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A.
Introduction
In the spring of 2006, TCC was hired to conduct an evaluation of Matchbook.org, a website developed by the New England Foundation for the Arts (NEFA) and the Massachusetts Cultural Council (MCC).  The goal of the website was to be an “on-line cultural marketplace.”  In other words, the site was designed to raise the profile of New England artists and presenting organizations, and ultimately to facilitate a greater number of “bookings” between the two.  Both New England artists and presenters registered for the site, including information about their artistic disciplines, services and venues, and, where applicable, including links to their individual websites.  Some of these links included audio and video clips.  

The site maintains a search engine as well as additional sources of information such as Classified Ads and information on how to work contractually with another organization.  In addition to the site itself, NEFA offered a variety of information sessions, in which artists and presenters came together to learn about how to best utilize the site. 

B.
Methodology of Evaluation
TCC used a mixture of quantitative and qualitative methodologies for collecting information on the evaluation of Matchbook.org.  

A pre-survey was sent (via email) to 2,000 registered site users in May 2006 which was followed 10 months later by a post-survey sent to 1382 artists and 423 presenters.  The post-survey received a low response rate of 145 artists and 41 presenters.  While the pre-survey was designed to get baseline information on how and where artists and presenters in the New England area were booking performances, the post-survey added additional questions specifically about the use of Matchbook.org, such as: “How often do you update your information on Matchbook.org?”

In addition to the surveys, TCC conducted qualitative interviews (by telephone) with twelve artists and eleven presenters, five State Arts Agency Touring Coordinators, and seven members of the Matchbook.org Build Team from NEFA and the Massachusetts Cultural Council.
As the attached evaluation report suggests, the site is currently being under-utilized by both artists and presenters in terms of actually making bookings; however, it is still a relatively new site and it is very possible that the site will receive more traffic and result in more “matches” in the near future – especially with newer artists and arts organizations that do not already have long mailing lists and waiting lists.  Many people interviewed suggested that they simply did not have enough time to use and explore the site more fully, but that it was a good concept and that they were glad it was built.  They planned to use the site more actively in the future.  
It is also very important to note that artists and presenters interviewed for this report were not necessarily representative of all artists and presenters registered on the site.  They were those artists and presenters most well-known to NEFA and thus most willing to be interviewed and participate in the evaluation process.  TCC is currently, with NEFA’s assistance, seeking to reach artists and presenters who might be using the site more often and taking advantage of the multiple opportunities it offers.
Some key questions that need to be addressed are whether the site should be juried, how closely it should be linked to receiving funding, whether making bookings is the ultimate goal or whether it is to enhance presenters’ notions of the scope and breadth of New England artists, also referred to as the New England “brand,” and what roles NEFA and MCC staff members should play in the marketing and sustainability of the site as it moves beyond the primary funding stage.
1. Site Design and Navigation

Overall, the Matchbook.org site design and navigation were rated very highly by users in both interviews and surveys.  While artists and presenters were not found to be using the site on a regular basis (see next section on Site Use), they all agreed that it was a well designed site and that it was easy to log in to and to navigate.  They appreciated the work that went into it and felt that the site was very welcoming. 

 77% of artists surveyed, for example, noted that they were either “a little comfortable” (41%) or “very comfortable” (36%) navigating the Matchbook.org site.   Likewise, 90% of presenters responded that they were a little comfortable (38%) or very comfortable” (52%) navigating the site. 
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This finding was confirmed in interviews with both artists and presenters.
Both artists and presenters noted, for example, that:  Matchbook.org was an “attractive” and “user-friendly” site, which was “easy to register for” “to change information,” and to “navigate.”  They found instructions for working within the website were very clear.  Additionally, they found the search engine to be very useful, noting that they were able to find information quickly and easily. Also noted was that the database was much larger than it used to be when Matchbook.org was first started. 


Artists were also impressed that the site had “gathered professional development opportunities,” and that they “don’t have to go to lots of sites to find them.”

