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Foreword


by Patrick Forsyth


Marketing matters


Marketing is a complex business. If resources are tight – as they often are in small and medium sized organisations – then it can be difficult to fit in, yet some ad hoc approaches that appear to make marketing action easier, less expensive and quicker can cause grave problems. As this book could be well described as an antidote to such approaches, setting out as it does clear guidelines designed to prompt practical, useful and effective action, perhaps getting the ‘what not to do’ aspect out of the way is a reasonable approach to a Foreword and to put readers in a constructive frame of mind to appreciate the rest of this book.


Marketing can be simplistically described as activity to bring in the business, it needs to be done effectively yet is rarely said to be easy. Marketing activity must be customer-focused, continuously deployed, creatively originated and deployed and a complex mix of activity organised and co-ordinated. It needs planning and a systematic approach, it needs . . . Enough. Surely there must be some straightforward approaches?


There are, of course (this book is full of them) but here my intention is to show the danger of pursuing what appears to be a ‘quick fix’; approaches that seem all too easy when budgets and time are under pressure. Several approaches, chosen as most commonly observed, can, in fact, cause problems.


Danger ahead


All the following might be described as forms of ‘ad hoc’ marketing. Such approaches include:


■  Doing something only when there is time: when workload permits do some marketing. But marketing activity must fit not your timing, but that inherent in the market and with customers. Failing to maintain continuity can quickly lead to so-called ‘feast and famine’: a situation with which many small firms are familiar. As a result, one minute there can be no prospects to follow and convert, the next – after a burst of activity – there can be too many simultaneous leads to deal with properly.


■  Convenient action: activities favoured because of some particular factor which makes them convenient – Mary’s got some free time this week, let’s get her on the telephone to a few people. Mary may not be up to it, and the telephone may not be the best form of contact.


■  Subcontracting: in other words, selecting marketing activity that you can get someone else to do. This seems easy, and is also easy to decide (everyone votes for something that will not involve them in any personal hassle). A quarterly newsletter that can be produced externally, perhaps by a public relations consultancy, is a good example. Many companies have got locked into producing such a thing, rejoiced that it is easy to do, then found that it does not produce good returns.


■  Familiarity: just because you may be good at something does not make it first choice for use. For example, a financial services firm stopped using cartoons on their promotional material after research showed that their clients viewed them as frivolous and inappropriate; much to the disappointment of the member of staff who loved drawing them.


■  On offer: for example in advertising. One firm of printers recently told me that almost all their promotional budget for the year had been spent progressively as magazines telephoned them – we have a special feature on promotional print and all your competitors are taking space. Some of this was no doubt useful, but the ideal mix demanded more.


■  What is fashionable: this is a form of copycat action and is never to be recommended (of course you can copy or adapt methodology, but there should always be reason for it beyond simply viewing it as good ‘because XYZ does it’). For example, how many accountants manage to make their budget briefings truly different from those of their competitors? Hardly a sign of original thinking.


■  Perpetuating the same action: sometimes a good idea continues in use beyond its sell-by date as it were, for no other reason than that it has become familiar and thus easy. Given a choice between more of the same and taking time to adapt or innovate, more of the same wins, and wins again, until method is stale and results confirm this. The antithesis of this can pay dividends.


■  Action unsupported by appropriate skills: if the personal skills that are involved are inadequate to the task then any good will be, at the least, diluted. For example, I recently attended the Budget Briefing of a local firm of accountants. Such events can work well and are well proven – but the poor standard of presentation (and lack of interest it sparked in the audience) negated any good effect. Similarly, a letter that I recently received was written personally. It contained an apology (don’t ask) and made sales points for the future. But it was so strikingly old-fashioned and full of officespeak as to negate its message entirely.


■  Panic action: this is never a good idea. If sales drop or competition increases and urgent action is required, then it is even more important than usual that action is thought through. Time spent in reconnaissance is seldom wasted. Ill-considered action, which might reflect other approaches listed here, is never likely to work as well.


Considered and co-ordinated


Marketing activity must not be skimped. It must surely be done properly or not done at all. That does not mean that nothing other than elaborate and expensive action will prove useful. The reverse may well be true. But action must be considered. A great deal hangs on it, so it is surely worth some thought.


