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“Defending yesterday is far more risky than
creating tomorrow.”
—Peter Drucker
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1

A Quick Introduction To Marketing
Terms And Concepts

“Marketing, after all, is really theater. It’s like
staging a performance. The way to motivate
people is to get them interested in your prod-
uct, to entertain them, and to turn your
product into an incredibly important event.”

— Jobn Sculley, CEO, Apple Computer

Like any other skill or art, marketing is best learned by doing.
For this reason this chapter will be short, and will focus on pro-
viding meaningful definitions of marketing terms and concepts.
When you move on to the next chapters the meanings of these
concepts will be reinforced by their practical application to
your specific marketing needs. It's important to learn these
definitions, because many human services professionals have a
negative response to some of the terms—a response that is too
often rooted in a poor understanding of what the terms are
about.

What is MARKETING? Simply put, marketing is the process of
getting customers to buy your products or services. Since your
product has to do with promoting healthy decisions and
lifestyles, you can use strategic marketing practices to do some
real good. You may also find, as have many others, that market-
ing is a fun way of thinking; fun because it increases effective-
ness, supports creativity, and provides avenues for continually
tinkering with your services to improve upon them.
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Marketing is also about EXCELLENCE. The marketing mindset
seeks to understand the needs of beneficiaries as seen by them,
and to address those needs in an effective manner. Among the
challenges faced by those who market prevention programs is
how to reconcile the needs of beneficiaries as seen by thermn,
with the demands of other constituencies, who may have an en-
tirely different view of what beneficiaries need. A classic exam-
ple is parenting programs. Two constituencies, staff experts and
the funding source, may believe that certain parents need
training to become more effective and nurturing. That vital
third constituency, the parents themselves, may have an en-
tirely different perception of what they need. Virtually any sea-
soned prevention professional can think of similar examples
from their own experience.

This manual is going to show you an approach to marketing
that fits the field of prevention alcohol and other drug prob-
lems. It will help you to reconcile the needs of beneficiaries
with the needs of other constituents, and to create programs
which are seen as relevant by all critical groups.

The assumptions we have made in developing this manual
include:

* Your agency is a nonprofit or government agency;

* You are providing services which are intended to pre-
vent problems related to alcohol and other drug use;

* Your agency relies more on grants and government
contracts as sources of funding, than on client fees;

» Someone in your agency has substantial marketing
savvy, or you wouldn't have survived long enough to
attend this workshop;

e But, your agency has no formal marketing function, and
those who are skilled at marketing are unconsciously
skilled.
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¢ Even if these assumptions miss the mark, your agency
will benefit from applying the principles explored in
this manual—ifyou wse them.

‘What This Manual Covers

By the time you have completed working through this manual,
you will have gained an appreciation of the art and power of
marketing. We think you will have several “Aha!” experiences,
in which you say, “That's what I've been doing all along!” You
will be skeptical of some of the ideas and concepts, but will
eventually become convinced that most of them are not only
useful, but exciting. You will learn to weave your natural market-
ing inclinations together, creating an integrated fabric known as
a Strategic plan. And we predict that you will become impatient
to put what you are leaming to practical use immediately.

You will learn:

e Key marketing concepts and definitions;
¢ How to segment your market;

e How to define a niche for your product;

e How to package your product for more effective market-
ing;

* A process for strategic planning;

* A method of creating a tactical plan fo'r immediate use;
« A way to develop a budget for marketing costs;

» How to evaluate your marketing efforts;

« And more.
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Marketing And Prevention

Prevention is marketing. It is the marketing of health-enhancing
behaviors. There is a special term for this type of marketing:
social behavior marketing.

Traditionally marketing has focussed on methods of con-
vincing consumers to exchange money for goods or services.
Marketing goods, and marketing services are two important cat-
egories of marketing, and they are the categories upon which
this manual focuses. Getting your program to beneficiaries (or
getting beneficiaries to your program) always involves marketing
your products and/or services. After your beneficiaries are en-
gaged with your program, you begin social behavior marketing
through your day-to-day prevention programming.

The reason the primary focus of this manual is on program
marketing, rather than social behavior marketing, is because the
science and art of prevention is social marketing. Any time you
read an article, manual, research report, or book describing a
prevention program and how it works you are reading about
social behavior marketing. If you are a prevention professional,
you are an expert in social behavior marketing. As you develop
your expertise in program marketing you will find that you
become better at marketing social behaviors also.