Most artists were pleased with the range of options for creating their 
profiles (e.g., the tabs and folders for presenting an overview, contact information, programs, performing history and work samples of artists). As noted by one artist: “Matchbook.org has fairly extensive descriptions of all the different aspects of what I do.”  Another noted: “I like the thoroughness that we have as artists. We can be specific about what we offer. There are lots of options for describing what we do.”   
It should be noted, however, that a minority of other artists found the choice of categories too restrictive or tedious to fill-in.  One noted, for example, it was a problem: “Because boxes and categories are not specific enough to something we do…I just wish they [NEFA] had more categories.”  While it is impossible to capture all possible categories, NEFA may want to think about targeted areas for expansion (see Recommendations).
When technical difficulties were noted, it was usually something as simple as having forgotten their password, a problem that was, as many interviewees noted, “easily solved by calls to NEFA.”  Indeed, NEFA was highly praised by all (see section on NEFA Staff Service) for their role in servicing the site when questions or technical problems arose.
It was suggested that the site would be used more frequently if it had more “dynamic” features such as a regularly updated calendar of bookings and events, a “Check this out” column, discussion groups, or Blogs, in addition to features already on the site such as Classified Ads.  

2. Use of Site

While artists and presenters were impressed by the site in theory, they used the site with different levels of regularity for a variety of reasons described below.  

79% of artists had registered for Matchbook more than six months ago with 41% of those having registered over a year ago. Likewise, 86% of presenters surveyed registered for Matchbook.org over six months ago, with 46% of this group having registered over a year ago.   It is not surprising that the majority of artists and presenters would register when the site was first made available.
Site data shows that registrations on MatchBook.org have remained close to steady since the launch of the site.  Within the last year, there were 3500 total new registrations, 1300 within the last six months.
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Artists tend to have updated their information most recently (within the last month or last three months), while presenters were more likely to have updated their information within the last six months. [image: image6.emf]Within the last  month Within the last  three months Within the last  six months Within the lst  year Over a year  ago 0 10 20 30 40 Percent Artists: When was the last time you updated your information?
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When artists were asked what were their main sources of finding presenting sites, 12% listed Matchbook.org as a primary site used for finding presenting organizations. Main sources were other artists, contacts made at professional meetings, attendance at performances, and websites other than Matchbook.org.  
Presenters surveyed noted that, among their main sources of finding artists, as many as 25% sited Matchbook.org as a primary site. Main sources were listed as other presenters, websites other than Matchbook, contact made at professional meetings, booking agents and booking conferences/showcases.  
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In interviews with artists and presenters, only one or two had booked an artist listed on Matchbook.org. In some of these cases, interviewees noted it was usually indirectly because of Matchbook.org, (e.g., it was an artist they knew about anyway).  
Similarly, by survey, 54% of artists responded that Matchbook.org did not help them find performance spaces for their work.  Likewise, only 12% agreed that Matchbook.org had increased the number of bookings they received.
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82% of artists did not receive more than 2 referrals from presenters and
99% of artists had not collaborated with other artists as a result of Matchbook.org.
Overall, the site was not found – through the data collected – to be used to make bookings, however it still fulfilled a lot of other important purposes as will be described in this report.

When surveyed, artists noted the following:
· 30% said that they log in with their Username on a monthly basis, while 50% have only done so one or two times total. Only 7% log in weekly or several times a week.
· 45% have “never” searched for “matches” (e.g., possible bookings with presenters), and 41% have only searched for matches 1-2 times.

· 70% have only updated their profile 1-2 times since registering.
· 50% “never” use the site to look for sources of funding, and an additional 38% have done this only 1-2 times.
· 78% have never used the Classified Ads (it was found through interviews that many did not even know this service existed).

· 54% have “never” searched the site for other informational resources; 34% have searched the site only one or two times for this purpose.
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With regard to presenters:

· 74% have only logged in with their Username once or twice.

· 47% have searched for possible matches (e.g., bookings) only one or two times, while 38% have never done so.  Only 2% said they did this on a weekly basis. 
· 45% had never updated their profile, yet 53% had updated their profile at least once or twice.
· 31% never use the site to find out about other presenters, with another 42% noting that they have done so once or twice.

· 53% never use the site to look for sources of funding, and 38% have only done so once or twice.