For most organisations the phrase ‘marketing mix’ is right. There is rarely one technique that works so well others are unnecessary. A mix is needed. Consideration, not least of what works best in the market, must lead to sensible decisions about which mix is the current ‘best buy’ for you. Then activity must be deployed creatively – ideas are important to marketing, which continues to be as much an art as a science. And the various activities must be well co-ordinated to get the most from them. It is this co-ordination that can help maximise the simplest mix – where one thing builds on another, adding power, and becoming a plan of action that is best for one simple reason – it does work and brings in the kind of business required, when it is wanted. Key approaches include making sure marketing activity is:


■  reflecting a focus on customer attitudes, preferences and needs;


■  embodying a considered approach (preferably linked to a plan);


■  providing continuity – rather than acting in fits and starts;


■  creative – ideas matter;


■  well co-ordinated, so that different activities form a cohesive whole and act well together;


■  regularly rethought, revised and updated.


To emphasise that marketing action must be got right, let me mention a saying attributed to Beverly Sills: ‘There are no short cuts to any place worth going’. Good advice. And this timely book will surely help too. Its author is an experienced practitioner, we cross paths at CIM (Chartered Institute of Marketing) and I always find his perceptions and ideas useful. This book demonstrates his practical philosophy – whatever your marketing experience I believe you will find valuable ideas here that can help improve your marketing and profitability.


Patrick Forsyth is a consultant and trainer specialising in marketing and communications skills for professional service firms. He runs Touchstone Training & Consultancy and is a leading commentator on business matters with more than 50 successful business books published including: Marketing and Selling Professional Services (Kogan Page), The Management Speakers Handbook (How to Books) and Marketing: a guide to the fundamentals (The Economist).





Introduction


Welcome. I have good news for you. I believe that this book will provide you with a quickly accessible grand tour of most of what is important in marketing practice and its diverse constituent parts. It offers a rapidly digested insight into marketing’s purpose and mechanisms, and it will give no small number of practical tips and examples to inspire you. Above all, you will find that this book is easy to understand, having been written with real people and plain language very much in mind.


If time is a pressing issue for you or if you have the attention span of a gnat, don’t worry. This is a book that is designed for the pressured modern reader – it is meant to accommodate those whose preference is to dip in whenever the opportunity or the need presents. Alternatively, if your appetite is especially ravenous you can of course use it conventionally.


But why might you read this book at all? What do you want from marketing?


Assuming you exclude pure luck, business prosperity is a ship that must be steered by two masters. The first is known as the law of supply and demand. Take as an example the case of a roof thatcher. Many rural roofs are made of thatch but few experienced thatchers exist to keep them in good repair. The result is of course that those thatchers who are available are kept blissfully busy, set their own price and do not need to seek out employment opportunities. Nor do they need to promote their services or otherwise appreciate the deeper needs of would-be customers. However, for the remainder of commercial society the situation is notably less idyllic. Here, where supply comes closer to exceeding demand, there is a very real need to figure out how to get alongside new customers and attract both their attention and their patronage, while simultaneously outshining competitors – who rather irritatingly seem always to spoil our plans by introducing their own.


The second master required on the good ship prosperity is control. A continuously thriving organisation is much better prepared against the ups and downs of stormy weather. To remain busy the organisation must have a plentiful supply of customers and be in regular pursuit of yet more, which brings us back to marketing. For organisations that are not blessed with the good fortune of the thatcher, marketing is the mechanism which helps win customers and deprive competitors. It is also the mechanism that, if employed successfully, will enable control over where our organisation is headed. With marketing we have a greater chance not only to choose our destination but to arrive there; without it, who knows what might happen?


This book is written for a potentially broad readership:


Established businesses that want to know how to maintain or extend their customer base. New businesses that need to learn how to chart their course, pitch their offering, check their position and avoid dangers. Public sector organisations with private sector connections or a competitive role – those aiming to understand the commercial mindset. Any organisational owner or manager with a business development responsibility. Non-marketing professionals – regeneration officers, young enterprise teachers, charity promoters, etc. – wishing to gain marketing insight. Marketing services buyers wishing to understand the standards, aims or integrity of their sources. Practising marketers wishing to checklist their own actions or add supporting breadth to their proposals. Business support advisors operating beyond their specialities or wishing to extend their contribution. Specialist providers – designers, print providers, consultants, etc., wishing to affiliate with marketing processes and broaden their own horizons. Anyone in business who wants a quick access, single-source marketing industry ‘bible’ to keep at hand.