How Important Are You. Anyway?

“Prevention is an important task. The future of
our children and our society depends upon
our success.”

- A Prevention Specialist

“*When 1 left the prevention field and returned
to classroom teaching, it was like a breath of
fresh air. I had forgotten what a small part of
the world prevention is, and how irrelevant it
seems to most people.”

-An Ex-Prevention Specialist



It is easy to lose perspective about how intense the competi-
tion is for the attention of those who you would like to
participate in your program. Powerful social forces support
values, priorities, and behaviors that conspire to deflect almost
all of the interest your participants might potentially have in
your services. Yet many prevention professionals we know suffer
from at lzast some of these faulty assumptions:

Because the public is so aware of the drug crisis, and
polls show that drug abuse is major concern of voters,
members of the public value prevention as much as
prevention professionals do;

Potential beneficiaries will go to great lengths to in-
forrmn themselves of the activities and opportunities
presented by prevention prograrms;

CQnce informed about an agency’s prevention services,
virtually every decent, reasonable community member
will want to support the program in some way;

Furthermore, they will ignore any inconveniences that
are built into program design, such as materials which
are pootly written, irrelevant, or difficult to use, lack of
parking space, uncomfortable facilities, long driving
distance, and so on.

Those who use the program will be tolerant and forgiv-
ing of errors, shoddy service, and poor siandards —
because, after all, the cause is so important,

Competition is not a very imporiant consideration for
program planning and service delivery. After all, our
intentions are pure; we are collaborators, not
competitors.

People, both prevention professionals and those who
use our services, are essentially healthy themselves, and
can be expected to be open, honest, and supportive of
our efforts,

Introduction
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As you develop your marketing savvy, you will be less influ-
enced by this kind of faulty reasoning, You will learn to see your
services as your clients might see them. This skill—seeing your
services as others see them—will contribute to a steadily grow-
ing professionalism in: 2) how your agency plans its services; b)
how competently they are managed, and ) how effectively they
help the agency to achieve the goals specified in its mission
statement.



Marketing Concepts and Definitions

Marketing: The process of getting your clients and customers
enthusiastically involved with your products or services.

That's what we say marketing is. It is the definition that this
manual is based upon. To create a broader context, here are a

few definitions from other sources:

For-Profit Business Sources Say:

“A tightly integrated effort to discover, create,
arouse, and satisfy customer needs.”

~Theodore Levitt, The Marketing Imagination

“Marketing is everything you do to promote
your business, from the moment you conceive
of it to the point at which customers buy your
product or services and begin to patronize
vour business on a regular basis, The key words
to remember are everything and regular ba-
sis.”

~ Jay Conrad Levinson, Guerilla Marketing

Not For Profit Organization Sources Say:

“One manager we know likes to describe the
marketing department as “the conscience of
the organization,” since its work includes de-
termining the needs and concerns of the vari-
ous constituencies served by the organization,
and ensuring that those concerns are
addressed in the design and delivery of
programs,”

~Christopher Lovelock and Charles Weinberg,
Public and Nonprofit Marketing, Second Edition

“Marketing is the process by which an organi-
zation changes itself to what people will pay
for.”

—Robert Blackwell,

Introduction



Marketing Prevention: Strategies For Successful Program Promotion

Quoted in the NonProfit Times, August 1990

Humorous sources say:
“The Science of Peddling. Prior to it's inven-
tion, manufaciurers made and lost fortunes
without knowing how they did it. They still
make and lose fortunes, but at least they know
exactly what they're doing and can count upon
professional expertise to do it.”

~Steve Ende, How To Tal Markcting Real Good

Market (noun): A group of customers and/or potential cus-
tomers, and/or the geographic area in which a product
is sold. When a market is very highly defined so that it
refers to 2 small subset of clients, it is referred to as a
market segment.

Market (vei‘b): The act of implementing a marketing strategy.

Advertising: Use of print or electronic media to promote your
products. Private-pay alcoholism and drug addiction
treatment programs are among the most aggressive ad-
vertisers on the American business scene. So far, preven-
tion programs have taken a lower-key approach to adver-
tising. Some of the tactics which are used are direct mail-
ing of promotional materials, promotional bumper
stickers (“D.A.R.E. to keep kids off drugs”), and
newsletters. In the future we think there will be increased
use of the yellow pages, advertisements in trade journals
for specific target populations {such as school
administrator association newsletters and prevention
oriented periodicals), and more aggressive public
relations campaigns which incorporatie higher-profile
advertising strategies.