· 71% have never used the Classified Ads (again, many were not even aware that this service existed).  
· 65% have never used the site for other informational resources.
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In interviews, while many people commented that their lack of use was generally because the site was relatively new, they noted a diverse array of other reasons why they had not taken full advantage of the site, including:
· The most cited reason was lack of time. Many presenting organizations noted that they had small staffs and couldn’t afford the time it took to take full advantage of Matchbook.org; while many artists noted that they had to “find a balance between practicing their craft and what one artist referred to as “hustling.” One artist interviewee noted: “If I’m only getting five hits a week, my time is just not worth it….If the time isn’t paying for itself, we just don’t do it.”
· Larger organizations and artists who had been working in the field for a long time noted that they didn’t really need Matchbook.org because they “already have more bookings than they needed.”  Many, in fact, noted that they had a “waiting list.”

· Presenters who had tried searching for artists on Matchbook.org noted that they found some artist information better than others. Some links to websites were found to be very helpful while others were found to be very cursory.   


· On the same note, presenters stressed over and over that they want to see a juried process or some other way to sort out artists after identifying them through searches, noting that “any artist can register,” and that this puts “upon us [presenters] a little more of burden or quality assurance.” It was also noted that “some sites have more information than people really want.” 
· While they agreed that even a juried process was “subjective” they still felt that “it at least is a yard stick that narrows that tool for better or for worse a little bit.” “There is a fine line between knowing everything that’s out there and those that you’d like to have come.”  Some presenters felt that “There is a grain of self-promotion involved. Artists want to make themselves look more important than they are, or more successful.  They talk about things they did five years ago.”

[Note: by survey, 64% of presenters said it was “somewhat” or “very important” that artists on Matchbook are juried, while another 28% thought it was “not important.”  This reflects the area of disagreement also found in qualitative interviews.]  
· Another conflict noted was that presenters were waiting to be contacted by artists; while artists are waiting to be contacted by presenters.   Both were “disappointed that they had not been contacted”. A number of artists noted that the process still generally boils down to making “cold calls.” While many presenters were waiting for artists to contact them, several presenters noted that it could be “awkward” to get cold calls from artists that may or may not be a good match.  Likewise, some artists were upset that they did not get any response at all from their calls and emails to presenters.  They felt this was just common courtesy. This suggests that there is some confusion as to how the site is supposed to be working in regards to the “matching” process.
Many artists and presenters were not aware that there was a way they could track how many “hits” their Matchbook.org site was getting.  One artist, for example, was discouraged that no one had returned his emails and that he did not know whether people weren’t interested in him, or just didn’t look at his site/materials.  
Presenters wanted more first-hand information on how artists actually “sold” at other venues. This was especially the case for smaller arts organizations that could not afford to book artists without a guarantee of a successful booking.
Finally, some interviewees admitted that they were not technically proficient or convinced of the value of an on-line booking process.  Related comments included: “I’m still a paper and pencil person. I don’t want to depend on Matchbook site being up or my server being up.”  “Personal interaction is far superior. No website will ever substitute for that.”


Also in interviews, it was revealed that when artists and presenters do use Matchbook.org they generally used it for “research” rather than “marketing” purposes -- primarily to find out who is available for funding. Such comments included:   “Primarily I’ve gone to…access the New England state tour Roster so I know who is eligible for NEFA funding.” and “They (NEFA) have funding to presenters which is very attractive.”  Another noted: “What we use it for is to….identify who they [NEFA] are giving touring grants to so we know more about the possibility of additional funding.”

Artists also noted that they are interested in how other artists and presenting
 organizations “present themselves”.   Many interviewees commented as such: 
“From my perspective I’ve used Matchbook.org to check out what’s going on. Check out new organizations. Look through listings to see if there is somebody new that I don’t know about from partnering or co-promotion perspective. I do research.” And “I’ve searched it to see what other artists are doing...how they present themselves…so I can get more ideas myself.”  Other comments included: “When filling out my original information on-line I looked around to see what other people had done”; “It’s helpful to know the breadth of what is out there;” “I use Matchbook to check out what’s going on. I do research.  I need to find similar organizations and try to find out about their budgets.”  This finding was not, however, confirmed in surveys, in which artists and presenters noted that 82% and 73% respectively do not use the site to find out more about other artists and presenters.
Some presenters noted that they will look up artists after finding out about them through other channels, more as a means of finding out more information about them: 