Marketing, though constantly evolving, is not a new professional discipline. It is also true to say that there are already a great many books and guides available on the subject. So why yet another – does this book contribute something especially significant? There are probably no radical new theories here though there are some new angles. The ‘4C foresight’ view of an organisation’s marketplace is my own development as is the ‘lowerarchy of dependency’ which cites that everything preceding the communication stages will be jeopardised if the communication itself is inadequate. I firmly believe that the role of communication in successful marketing is vastly underrated and all too often expedited by convenient yet unqualified souls. Consequently, you will find this book is deliberately slanted to antagonise that point. I have nothing against the legion of spotty nephews who supplement their allowance by knocking up a website or an ad – good luck to them – but I would sooner see more businesses take more interest and exhibit more professional pride in the way they convey themselves to their potential customers. You have but one chance to make a brilliant first impression, why waste it?


You will also come upon a few minor heresies. In a book that sets out to assist the acquisition of customers it might seem odd to you that I also propose that firing customers, should your organisation find itself serving those who fail to serve it, is the right thing to do. I also propose that business growth is not for all. Indeed some would be better served by resisting the temptation to grow if doing so is uncomfortable. The premise that underpins both these points is simply that your organisation’s destination and the trappings of its journey should be pre-planned, not accidental. Getting there will be so much more enjoyable and productive if ‘there’ is correctly identified before departure.


Two features of this book probably are unique. Firstly, I know of no other that offers first-hand practical guidance on working with the various professional contributors that inhabit the marketing industry. The tools, tips and time-savers section provides a veritable Swiss Army knife of useful information. Secondly, in an attempt to keep this book’s metaphorical feet on the ground and its language plain I have omitted much of the jargon and technical paraphernalia found elsewhere. A marketing book that fails to mention Vilfredo Pareto or Igor Ansoff by name, or to illustrate a BCG growth share matrix is, I submit, rare but probably all the more relevant to non-marketing practitioners as a result.


At the beginning of this introduction I mentioned good news – now for the bad. This book will not do your marketing for you. The sections it contains are not prescriptive. They represent the components – it is up to you to join them up and to act on the information they provide in whichever way best suits your circumstances. To help you, each section is concluded by a group of numbers, which represent related sections that you should also read. This step-by-step approach will help build your appreciation of the bigger marketing picture while keeping the effort required to absorb it contained in bite-sized chunks.


There are a few ‘housekeeping’ points to mention. Please accept the inadequate but universally understood word ‘widget’ as meaning your organisation’s product or service offering. Please also accept use of the term ‘your offering’ to imply everything that you intend to sell to your customers. I am conscious of meandering back and forth between ‘you’ and ‘your organisation’ when I know that readers will be from organisations of all shapes and sizes, at all stages of development and growth – but it is cumbersome to keep saying as much. Please be assured that I mean to refer to all.


Some readers may notice (though hopefully not be irritated by) repetition of key principles. This is inevitable given the dip-in and dip-out nature of the book. It is best to repeat a worthwhile point in different places rather than risk not conveying it at all.


The majority of the content that follows is taken from my own workshop presentations. As a safeguard I have called upon others to check any aspects beyond my own focus. In addition to the contributions of those listed in the Acknowledgements I have cross-referenced material with responsible sources including the Knowledge Hub at the Chartered Institute of Marketing, the body of knowledge at The Institute of Business Consulting, Wikipedia and the business advice resource at Business Link, all of which I acknowledge with gratitude and have no hesitation in recommending to readers as sources for additional information. Every effort has been made to ensure that information provided in this book is up to date, accurate and appropriate. However, there is always a risk of oversight. The publishers and myself would welcome feedback from readers with observations to make about the present content or that which you feel should be included in subsequent editions.


Marketing is not magic – it is a management process. However much we might like the idea of wishing on a star the reality is that results come by shouldering the wheel. That said, the effect of those results can have a magical effect on the soul of any organisation whose fortunes are lifted to new heights of achievement by diligent application of marketing principles.


Onward and upwards.


Jeff Della Mura


Toto, I’ve a feeling we’re not in Kansas anymore.