Communications: This can be broken into four topics, which
include promotion, advertising, publicity, and public re-
lations. Each is discussed separately below, but for a
quick definition, here’s a description that's hard to beat:

“...If the circus is coming to town and you
paint a sign saying, ‘Circus Coming to
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Fairground Saturday,’ that’s advertising. If you
put the sign on the back of an elephant and
walk him into town, that's promotion. If the
elephant walks through the mayor’s flower bed,
that's publicity. And if you can get the mayor
to laugh about it, that's public relations.”

— Readers' Digest

Competition: You are in a competitive business, On a strictly
financial level, you compete for grants and contracts, for
client fees, and for donations, But competition goes far
beyond this. You are also competing for the attention of
people who are daily inundated with far more informa-
tion, facts, opinions, images, ditties, and pitches than can
possibly be absorbed. And you can bet your socks that
some of the sharpest marketing minds in the country are
among your competitors.

It is important to recognize that your competition is not
limited to other prevention agencies. They are merely
the tip of the iceberg. Any product or service that lays
claim to the same piece of your customer’s budget, time,
commitment, or attention that you are after is a
competitor. For example, school-based prevention
agencies have faced increasing competition from state-
mandated proficiency examinations. Schools must be
increasingly attentive to “the basics,” and are spending
much of their discretionary budgets on such programs.
Savvy school-based prevention marketers have
responded by positioning their services as a support to
school proficiency goals —“Stoned students don't learn
as well,” is their refrain.

As this manual is being written there is an unprece-
dented surge of new funding being allocated to preven-
tion efforts, Do not make the mistake of thinking that this
creates a “sure thing” for funding existing programs.
Where there are new opportunities, there will be new
providers. Entrepreneurs will enter the prevention busi-
ness as they have every other field where there were dol-
lars to be won. And among them will be marketing savvy
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competitors who will blow complacent, established firms
right off their turf, If you haven't taken care of the needs
of your funding sources in the past, they aren’t likely to
throw “new” money your way. As with other aspects of
the prevention business, your marketing must be
proactive if it is to make a difference.

We wish to stress that your competitors can help you to
achieve excellence. We urge you to remember to learn
from them, not to sabotage them; to outperform them,
not to denigrate them; and to in every way endeavor to
achieve superiority in goods, services, and program out-
comes. If you respond to competitors in this manner,
their presence will continually strengtben your program.

Here is an interesting quote to consider, from an ind'-
vidual who is responsible for distributing a great deal of
funding for prevention programs: “If a service provider
has bad things to say about other service providers, I
consider that a threat to building a cohesive system... I
will look elsewhere to spend my money.”

Customer: The person who makes the decision to purchase

your product. In this manual—and in the prevention
field—several terms are used interchangeably; all mean
approximately the same thing as “customer.” These in-
clude: beneficiary, participant, client, fundors, target
population, high-risk group, constituents, and so on.

Distribution: One of the four elements of the “Marketing Mix.”

How do customers gain access to your product? Do cus-
tomers come to you, or do you deliver the product to
them? If you provide counseling services, customers may
be required to come to your facility. How accessible it is
may be as important as any other single factor for pre-
dicting your success.

Most prevention work seeks to take services to the cus-
tomers. This is not as simple as it sounds. You may, for
example, take counseling services to a school site as a
component of an early intervention program. That's
fine, but there are many distribution problems still to



solve: how to coordinate referrals, deal with confidential-
ity, get students to attend, and so on. Or for another ex-
ample, your prevention program may be making educa-
tional presentations in support of a public initiative that
would affect distribution of alcohol. Where are your
most influential audiences? If you are gathering signa-
tures on a petition, where can you gain the best access to
large numbers of registered voters?

Distribution problems are critical, and must be consid-
ered when you design a marketing program,

Exchange: What you give to your customer and what your cus-

tomer gives to you in return. “Exchange Theory” is con-
sidered one of the foundations of modern marketing:

“(The exchange concept) focuses our attention
on the quid pro quo of any given marketing
activity: what is in it for marketer and cus-
tomer, or for marketer and donor? ...what
benefits do consumers seek to obtain and what
costs (of all kinds) are they prepared to incur
to get them?”