Overall interviewees noted that they were using Matchbook.org to keep their own information current (and only minimally so), but most did not make use of, or in some cases were not even aware of, other services available on the website, such as a Resources section with information on working together, and making a booking..  Several interviewees felt they would not be interested in this because they had been working in the field so long that they “probably have more experience than the people writing it.”  The majority, however, said in interviewees that they just hadn’t spent enough time exploring the site. 
3. Information and Training Sessions Associated with Matchbook.org
We have very little data concerning the training sessions associated with Matchbook.org because the majority of people surveyed and interviewed did not attend such events.  However, it is worth noting that those who did attend found them to be very useful, and especially liked the opportunity for face to face networking as an additional benefit of Matchbook.org the website.

84% of artists and 69% of presenters surveyed had not attended any Matchbook.org Information sessions.  Of those that did attend, however, it is significant that 86% of both presenters and artists found the sessions to be “a little useful” or “very useful.”
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In interviews, many artists and presenters confused information sessions with existing NEFA programs such as “Idea Swap,” a program which they all liked very much.  Nonetheless, survey data suggests that if NEFA can get more people to attend such opportunities, the outcome will be rich.
4. Build Team Partnership: NEFA and MCC

In interviews with members of the NEFA and MCC Build teams, it was generally agreed that the partnership was a productive, successful and solid one and that it was a “massive project that could be done together but not singularly.” Although they had worked together before, no project had ever been of this scale and depth. 
It was also noted, however, that it “took a while to build trust,” as the two agencies work differently and have different internal cultures.  Of particular note was/is MCC’s willingness to think commercially, with a for-profit slant (e.g., events planners, hotels, clubs, etc), while NEFA had a more traditional non-profit mentality.  

Another example is that NEFA is interested in regional issues across New England states, while MCC is more interested in Massachusetts constituents. 

It was noted in interviews that MCC brought many attributes to the table, such as a better grasp on technology and a bigger staff than NEFA, but that it was difficult to determine what roles staff from the two agencies would play, and that at times, there were too many cooks in the kitchen.  As one NEFA Build Team member noted:


The question was also raised: “Who really owns it? Where can we work independently?” For example, if MCC wants to do a particular push to networks it has developed in Massachusetts, what can be done “autonomously” and what needs to go back to the build team group?

Some other major concerns were voiced including: 1) Developing a marketing strategy that both organizations are comfortable with, as their organizational cultures are deemed to be very different; 2) Redefining short- and long-term goals for the site and 3) How to work together to sustain and improve the site.

In regards to developing a marketing strategy, Build Team interviewees felt that there was considerable confusion as to “who we’re serving,” and “who is going to love this and use this and come back again and again.”  As reflected also in NEFA interviews, MCC wants to think about the site in terms of more commercial markets, and also less traditional “performing venues,” such as libraries, schools and corporate events. 

In general, the MCC interviewees felt that the “tool” (e.g., Matchbook.org) itself is very solid, but there needs to be a significant amount of work involved in terms of “getting people to understand the program and make use of it.”  This would involve a widespread and “sustained marketing effort” which they do not feel is happening at present. “People think it’s a lovely site and are glad to have it, but it is not making an impact…” One interviewee stressed the importance of moving beyond traditional “sellers” and “buyers” in the “cultural marketplace,” reaching out to corporate sponsorships and presenting opportunities such as in schools or at weddings.  As already noted, and reiterated below, this seemed to be a key difference in strategies and foci of NEFA and MCC,

There were also different definitions of “success” for the site.  As one Build Team member asked: “Is it about getting bookings, or raising the potentiality for getting bookings?” 

The build team member quoted above felt that “the project goals are much larger than the website itself,” noting that “success” of the project was not strictly tied to getting bookings, but also included raising artists’ profiles, getting people to think about “different niches,” and to “facilitate the process of asking about peer groups and give references on artists,” etc.  Another interviewee similarly stressed that Matchbook was not necessarily set up to “executes bookings on-line” but to provide information that would set it up to get people to the point of making a deal and facilitating bookings.