Dorothy – The Wizard of Oz





What to expect


[image: images] Strong foundations are vital in supporting whatever ambitions come later – an explanation of the all-important first chapter. [image: images]


If you’re anything like me you’ll be wanting to leap over the (often dull) introductory stuff and get quickly into the sections that seem more familiar, more interesting or less challenging. Please resist the temptation. Chapter 1 is important, very important. It will shape the way that the rest of this book works for you – and work for you it must, by providing the tools that will enable your personal capacity for progress. As far as I am aware, you will not come across the ten fundamentals of marketing elsewhere. They are my own interpretation of how modern marketing’s set pieces can be organised. Be reassured that they are deliberately contrived to be easy to digest, simple to link and practical to act upon.


■  By far the most efficient means of going nowhere is to do nothing. Apart from providing an explanation of what marketing can help you achieve, what it is and is not, you will find the thrust of this first section is that only action creates action. Success seldom arrives unprompted and without a degree of effort. To get somewhere you must do something. The good news is that you have already started.


■  Developing your career or your business is clearly an important personal issue for you, otherwise we would not be having this conversation. Before you can set off effectively on the journey you need to know where and what you are right now. When you know your business, and know it well, you will have a greater understanding of how far both you and it can realistically expect to travel.


■  For anyone with a demanding professional responsibility it is all too easy to become so consumed by day-to-day, even minute-by-minute, challenges that we mislay the plot. We sometimes see only as far as the boundary of our own organisation, often forgetting that beyond the walls there are other bees just like us in a megaplex of hives each pregnant with activity, opportunity and dangers. Looking and venturing beyond those walls is important – it’s much easier to sell your honey if first you know your market.


■  Good advice can come from surprising places. In The Art of War, written over 2,000 years ago, Chinese philosopher Sun Tzu warned, ‘If you know yourself but not your enemy, for every victory gained you will also suffer a defeat’. The threat is clear and the suggestion is valid – know thine enemy. In competitive situations only one thing is certain: as long as there is a piece of the action to be had there will be somebody aiming to get more of it than you.


■  Ignorance may well be bliss but the journey it inspires will not last long. In business there can be little doubt that knowledge is power. This section will explain how you can acquire the kind of knowledge that is useful – what it looks like and where it comes from.


■  For some organisations merely having customers at all is a reason for contentment. They would doubtless argue that the role of the business is to serve the needs of its customers. True of course. But it is equally true that the role of the customers is to meet the needs of the business. The way to approach that state is by being selective – by choosing the right customers, even at the expense of the rest.


■  As Lewis Carroll helpfully pointed out, if you don’t know where you are going, any road will get you there. The problem is that you would not know if you had successfully arrived or unsuccessfully drifted way off course. The wise solution is to pick your destination in advance and prepare to recognise it (and yourself) when you arrive.


■  Journeys undertaken without the benefit of a guide or a route map are devoid of landmarks and the potential for measurement or certainty, rather like attempting to prepare a meal without prior knowledge of its ingredients. Planning is everything if risk is to be reduced and progress is to be plotted with accuracy.


■  Consider a baker, a bricklayer, a banker, a barrister and a bongo player. Imagine them naked and in a row. It is unlikely that you could identify their respective roles. But if you allow them their clothes and personal trappings, identifying what they are and how they differ becomes much easier. The same principle applies to the way your organisation is seen by potential customers. Until you raise your flag onlookers can’t tell you apart or understand you. You risk being naked and, worse still, average.


■  The last section in Chapter 1 reminds us that there is no advantage in being a best-kept secret. Your organisation must develop effective messages and shout from the rooftops so that would-be customers understand exactly what’s on offer. Silence is not an option – we must communicate in an exciting, creative and purposeful way, using the correct techniques and language.


Whatever you think you can do or believe you can do, begin it.
Action has magic . . .


J W von Goethe





CHAPTER ONE


The ten fundamentals of marketing


In this chapter:


  1.  Only action creates action – what marketing is and why you need it


  2.  Know your business – what it is, how it is, where it is heading


  3.  Know your market – the four ‘C’ words that can determine your success


  4.  Know thine enemy – your customers will know them, shouldn’t you?


  5.  Knowledge is power – making your market research work


  6.  Choosing the right customers – find the best ones, know what they want


  7.  Pick your destination – weigh the options and set your own agenda


  8.  Planning for success – forget the plans, but don’t ignore the planning


  9.  Raise your flag – help customers to see you and understand you


10.  Shout from the rooftops – the crucial role of marketing communications





1  Only action creates action


[image: image] Marketing activity helps you polish what you do best and identify what you should do more often. Important? Depends if you want to succeed. [image: image]