—Christopher Lovelock & Charles Weinberg

Four P’s: See “Marker.ing Mix.”

Image: A working definition of your image is bow your cus-

tomer perceives your organization. One of the most im-
portant goals in your marketing efforts will be to secure
customer confidence. The confidence that a customer
places in your products is largely based on your organi-
zational image. Your image includes such intangibles as
professionalism, trust, reliability, relevance, responsive-
ness, impact, and sociability. This image is formed over
time by many small impressions. A favorable image is
an invaluable asset; an unfavorable one will usually crip-
ple the effectiveness of your program and have a
negative impact on future funding.

Leveraging: Leveraging means gaining credibility and impact

for your marketing efforts by associating them with an

Introduction
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entity which has established credibility in the minds of
your prospects. An example is gaining co-sponsorship
for a2 workshop from one or more other organizations
with a higher profile and well-established credibility.
Project DARE has leverage built in through it's
association with law enforcement.

Marketing Information System (MIS): Any systematic ef-
fort to gather and maintain useful information for the
purpose of developing your marketing strategies. A par-
tial list of components which might be included in the
MIS of a small to medium non-profit include:

e Client files, detailing services provided to each client;

s Competitor files, containing intelligence gathered on
competitors, such as product samples, promotional
materials, and so on;

» Statistical and research data which can be used to sup-
port the approaches your program uses;

e Fiscal data and staff time use studies for establishing
the costs of your services and for use in cost—control
measures and pricing strategies;

e Evaluation data, including program effectiveness, and
evaluations of marketing strategies (two very separate,
yet fundamentally related evaluations);

e Grant proposal files, including successful and unsuc-
cessful proposals, and materials analyzing potential
grantors.

Marketing Mix: The marketing mix is the interaction between
four main components of a marketing strategy. These
components include product, pricing, distribution, and
communications. Each is discussed separately in this
section. By considering the components together, and
designing a campaign so each component interacts
harmoniously with the others, it is possible to create a
synergistic effect, maximizing the impact of your
marketing effort.
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Many marketing workshops for the prevention field have
described the marketing mix as “The Four P's.:” Producy,
Price, Place, and Promotion. Because two of these terms
are limiting, we don't use the “Four P's.” “Place” is only
one part of the distribution component of the marketing
mix. And “Promotion” is just one of several approaches
10 communications;

Media: The media are important avenues for communication
with your customers and prospects. Effectively using the
media is an art unto itself. Media include print media,
such as newspapers, billboards, magazines, and so on;
and electronic media such as television, radio, video-
tape, and interactive computer programs. Typiczal uses of
media in marketing include: appearances on radio and
television interviews and talk shows; distribution of me-
dia releases (also known as press releases) about impor-
tant events; making public service announcements about
program services; and so on.

Niche: The position in the local economic ecology that your
product occupies. As in a biological system, niches are
always subject to threats by predators. They can be oc-
cupied only if they are suitable for your organization; a
fish should not attempt to occupy a bird’s nest, unless it
first grows wings. Environmental changes (such as new
technologies, changing demographics, updated research
findings, etc.) may affect the niche occupied by your or-
ganization, requiring an adaptive response. Failure to
appropriately choose, adequately defend, and dynami-
cally adapt to environmenta! changes in one's niche has
led to the extinction of many species—and many orga-
nizations. If you have become too comfortable, beware!
There are many predators lurking about.

Packaging: There are several parts to packaging. One is how
you dress your product up to make it visually appear de-
sirable to your customers. Another part of packaging is
concerned with distribution; is your product of a con-
venient size, shape, and weight to display and to move to
where it will actually be used? (Please note that if your

13
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product is your individual expertise, then you —your
appearance, manners, and demeanor—are part of the
package).

Yet another part of packaging is how you fit your prod-
uct into the context of other products, including other
products of yours, of other vendors used by your cus-
tomers, and even of your competitors. (This concept is
explored in more detail elsewhere in this manual.)

Point of Purchase: The physical location at which a customer

makes a decision to buy your product. In retail marketing
the point of purchase is usually in a store; you have seen
many “point of purchase displays,” usually large card-
board structures touting the benefits of a particular tor-
tilla chip or brand of vodka.