In addition, one interviewee felt that success would be “if people who don’t know about us (MCC & NEFA) use the site, and that people kept coming back to the site.  She felt that the site was in “operating mode,” but was not yet a site for launching “new and exciting projects.”  This was echoed in NEFA interviews, which suggested that the site needed to have more interactive, daily updated features, such as calendars or listings of events and opportunities.  Another interviewee, however, added that he was “not disappointed that people aren’t automatically flocking to [the site] because that’s not realistic,” and that the biggest challenge ahead, besides sustainability, was marketing.  The two, he felt, went hand in hand. (For more information see the section on Marketing and Sustainability.)
5. Role of State Arts Agencies
The Build Team felt that partnerships with the State Arts Agencies (SAAs) were not as successful as they had hoped. NEFA did not feel the same level of investment with the other SAAs as with MCC.   MCC agreed with NEFA that there was a general lack of ownership in the other SAAs. As one interviewee noted: “If Matchbook.org went away I don’t think the [name of] State Council would [care much]. We’d like them to see it as something they really need.” 

This interviewee thought it would be great if all six state councils felt like they were “equal shareholders” in the success of the site, but that they see it as primarily a “NEFA thing,” and, as NEFA itself believes, the SAAs are not seriously invested in the project. One reason for this was that the SAAs had small staffs with limited time, and another was their geographical remoteness: “regional work is a challenge as so much is accomplished in face to face meetings.”  [MCC by contrast is within walking distance of NEFA.]
Overall, the SAAs were: “Not sure artists have listed on Matchbook.org have actually experienced any benefit from it” as no artist has told them they got bookings through the site. As a group they did not feel that the site has “increased communication with [their] constituents.”

Additionally, it is significant that the SAA Touring Coordinators themselves did not spend much time on Matchbook.org or identify it as a primary source of information. As one interviewee noted: “I don’t think of Matchbook.org as regularly as other sources of information. I have a lot of information in my lap….I think the challenges for me are mostly time.”
SAA interviewees acknowledged that most bookings happen by word of mouth and that Matchbook.org was not producing the kinds of bookings hoped for.  One SAA coordinator told TCC that they have directly heard artists tell them Matchbook.org was not helpful in increasing bookings and that it was unusual to hear this because “artists tend not to complain to administrators because they are afraid it will be held against them.”  She added that to have heard this two or three times from artists is “very strong feedback.”

SAAs also noted that “artists need to be reminded to complete their entries.” 

It was suggested that they would be more motivated to do so as much as Matchbook.org was tied to available grant money. This also echoes interviews with artists and presenters who commented that one of the main reasons they use the site is to see who is getting grant money, although this was not supported in the surveys.  

The SAAs did find the Matchbook.org information sessions useful, and at least one site that hosted such a program recorded a good turn out, noting that “NEFA did a good job planning it and that people traveled from a lot of states to attend.”
One of the main complaints SAAs mentioned was that the site doesn’t include visual artists, and that visual artists on their rosters feel “left out.”  

Technology-wise, it was noted that “A couple of people have had trouble finding the search mechanism, which should be made a little more prominent,” and that it was “difficult to navigate if not familiar with it.”  [Note that TCC interviews with artists and presenters did not confirm these findings, as the majority felt the site was very user friendly and easy to navigate.]

Regarding the issue of whether the site should be juried – one of the major complaints of presenters interviewed -- it was acknowledged that this was a very time consuming process and there was considerable disagreement as to whether it was necessary or not.  Some thought it was not the place of SAAs or NEFA to jury artists, while others thought that the fact that Machbook.org wasn’t juried placed it at a disadvantage. One interviewee noted, for example: “If people start hiring artists and they are bad, it will go backwards. People won’t trust Matchbook.”

Some SAAs felt that NEFA was not doing an adequate job managing the site and that, as one noted: “They look to the states too often in terms of managing profiles on site…this is something I don’t have time for. NEFA is asking too much of us.”
Others noted that while communications could sometimes be better between NEFA and the SAAs, they were generally very pleased with the NEFA staff, who they “respect immensely.” Another SAA noted that the NEFA administrators have “bent over backwards to be helpful to me. They’ve been very professional.”  The SAAs noted that NEFA “always provides a quick response.”

