aver-

age gift of $46,740 (2009-2013), vs a more diverse groups 

within the performing arts. 1.3% of those households, con-

tributed on average $5,064 (2009-2013). 

The average museum donation declined 31% over the full 

study period vs a slight increase in the Performing Arts Advo-

cates average giving. Museum advocates are also the one 

group that tends to show less multi-buys across organiza-

tions.  
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Buyers “Subscribers, Members, Recent STB’s” 

Community Buyers are stable in terms of households and reve-

nue, with notable growth in revenue from membership and sub-

scriptions, despite declines in total subscriber Households. This 

segment appears to be stable overall, delivering a significant 

amount of revenue to organizations, (23%). Demographically the 

majority of Community Buyers have income between 65,000 and 

$140,000 annually, and are slightly younger than Community Ad-

vocates have similar educational profiles and also tend to be 

empty nesters.  

Buyers vs. Advocates 

While buyers are similar in terms of demographics, their behavior 

is not. One in four buyers is not a donor, they are much more 

likely to be a subscriber or member. They are also less omniv-

orous than Advocates, with only 80%  of Community Buyers visit-

ing 2 to 6 organizations.  

Tryers “STB and Memberships” 

Community Tryers form the largest group of households, 97.5% 

of all households in the study. Given their large cohort size, it is 

interesting to note that they only generate 38% of all revenue. 

They tend to be the households that have the least cross-over 

activity. Just one in five Community Tryers visited more than one 

group during the study period. The typical Community Tryer is a 

STB (61%). Demographically, while tryers have similar income 
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levels to Buyers, they are much younger, with a median age 

in the mid 40’s, lower levels of education, and a much higher 

presence of children.  

Museum Tryers are more likely to be members (57%) versus 

only 8% of Performing Arts Tryers that are subscribers. This 

does emphasize a significant difference between subscribers 

and members in general, with memberships a very large 

group, but with a smaller per household value and more 

alignment with the Tryers group. Subscribers are typically 

more often Buyers or Advocates, indicating a higher level of 

loyalty. Strategies to convert members to donors may be 

more challenging. However, it does lead one to infer that 

membership strategies could be effective for Performing Arts 

groups looking to engage more Tryers who maybe not as 

welling to commit to a more expensive subscription, and 

move them up the engagement ladder. (For example, a Per-

forming Arts membership could have a small annual fee that 

provides discounted tickets to members, as opposed to a 

committed schedule of performance for a subscriber).  

In general, Tryers mirror the behavior of STB’s, with a high 

churn rate. Strategies for these patrons should be lower level 

commitments, encouraging Tryers to become multi-buyers, 

which is the strongest predictor for future increased loyalty. 

While most Tryers  are not donors, those that are donors  

give more when they are Museum Tryers than Performing 

Arts Tryers.  
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Part III: Executive Summary 

More than ever before, cultural groups need to effectively un-

derstand and engage audiences in order to maintain and grow 

loyalty, build engagement and increase revenue. This study 

examined almost a million households over seven years, not-

ing how patrons entered and left the community, how some of 

them became increasingly engaged and how many of them 

left. In addition to the general patterns of Advocate, Buyer and 

Tryer behavior, some larger trends are evident. 

 

Collaboration benefits individual organizations 

Omnivores remain the most important patrons for individual 

organizations. The more organizations a Household visits the 

more likely they are to be Advocates at the top of the pyramid 

for one of the 17 study groups. Advocates, who are almost ex-

clusively omnivores,  make up a very small portion of the com-

munity but generate a significant amount of total revenue. This 

has direct implications for the community. Collaboration and 

sharing of data holds the potential to increase overall engage-

ment while simultaneously increasing loyalty efforts for individ-

ual groups. The more a patron becomes involved across the 

community the more likely they are to increase their commit-

ment to their most favored organizations. Greater sharing of 

data, collaborative marketing efforts and cross promotion strat-

egies hold the potential to benefit everyone. This is probably 

one of the most compelling findings in the study.   

 

Additionally, sharing information can help organizations identi-

fy lapsed patrons that are more likely than others to become re

-engaged. In almost 3 out of 4 of the study groups, half of an 

organizations patrons that are currently inactive remain active 

with other groups across the community. Your lapsed patron is 

probably active elsewhere and if you can segment out this 

group, they are probably more likely to return than those who 

are not active elsewhere. With the challenges on constantly 

reaching new patrons, this is a potent strategy that could ben-

In almost 3 out 

of 4 study 

groups, half of 

inactive 

patrons remain 

active with 

other groups 

across the 

community. 
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efit many groups. Sharing this information across organiza-

tions can help you build a more likely prospect list for attend-

ance and engagement. 