For prevention, the point of purchase is usually of an en-
tirely different sort. In fact, it is frequently in the cus-
tomer's office. Therefore, your point of purchase display
must be of a different type (unless you think that mailing
cardboard cutouts of your executive director will do the
trick). Brochures, price lists, product descriptions, and
sample materials must be of high quality and must
demonstrate that they meet a need of the prospects. In
addition, the person representing the agency must be
genuine, and communicate trustworthiness and the flex-
ibility to respond to the concerns of the customer after
the customer decides to make the purchase.

Your office should also have point of purchase
materials. These are display items intended to increase
client confidence, demonstrate your competence, and, if
possible, provide an opportunity to examine your prod-
ucts. You might therefore create a reception area in
which awards you have received are displayed, photo al-
bums featuring staff and clients working together are dis-
played, sample curricula or educational materials are
provided for examination, and a well-informed, person-
able receptionist is available to steer customer's atten-
tion to these materials. If you have created such an area,



you might consider walking your clients through the dis-
play prior to or after meeting with them

Positioning: Establishing a product's image in relation to the

images of competing products and services, The
position of your program or service is the psychological
niche it occupies in a customer’s mind. Is it an ex-
pensive, “premium” product; or is it an economical,
“sensible” alternative? Is it for the many, or for the few?
Can it be described as “cutting edge,” or is it “a proven,
reliable” method? If there were a Positioning Hall of
Fame, it would include these famous statements:

« The computer for the rest of us.

» You've come a long way, baby.

* We try harder.

e Tastes great, less filling.

e The Pepsi Generation.

e Ten days and a couple of two~day follow-ups.
o D.A.R.E. to keep kids off drugs.

In the prevention field, an example of an organization
that has staked out a clear position is the California
Prevention Network. This fairly loose-knit coalition of
prevention workers states in its membership brochure
that it “...stands at the cutting edge of prevention
thought; ...dedicated to improving the quality and effec-
tiveness of prevention programs.” The first clause estab-
lishes the organizations position in relation to the rest of
the field; the second establishes the mission of the
organization.

Promotions: Activities which directly expose prospective cus-

tomers to a sample of the product, or which promote
the name or image of a product, usually without a direct
appeal to buy. Examples include the Goodyear Blimp
and use of advertising specialties such as coffee mugs
with a logo imprinted on them. If your program has a

Introduction
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curriculum, 2 manual, or a training you wish to promote,
you might consider giving free copies to key opinion
leaders, decision makers, or journalists.

Pricing: The act of strategically setting a price for a product;
that is, choosing a price in relationship to the other fac-
tors considered in developing a strategic marketing plan,

“Costs, competition, and market demand are
the foundations of a pricing strategy. The costs
to be recovered set a floor to the price that
may be charged; the value of the product to
the customer sets a ceiling; and the price
charged by competitors may determine where
the price should actually be set.

-Christopber Lovelock and Charles Weinberg,
Planning and Implementing Marketing
Programs in Nonprofit Organizations.

Product: Any item that your agency seils. Products may include
services; a partial list includes consulting, training, edu-
cational presentations, and counseling. Products may be
concrete items, such as books, videotapes, and so on.

Fundamental to all marketing efforts is a quality product.
If you have an inferior product, or one that is not rele-
vant to the needs of your customers, you may be able to
sell it — once. But if you want to thrive as an agency, and
for your programs to have real impact, you would do
well to make sure you have a quality product. The tradi-
tion of playing the “numbers game,” emphasizing quan-
tity in order to compete successfully for government
funding, may have insidiously weakened your product
quality. It is important to educate your funding source on
the relationship between “quality” and “program suc-
cess"——and to discuss just what “success® means. We sug-
gest you take a long, hard look at this. Opportupity may
be knocking!

Production is the process by which you create your products,
and is an important element of marketing. In the preven-

16
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tion business, production may include staff training,
allocation of tasks, supervision, design of educational
materials, and the quality of the media that educational
materials are produced on, to name just a few produc-
tion variables.

Prospect: A potential customer. If you treat everyone you en-
counter as a prospect, your marketing efforts may suc-
ceed in some surprising directions.

Public Relations activities are those which are intended to pre-
sent your agency to the public in a favorable manner.
The goals are to build name and product recognition,
and to get your customers to view your products as
compatible with their own values and needs.