Wise organisations adopt management processes, which are measurable by their outcomes and repeatable by those who implement them. Such processes, including marketing, also give you control. Though it may soon change, the current Chartered Institute of Marketing definition describes the activity as ‘The management process responsible for identifying, anticipating and satisfying customer requirements profitably’. The keys are: process – manageable and repeatable; identifying – knowing not guessing; satisfying – not losing customers; and profitable – or you’ll go to the wall. So, marketing is a systematic activity for keeping your customers and finding new ones. It can help keep you in business and help ensure that your business meets its objectives. With it, you get to control your destiny, without it your future is a matter of chance.


■  The key aims of marketing are to retain existing customers, to recruit new customers, to increase the value of your sales and to maintain, or more ideally to grow, your share of the available market. Setting aside planning and distribution for the moment, the marketing process includes five actions: knowledge – understanding what the market wants; alignment – ensuring what you offer is what is wanted; promotion – announcing your offering; transaction – exchanging your goods or services for customer’s money (usually); and finally, repetition – doing so again and again to build strength in your enterprise.


■  Marketing is not advertising, though that is something which could be prompted by the marketing process. Nor is it sales or selling, but it does help you understand what to sell, to whom and at what cost. Selling is a separate activity that follows as a result of good marketing. Marketing is a tap best left dripping. It is most effective as a continuous process in which the relationship between an organisation and its customers – and of course its competitors too – is routinely examined and polished. It should not be treated like the family sledge and dragged out of the attic annually, or when the weather has already deteriorated.




Marketing is a tap best left dripping.





■  Pleasing your customers requires that you understand, identify and emphasise the aspect of your service or product which customers value most. This must be based on their values – not your assumption of their values. Though this might sound simple it can often be difficult to pinpoint what makes customers value your widget more than someone else’s.


■  When looking at your market it is important to realise that you might not be able to satisfy the broad range of customers within it. To attempt to do so will mean that you must shape the appeal of your offering so widely that its strengths will be lost. The marketing process is geared towards selecting the best customer targets – even if this might mean dismissing others. If you aim at everyone you risk hitting no one.




If you aim at everyone you risk hitting no one.





■  Does marketing work for any organisation? Yes it does. Wise organisations use marketing as a tool to facilitate their journey to the next stage of growth or consolidation. Marketing action will give those at the helm the opportunity to plan and control outcomes rather than leave matters in the fickle hands of fate. Can anyone ‘do’ marketing? Ultimately, the success of any undertaking will depend on the calibre and expertise of those involved. Be prepared to seek specialist support if doubts arise.


■  Spike Milligan was helpful in explaining how not to do it. He said ‘We haven’t got a plan, so nothing can go wrong.’ The only benefit of having no plan is that there are consequently no measures by which you might be judged. For tangible progress, something more substantial and methodical is required. As with any journey your chances of success will increase if you have a vision of your destination and a plan for getting there. Or, in more business-like terms, you should set your objectives, identify critical success factors and apply a strategy that will manage the process with least risk.


■  Your marketing strategy should take realistic account of the conditions and circumstances surrounding it – or it just won’t work. Insularity is a danger. If your organisation seeks to build a plan based around its own ego or habits the plan will probably fail or else be ineffective. The most successful and robust marketing strategies are those focused outwardly on the market and specifically on the needs of customers.




The most successful strategies are those focused on the needs of customers.





■  Any organisation, whether it’s just you and a canary or you and several hundred other committed souls, can grow in three ways: New customers; larger purchases from known customers; and more frequent or repeat purchases from known customers. Marketing is the mechanism to stimulate and maintain all three routes.


■  Some would-be entrepreneurs begin with a hot idea, and then seeka market for it. Sometimes the idea is interesting enough to appeal and a sustainable business is born. But more often than not, any business taking this approach will find itself in difficulty before too long. Good marketing practice seeks to lay reliable foundations that are underpinned by knowledge.


■  The essence of successful marketing is understanding what your customers want – what they really want. Having understood what vital element captures your customer’s interest your organisation must be flexible enough to deliver it – and flexible enough to change again and even again if that’s what the market dictates. The swiftest route to obscurity is to ignore the market you serve or to assume you know what it wants without finding out for certain.
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