 

Retention is more important than acquisition, and declin-

ing loyalty from current Patrons in an ongoing challenge 

There is much conversation in the field about building audienc-

es. What this study shows is that it is just as important to retain 

the audiences you have and to ensure they remain loyal at 

steady levels. The most loyal patrons contribute more to the 

bottom line than a multitude of new patrons.  New patrons 

overwhelmingly cycle out of the community after just one visit. 

Even more interesting, patrons tend not to move up the en-

gagement ladder in significant numbers. Looking at Communi-

ty patrons from the initial 2007-2011 segment, only 3.3% of 

Buyers converted to Advocates by the end of the study and 

26% of Buyers downgraded to Tryers. Based on that evidence,  

it may be more productive to focus on Buyer retention than to 

expend resources trying to convert them to Advocates.  

 

Museums and Performing Arts groups should borrow 

strategies 

Museums, despite having a decline in Buyers,  have been ef-

fective at maintaining Advocates and building Tryers. Perform-

ing Arts groups saw a decline in all three segments-

Advocates, Buyers and Tryers. While it may be more difficult 

to build Tryer Households because of the less flexible nature 

of the Performing Arts, Performing Arts groups should explore 

strategies that could encourage more new audiences to attend 

with first time price incentives, more flexible timing and dura-

tion of performances, and other tactics that could ease barriers 

of entry.  

 

Museums are also able to retain much higher value Advo-

cates. Is it possible for Performing Arts groups to examine the 

motivations behind such high level Museum Advocates? Is this 

Only 3.3% of 

Buyers 
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26% of Buyers 
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to Tryers. 
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Advocates and 

increased 
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reflective of an inherent difference between Advocates within 

the Museums and Performing Arts Groups? The study seems 

to indicate that may not be the case, with many Apparent Non-

Actives within one community group appearing as Active pa-

trons in the other. There may be potential in examining the dif-

ferences in Advocate engagement strategies between Museum 

and Performing Arts groups. 

 

Museums could also benefit from examining successful strate-

gies in the Performing Arts. Subscribers convert to donors at a 

much higher rate than members. Their annual spending is 

higher and their retention is more stable. Is there room for such 

a model in the Museum field? Perhaps an additional tier of 

prestige events tied to a ‘subscription’ could allow Museums to 

separate out more active members and target them differently.  

 

Conclusion 

At the Alliance we will continue to build our database of 

knowledge from these studies. Clearly, the cultural community 

needs to work harder than ever to engage and retain patrons. 

The findings from the Community PLI study are insightful but 

indicate that more work needs to be done. Could we look 

deeper at loyalty within disciplines? Are there strategies be-

yond our field that could help us increase engagement and re-

duce churn? With the increasingly sophisticated ability to cap-

ture patron data, both qualitative and quantitative, we should 

build on these findings in future analysis. However, there re-

main significant gaps in our ability to collect and analyze data 

within the field. Collaborations and deeper analysis will only 

increase our knowledge.  Based on the findings from this 

study, such collaboration should lead to greater loyalty and re-

tention within individual organizations.   
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Appendix 
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Community Loyalty Movement 

Performing Arts Trend Over Time 

Museum Trend Over Time 
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Change in Annual 

Household Spend 
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Demographics 
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Advocate, Buyer, Tryer Stability 

Demographics 
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Methodology 
  
TRG and Greater Philadelphia Cultural Alliance collaborated 
on this project to study patron loyalty patterns across the arts 
and culture community in the Philadelphia area. Once a study 
group of 17 organizations was selected by the Cultural Alli-
ance, TRG began data collection and preparation. When data 
was collected from all 17 organizations, TRG processed and 
standardized the data for analysis, and then ran the entire data 
set through the National Change of Address registry. 
  
After data was standardized, analysis was performed using 
TRG’s proprietary Patron Loyalty Index scoring tool, or PLI. 
The PLI scores patrons using their purchase and donation his-
tories (detailed in the data that was collected from each organi-
zation), through the framework of recency, frequency, mone-
tary amount, and growth of investment over the study period. 
As a result, each database was sorted from most loyal and val-
uable patron to the least, and grouped into three definitive cus-
tomer segments: Advocates, Buyers, and Tryers. Individual 
PLIs were developed for each of the 17 participating organiza-
tions, as well as three Community PLIs (one contemplating all 
data submitted by all 17 organizations, one contemplating only 
performing arts organizations, and one contemplating all ad-
missions-based organizations). The findings from analysis, 
cross-tabulation, and observation of these indices by TRG, 
along with some additional segmentation and analysis where 
appropriate, led to the results of this project. 
  