Among examples of good public relations tactics are
those agencies which responded to the San Francisco
earthquake emergency with around-the-clock crisis ser-
vices—and intentionally arranged for favorable press
coverage of their efforts. An example of poor public re-
lations is the decision by Exxon executives to prema-
turely halt clean up efforts after the Valdez disaster in
Alaska,

On a smaller scale, public relations includes how your
agency responds to customer concerns and complaints,
and participation by your staff as official program repre-
sentatives to various community functions and as panel
members. Remember, the first two letters of prevention
are “P.R.”

Research: Research is considered a large part of the science of
marketing. What it boils down to is: understanding the
needs, desires, resources, and values of your customers,
the social trends which are shaping their thoughts and
values; and the ways in which you can develop, package
and position your products responsively.

Sales: Prevention is a battle for the hearts and minds of a peo-
ple who are daily torn apart by others who stake the
same claim. Salesmanship is not an incidental part of

17
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prevention; it is a core skill. The programs which have
the greatest impact are conceived, orchestrated, and de-
livered by staff with sales skills.

“Selling is getting rid of what the organization
has. Marketing is getting the organization to
have what it can get rid of.”

—Robert Blackwell

Segment: A tightly defined portion of the universe of your

potential customers. For example, the QUEST program
focuses its prevention curriculum on grades 7 & 8 in the
United States—a marketing decision which was influ-
enced by research indicating that these are the ages
when most drug users begin experimentation.

Careful segmentation of your market has remarkable fo-
cussing effects on your marketing. You can form more
accurate assessments of the needs and values of your
prospects. You can tailor your efforts much more care-
fully, set more specific objectives, and more accurately
evaluate effectiveness. For example, the Friday Nite Live
program targets a very specific segment: high school
students who drive. This targeting has a profound effect
upon program design: the media used, the sound system
chosen, the music, the models in the slide show, and so
on. The result is a product that appeals to its intended
audience, and is therefore effective.

For some prevention goals, your segmentation may at
times be narrowed down to a single decision maker who
controls access to a customer group, or has a great deal
of policy making influence.

Strategic: Long-term; Over a year in duration. Here's an anal-

ogy, courtesy of the Pentagon: a strategic weapon is one
that is intended for use on a target very far away, such as
a different continent. A tactical weapon is intended for
relatively nearby use on a battlefield. (Marketers use a lot
of terms borrowed from the military; it's open war out
there!)
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Testing: Testing means doing a reality check of your product
by exposing it to people who are representative of those
who you hope to sell your product to. Here are some ex-
amples:

e For a grant proposal: Have a few people read it and
give you feedback; the more similar they are to the
proposal reviewers, the better.

e A curriculum: Enlist several teachers to present a near-
final draft of the curriculum to their classrooms while
your prevention staff observes the reactions of stu-
dents.

e Prevention legislation: Run your drafts by lobbyists, lo-
cal legislators, legislative committee members or other
experts for feedback.

» A brochure: Have a few “comps” made of your camera-
ready copy, and get members of the target audience to
react to it. Don't ask them to read it; observe them and
see if it is well-enough designed to do the job itself.

» A survey form: Convene a “focus group” of representa-
tives from the group to be surveyed. Ask this group to
explain what they think each item on the survey is
about. Try alternative phrasings of questions until your
assumptions about the language you are using matches
their assumptions about the language you are using.
Further, compile the results from a test run of a limited
number of surveys to ensure that the forms used are
easily scored and that the data generated are meaning-
ful. For zny of this to succeed, however, you must first
be very clear about exactly what questions you want an-
swered in the first place.

It is said amonyg marketing pros that the three most im-
portant components of product development are testing,
testing, and testing.

For More Information
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Once you start looking for it, you will become aware that there is
a flood of marketing information available. In general, we rec-
ommend that you avoid textbooks; the ones we have seen are
boring and have a poor word count/relevance factor (a measure
we invented while doing the research for this manual). Instead,
check out the paperbacks in the business section of any of the
chain bookstores. Also, examine the magazine racks for publica-
tions offered to business people and entrepreneurs.

We have listed those materials which we find most readable,
informative, and practical, in the bibliography at the end of this
manual. This manual is pretty well packed also—read it.



Introduction
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Segmentation and Positioning

2

Segment Your Market and
Position Your Product For Success

This chapter is designed to be interactive; that is, it presents a
series of activities for you to complete as you read through it
Doing so should take several hours. You should be able to
complete the act'vities on your own; however, they are designed
1o be completed in a seminar setting, where you can benefit
from exchanging ideas with facilitators and peers.

