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How to Scale
Your Festival

A guide for Arab and diaspora eve

nt organizers




Growth that reaches
your community

Arab culture is being celebrated far beyond the region.
Artists from across the Arab world and SWANA fill rooms in
London, Berlin, Paris, and Amman in the same season. The
audience lives in many places at once, held together by
language, memory, and a wish to gather.

This shapes what it means to scale a festival. For organizers serving Arab
communities and the diaspora, growth often means carrying a proven event
to the next city where the community is already waiting. This guide walks
through how to grow a cultural festival with care, while protecting the sense
of belonging that earned your audience in the first place.
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01 HOW TO SCALE YOUR FESTIVAL

What scaling
actually means

Many organizers picture a larger crowd on the same field.
That is only one direction, and often the riskiest. There are
three, and strong festivals choose on purpose.

Grow deeper

Keep a steady audience size and raise what each edition is worth, with stronger
programming, tiered tickets, and a real reason to return each year.

Grow longer

Add an evening, a day, or a second stage so the same audience spends longer
with you.

Grow wider

Take the event to new cities and new audiences. For a diaspora community this
path is often the most natural. The same festival travels to people where they
already live.
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02 HOW TO SCALE YOUR FESTIVAL

A debut worth watching:
Mahrajan, London

In 2026, Mahrajan debuted in London as the UK’s first festival dedicated
entirely to Arabic music. An independent group championing artists from
the Middle East, North Africa, and the diaspora built it. Its one-day lineup
spanned generations, genres, and geogdraphies. The name itself means
festival in Arabic.

It is a debut, so it is early to draw firm conclusions about
scaling. It works well as a set of questions worth sitting with.

A proven appetite: a single independent team drew a city’s worth of audience
for Arabic music, so where else does that same appetite already exist and wait
to be served?

One city, one day: it began where most festivals begin, so what would a
second edition or a second city need to look like to feel like a natural next
step?

Belonging beyond a lineup: it brought music, fashion, and identity together
in one place, so as an event grows, how do you protect that feeling of
belonging?

Does the model travel: if the audience lives across several cities, could the
same event tour to them, and what would need to stay the same in each
place?
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03 HOW TO SCALE YOUR FESTIVAL

Know when you
are ready to grow

Growth should be earned. Before you add a date, a day, or
a city, look for real signals in your numbers. You are likely
ready when most of these are true:

Your event sold out or came close, with the numbers to prove it.
A meaningful share of attendees returned, or told you they would.
You saw demand you could not serve, such as a waitlist or late interest.

Your finances came out stable or ahead across the edition.

If you are estimating these numbers, that is the first thing to fix. A clear

organiser dashboard with real ticketing analytics turns a feeling into a

fact, such as a nine-day sell-out with a third of buyers from one city.
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04 HOW TO SCALE YOUR FESTIVAL

Build the backbone
before the crowd

A festival at a larger scale is a different kind of operation.
What one person can hold together at 300 people will
strain at 1,500, and it will strain again the first time you
run in two cities at once. Put three things in place first.

Write a festival playbook

Record how your event actually runs, so you can repeat it in a new city and start
from a strong base.

Define who owns what

Set clear leads for operations, programming, safety, and communications, and
confirm each reporting line before event day.

Choose systems that travel

Your ticketing, check-in, and payment tools work the same way in one city or five.
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05 HOW TO SCALE YOUR FESTIVAL

Grow by adding
dates and cities

You can grow without fitting more people into one place.
You can run the same festival across several dates and
several cities. For an audience spread across a region or a
diaspora, this is often the strongest move.

Treat a multi-city run as one connected event with
one story.

When you sell tickets across several dates and cities from a single event,

you keep one brand, one page, and one story, while each city keeps its own
date, capacity, and check-in.

Your reporting stays unified, so you can see which city is selling fastest and
where to focus promotion.

And the risk is steadier, because if one city is slow, the others carry the run,
and each city becomes proof for the next.
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06 HOW TO SCALE YOUR FESTIVAL

Keep culture at the centre

People return for the feeling that the event is theirs. As
you scale, protect that feeling on purpose.

Reward the people who came first

Early access, a loyalty tier, or simple recognition. Mahrajan offered discounted
tickets to residents of the venue’s local postcodes, a small gesture that honours
proximity and loyalty.

Speak to your audience in their language

When your community is bilingual and spread across countries, an event page
and checkout that work fully in both Arabic and English keep a willing buyer
moving toward the ticket.

Stay present between editions

A community that gathers year-round is what carries momentum into every new
city.
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O i HOW TO SCALE YOUR FESTIVAL

Let your ticketing
data lead

Answer every scaling choice with evidence you already
hold: which city, which date, how many tickets, what price.

Watch how fast tickets move and when, because a quick sell-out is a signal

to add capacity or a date.

Watch where buyers come from, because a cluster of sales from a city you
have never visited points to your next edition.

Watch which tiers sell and which sit, and adjust pricing ahead of the next
run.

When your promotion and analytics live in one dashboard, these

answers sit in front of you and stay easy to act on.
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08 HOW TO SCALE YOUR FESTIVAL

Protect trust
across borders

When you sell to a new city or country, you ask people who do not know you
yet to trust you with their money. A confusing checkout, an unfamiliar
payment method, or a page that does not load in their language can cost you

a sale.

For organizers reaching audiences across the Arab world and its diaspora,
reliable local payment options and a checkout that clearly works keep a
willing buyer moving from interest to a confirmed ticket.

This kind of loss stays invisible.

You never see the tickets
you lose to a checkout
people did not trust.
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09 HOW TO SCALE YOUR FESTIVAL

The pre-scale checklist

Use this as a date before every expansion, whether a new
day or a new city. If you cannot answer most of these with
a confident yes, strengthen the foundation for one more
edition first.

PROOF OF DEMAND

Did the last edition sell out or come close, with numbers to prove it?
Did a meaningful share of your audience return, or say they would?

Was there demand you could not serve?

OPERATIONAL READINESS

Do you have a written playbook you could hand to a new team member?
Are roles and reporting lines clear for a larger operation?

Will your ticketing, payment, and check-in tools work the same in a new city?

COMMUNITY AND MONEY

Do you have a plan to reward and retain the audience you already have?

Can you absorb one weaker edition and keep the wider vision on track?
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Grow at the pace your
community can follow

Add dates when demand is real. Add cities when your
community is already there. Let the people who showed up first
grow with you.

Culture First. City Led. Organiser Driven.

Talk to our team

Luna Mouallem - Business Development Manager

Luna®@tzkrti.com

We’ll help you plan dates, cities, pricing, and setup.

Build the next edition with Tzkrti.

If you are planning your next edition, talk to the Tzkrti team. We can tzkrti.com
help you think through the setup, ticketing structure, pricing, multiple

dates or cities, and the data you need to make better decisions as you

grow.
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