The SAAs felt that while the site could possibly be a model for other regions, and had great potential, such potential was not yet realized.  As one interviewee summed it up: “It’s not in their [artists’] consciousness, and they are not using it.  They don’t know what’s on there. Maybe they think it’s too unwieldy or whatever….Right now it’s just a searchable list of artists from presenters’ standpoint.”  
Another interviewee noted that:  “If we can make the site live up to its potential as a market place for presenters and artists to connect, facilitate bookings, find out about each other, find listings of professional development opportunities it could be a national model.…Not as it is now.  Most states have searchable lists of artists already.” Others agreed that: 
It was underscored, however, that Matchbook.org has pushed the SAAs to deal with the question of whether they should continue to have their own rosters or not.  At least one SAA continues to have its own roster but refers all new entries to Matchbook.org.  Also, registration on Matchbook.org will become a requirement for receiving grant money for the SAA touring program (NEST) which will be an added incentive for artists and presenters to use the site.
6. Marketing and Sustainability of Site
Marketing the site was a primary concern raised in both interviews and surveys with all stakeholders. 
Also at issue was keeping up with technology.  The question was raised: “How do we stay new and up to date? There are a whole lot of other options out there that weren’t there when we started building MB.”  Additionally, NEFA did not anticipate the level of ongoing reminders that they would have to send out to keep people using the site on a regular basis, suggesting that the site has a ways to go to become something that artists and presenters find explicitly valuable.

61% of artists and 67 % of presenters noted that they recommended the site to others in their field, most especially individual artists (e.g., not part of a performing group), emerging artists, and performing groups.  In qualitative interviews it was stressed that Matchbook.org was a most effective tool for new and emerging artists. As one artist noted: “When I was just starting out I was a starving artist for many years.   If I was just starting out I would be all over Matchbook.” 


Others noted similarly: “In terms of information about booking, I think it would be helpful to new presenters and artists. In fact there is a group in the state that is sort of new and their director came to talk to me….and one of the things I told her was to go to Matchbook.org and start poking around in there and look for artists.” 
One presenter noted in an interview that being able to “recommend” Matchbook.org to other venues and organizations has made her more of a resource.

It was generally felt that NEFA could do a much better job marketing the site.
As one interviewee commented: “It’s a great idea but it is running into a sort of a distribution problem.”  Build team members and SAAs felt that it generally needed more publicity, and that “people have to be proactively going to the site, which, as a result, it was not really reaching the general people who actually book arts and educational programming.”  

One example of a successful marketing strategy that was raised several times in interviews with artists and presenters was when NEFA gave away actual MatchBook.org scratchbooks with information about the program.
As previously noted, many people were not aware of some of the additional options on the site besides searching, such as the Classified Ads.  Even though they are clearly marked on the site, it was suggested that these options needed much more publicity.
The biggest concern of the NEFA Builders was Sustainability – noting that not only does the site need to stay up, but that they have to have people to staff and market it.  It was suggested that the site would be more marketable if there was a way to track bookings made on-line. 
One NEFA Build Team interviewee commented that it was an eye-opening experience to come to the realization that “it’s never done, never ends.”   

NEFA Staff Service
Artists and presenters interviewed had nothing but positive things to say about NEFA itself, noting in particular NEFA’s professionalism, friendliness, responsiveness, openness to feedback and suggestions, quick response time, role in building collegial relationships, and overall supportiveness of artists and presenting organizations.

· Although artists did not have a lot of contact with NEFA, they noted that whenever they have a technical problem or question NEFA responded immediately and was very eager to help.   One interviewee described a situation in which she was really impressed with the young woman who helped her and that when she said “Thank you very much,” the NEFA staff member responded “That’s my job.” The interviewee noted: “You don’t hear that very often.”  

· Others were impressed that they could call some of the higher level managers would personally call them back.

· Interviewees were impressed that NEFA sent representatives to many other cultural events and meetings.