Findings were delivered to multiple stakeholders from the pro-
ject in a variety of forms. Each of the 17 individual participating 
organizations received a set of deliverables, including: 
 A tabbed spreadsheet of every patron in the organization’s 

database with PLI loyalty scores and segmentation 
 Three-year trending analysis describing the changes in loy-

alty behavior over time 
 A demographic summary of each PLI segment 
 Purchase Timing Analysis, which described the relationship 

between last-minute ticket buying and loyalty 
 Key Metrics, a TRG report that provides analysis on trends 

in buyer types, acquisition of new patrons, and patron attri-
tion over the study period 

 Cross-over analysis between each buyer group (donors, 
single ticket buyers and subscribers/members 

 A PowerPoint presentation containing a summary of TRG’s 
insights and key findings 

Photo by B. Krist  for Visit Philadelphia™  
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 In addition, each organization received a one-hour consult-
ing session with TRG to summarize key findings, ask ques-
tions, receive high-level recommendations resulting from 
the analysis, and discuss potential next steps resulting from 
the project. 

 
The Greater Philadelphia Cultural Alliance received an expand-
ed set of deliverables from the Community PLI analysis, includ-
ing: 
 Three Community PLI Analyses (Community, Performing 

Arts and Museums), as well as three-year trending analysis 
for each 

 A summarized overview of the Individual and Community 
PLI findings 

 Additional segmentation and description of community-wide 
loyalty behavior, including: 

 “Omnivores” – those patrons who consume the most arts 
and cultural product 

 “Apparent Non-Actives” – those patrons who appear not to 
be active from one organization’s purview, but who are ac-
tive with other organizations in the broader community 

 “Risks and Opportunities” – those patrons who appear to be 
on the verge of “moving up” in their loyalty behavior, as well 
as those who appear to be at risk of downgrading their be-
havior 

 A demographic summary of each Community PLI segment 
 A “geo-coded” file of Advocates, Buyers and Tryers for 

each Community PLI for the Cultural Alliance to produce 

mapping products for the participating organizations 
 A two-hour presentation of the community findings, 

prepared for the Cultural Alliance and stakeholders 
from the 17 participating organizations 

 
For additional information on this and other research at 
the Alliance, please contact John McInerney at 
johnm@philaculture.org or Morgan Findley at               
morganf@philaculture.org 
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About TRG Arts  

TRG Arts is a consulting firm founded in 1995 with a focus on get-
ting results for clients in the non-profit arts industry and works in 
the United States, Canada and Australia. Their clients include 
dance, opera and theatre companies, museums, performing arts 
centers, orchestras, festivals and commercial entertainment organ-
izations. 
  
TRG is based in Colorado Springs, Colorado with 35 team mem-
bers, each skilled in providing guidance and solutions that are pa-
tron-based for sustainable loyalty of patrons and sustainable reve-
nue from those patrons. TRG has worked with about 1,200 organi-
zations in arts and entertainment over nearly two decades, in three 
countries, through its consulting practice, database and research 
work, and as the largest provider of community data networks in 
the US. 

 

About the Greater Philadelphia Cultural Alliance 

Established in 1972, the Greater Philadelphia Cultural Alliance is 

the region’s leading arts and cultural advocacy, research, and mar-

keting organization. Our mission is to “lead, strengthen, and give 

voice to a diverse cultural sector that is making Philadelphia a 

world-class region to live, work, and play.” Our membership in-

cludes over 400 from museum and dance companies to communi-

ty art centers, historic sites, music ensembles, and zoos. The Alli-

ance produces and commissions research on the health and 

growth of the sector; directs grantmaking in partnership with the 

Pennsylvania Council of the Arts; provides robust professional de-

velopment and membership services; markets the sector through 

our signature consumer marketing programs, Phillyfunguide and 

Funsavers; and provides leadership in policy and community en-

gagement through our GroundSwell advocacy initiative and 

STAMP teen program. For more information on the Cultural Alli-

ance, please visit www.philaculture.org .  

Recent research by the Alliance is available at 

www.philaculture.org/research  
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