· Several interviewees noted that they found NEFA “open and anxious to get feedback from people using the site,” and that they “really strive to make it work for the people they serve.”

· Others noted that NEFA “approaches things objectively. They are on task and stick to mission. ”

Another interviewee similarly commented that NEFA “creates conditions for positive interaction among arts centers where arts centers are colleagues and not competitors.” 

The majority of interviewees clearly viewed NEFA as an “essential resource,” and “If they can’t solve something there are always recommending other avenues for you as well.”
7. Short- and Long-Term Outcomes
In terms of how NEFA Builders defined “success” of the website, it was generally noted from interviews with the Build Team and SAAs that the site needed to be a regular part of artists’ and presenters’ routine and consciousness. As stated: “It needs to be a site that will bring people back…people surf but don’t make it a part of their daily business….The goal is to make it more of a vital part of daily on-line interaction.”  One interviewee noted, for example, that it “would be successful if it was as an important tool as all other tools people use in professional ways.” 
It was, however, noted that “just getting more inquiries and getting presenters to talk to artists is a big step.” The site has made NEFA visible to a broader range of artists and expanded the diversity of artists they interact with, such as more churches and libraries.  It was noted that the site can change the New England “brand” and “to help people think of New England artists as more dynamic and a vibrant community of performing artists.”  

According to one interviewee, the ultimate measure of success would be if Matchbook.org was a “go-to site, like a household name in the arts world. Whenever someone thought of an artist, they would think about Matchbook.org”

It was noted, however, that Matchbook.org can’t stay just a technology tool, and that there needs to be a face-to face-component as well, which echoes comments from artists and presenters.   This suggests that NEFA must continue to offer information sessions to complement the site, an idea that was highly endorsed by artists and presenters as well.

While the most idealistic goal is still that artists and presenters would use Machbook.org to actually make bookings, it was noted in interviews with Build team members that the main goal was to increase visibility of artists and to provide information that would help facilitate bookings.  In other words, Matchbook.org should not be judged solely on how many artists and presenters make contracts with each other, but on how the degree to which it raises awareness of New England artists and expands people’s perceptions of the quality and variety of artists available.
Build Team members from NEFA commented that they felt Machbook.org made NEFA more visible in the field by “reminding people we exist,” and ‘raising NEFA’s profile nationally.”  It was also noted that: “because of marketing efforts for Matchbook.org, I talk about Matchbook and then our other programs are raised and people want to know what else we have to offer.”

Finally, it was also suggested that Matchbook.org would be successful if it changed the “brand” of New England artists to acknowledge a more diverse group – including, for example, ethnic artists, and to generally expand the genre of New England programming.  As one presenter noted, “It’s helpful to know the breadth of what’s out there.”
C. 
Recommendations 
a) The number one recommendation from presenters interviewed is that NEFA initiate some kind of Juried process for artists.  This is something NEFA may or may not want to do, given the design and spirit of the website which makes it free and accessible to all artists. However, it came up in almost every interview with presenting organizations and was clearly one of their major concerns preventing them from fully utilizing the site. 
b) The fact that artists and presenters are not going to the site on a daily, weekly, or even monthly basis (see below) is of significant concern.  Many members of the Build team suggested that people would come back to the site on a regular basis if it had a more “interactive” and “dynamic” design.  For example, including regularly updated calendar of events and/or “Check this out” daily feature.  
c) NEFA should consider having a “partnerships in progress,” so presenters know when artists are booked already, and who is working on what tours, etc.  This would facilitate block bookings and also save presenters time should artists not be available.
d) It was also stressed that technology is changing so quickly that Matchbook.org needs to “embrace new technologies,” or it will seem outdated. One interviewee noted: “To be successful the site needs to keep evolving.”  

e) It is important to continue to have ways for presenters to see and hear marketing materials of artists (e.g., links to websites with video and audio clips). NEFA may need to provide more technical assistance in this regard.
f) Some SAAs had complaints that their constituents found the search engine was difficult to use, although they were not in the majority and in interviews artists and presenters complimented the functionality of the search engine.  It may, nonetheless, be worth looking at retooling this part of the website.
g) NEFA should consider having more professional development workshops, as artists and presenters seem to find these to be useful.

h) Most of the State Arts Agencies (SAAs) noted that Matchbook.org did not include visual artists and that this was a major complaint about the site.  NEFA responded that a site that would include visual artists would have to be designed differently and was another leg of the project.  This should become a topic for discussion on the Matchbook.org Build team.

i) NEFA should specifically inform artists and presenters that they can track how many “hits” their site is getting, as many interviewees were not aware of this feature and were frustrated that they did not know whether their information was being considered.

j) NEFA should focus their marketing to newer organizations and younger artists who are the constituency most in need of a service such as Matchbook.org.  They should also encourage experienced artists and presenters to continue to recommend Matchbook to such fledgling organizations.
k) Artists should be asking all the arts organizations to put links to Matchbook.org on their websites in order to further increase recognition of the site.  NEFA may help in facilitating this process.

l) MCC interviewees felt that NEFA needs, in marketing the site, to consider a more corporate model which would include marketing the site to non-traditional performing venues such as wedding planners and schools. 
m) There needs to be better role definition among NEFA and MCC staff as the project moves forward.  The two agencies need to better understand the boundaries of their partnership and their individual investment in the site.
n) NEFA and the SAAs need to work more closely to inform and help them with regards to what they should/can be doing to promote and make the site useful for their constituents.

o) A new definition of success should emphasize that it is about visibility and facilitating bookings, not necessarily making bookings.   One major goal of the project should be to expand presenter ideas about the range and scope of New England artists.
p) Matchbook.org could potentially become a model for other regions, and has, according to one NEFA executive, already raised NEFA’s profile among colleagues in other parts of the country who are already asking: “Could we have a Matchbook.org?”  
In sum, it should be noted that the site is relatively new and that it is not unusual for it to take some time for artists, presenters, and State Arts Agencies to use the site as a part of their daily routine.  Many people interviewed said they planned to use the site more actively in the future.  Some that did not know about additional features of the site – such as Classified Ads – were eager to go and check those out after being interviewed.  

While the site potentially can be useful to all New England artists and presenters, it should be stressed again that it could play a special role in helping new artists and presenting organizations get off the ground and make the vital connections they need to become more visible and marketable. 

Artists appreciated the on-line format, noting that it was “much easier to go in and put a link to a website than to fill out lots of forms.” Artists were also appreciative of the fact that they could “change” and update their information easily.








Presenters, in particular, noted that they liked the links to artists’ websites, and that, where applicable, the accompanying audio and video clips were “excellent” and “really helpful.”  








 “When you search on Matchbook.org you get too much information, it’s overwhelming”; “It’s hit and miss.”





“For those of us that are very active among our peers it’s nice to have but not crucial. For those that are just starting out in business, I think it’s incredibly useful.”








 “It comes down to a people business with not only who do you know but how do you know them. I am not convinced that all this on-line information isn’t too much.”








“NEFA has a superlative level of service, in my opinion….Their service with Matchbook.org is a complement to level of service overall.” 








All appreciated that it was a free service.














“Occasionally they’ll be a group I’ve heard of or seen and they are on Matchbook.org and I can find out more about them.”








A vast majority of presenters noted that they needed to hear and see marketing materials beyond which were available on-line, or at least get recommendations from people they know and trust.  There was an overall feeling that “nothing substitutes for an old fashioned handshake.” 








“I admit it’s not a daily or relevant tool for us.”





 





“Right now it’s almost all I can do to keep the website current and Matchbook.org current. Matchbook is higher on the list because they have funding to presenters which is very attractive.”





“I would be surprised if they [a presenting organization] are hiring someone from two states away without a personal link.”








“I thought we would spend a year building Matchbook.org and it would be built, and then take a year to enhance and improve it.  But it just doesn’t stop. To be successful it has to keep evolving and we need resources.”





 “I think they will continue to remain a partner and we need their expertise and funding, but I think the roles really need to be defined. It’s one of our biggest challenges at the moment.”











“I don’t think it’s really reached its potential – people who hire artists don’t go to it. In conversations with presenters, they just don’t think about it. It’s not part of their workflow.”
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