One goal of completing this chapter is to help you learn to
define your services in ways that naturally support creative
thinking about marketing. Doing so will prepare you for devel-
oping a concrete set of marketing tactics that you will use to
enhance the impact of a single prevention strategy used by
your program. This enhancement may include: greater reach,
impacting more individuals or a greater variety of target audi-
ences; increases in revenue and other resources; and improve-
iment in materials and/or delivery resulting in improved effec-
tiveness. Each of these is a legitimate goal of a marketing
campaign.

Your success will be enhanced by focusing on a single
product offered by your program, rather than the entire scope
of program services. The concepts contained in this chapter
are easier to learn when applied to a single product. More im-
portantly, if your agency does not have a formal marketing
function established, successfully marketing a single product will
help you to demonstrate the importance of marketing within
your agency. Nothing is so convincing to skeptics as success;
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your focus on marketing a single aspect of your program will
lay a foundation for a comprehensive marketing effort for the

entire agency.

What This Chapter Covers

When you have finished working through these activities, you
will have completed:

e Selection of a single product to build a marketing
campaign for. Most agencies have several program
components, which can often be thought of as separate
products;

» An examination of the identity of your agency;

o A detailed description of one or more segments of your
market for the product you have selected,;

¢ An examination of your niche in your market, and
identification of competitors for that niche;

e An examination of your current pricing strategy;

e A projection of future conditions which will affect your
product;

» And finally, a position statement which integrates the
findings from completing this chapter. Your position
statement will compare the current positioning of your
product, with the position you would like your product to
occupy in the future. This comparative approach will help
you to develop a strategic plan for marketing your
product. The strategic planning process itself is covered
in Chapter Four,

The chapter is organized into sections, designated by a let-
ter, e.g. “Section A.” At the end of the chapter is a2 section
where you will pull together a summary of each section. This
summary will form a sturdy foundation upon which your mar-
keting strategies can be buiit.
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Choose A Single Product To Market

A.1: Make a list of five products your agency provides.

The term “product” includes services, A product is any item or
activity which your clients exchange their time, money, or other
support for. To ensure your success in developing a marketing
plan, these products you list must be those that you have some
degree of control over, whether as an executive, project man-
ager or as a line staff responsible for implementing the service
or selling, delivering, or maintaining the product.

5.

A.2: Coansidering the products you have listed above,
choose the one that will best lend itself to a successful
marketing campaign.

Look for the best combination of: growth potential; solid
conceptual foundation; linkage and access to resources which
will support implementation of a marketing plan; and potential
for integration of this product with other products offered by
your agency. This is a partial list of factors to consider; you will
probably think of others. As you work through this manual, you
will develop a marketing plan for the product you choose.

The product you have chosen is:
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B
Agency Identity

Your best bet for initiating a successful marketing campaign is
to start from where you ate. As you learn more about marketing,
you will begin to identify times in the history of your agency
where great marketing opportunities were missed. It will serve
no purpose to try to turn back the clock and work as if you were
rebuilding your program from the ground up. The fact is, you
probably already have an existing organization that has its
unique culture, strengths, and weaknesses. Build from these.

By looking at where your agency, program, and specific
product is positioned at this moment, you can begin to gain the
sense of perspective that is required for planning sound market-
ing efforts.

B.1: What Is The Mission Of Your Agency?

In the space below, write down as much as you can remember
of the formal mission statement (sometimes called statement of
purpose or charter) of your agency.

B.2: How can you restate this Mission using a maximum
of seven words?

The purpose of this question is to help you become more con-
cise, and improve your focus. Using gutsy, down-to-earth lan-
guage may help.
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B.3: What is your personal Mission Statement?

This is the big question, and you either already know the an-
swer, or you probably won't be able to answer it here (at least
not quickly). By personal/ mission, we are referring to your
sense of vocation, of what your calling or purpose is for your
life.

The reason for considering this question is that if there is
conflict between your organizational mission and your personal
mission, your marketing efforts will be notably hampered. To
be a marketing ace, it helps to sincerely believe in what you are
promoting.

B.4: How Does the Product You have Chosen Further The
Mission of Your Agency?

Another way of phrasing this question is, “What difference
does the product make, and to whom?”
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C
Market Description and
Segmentation

When you have completed this section, you will have a clear
description of one or more subgroups, or segments, of your
market. This segmentation will help you develop a well-focussed

marketing plan.

C.1: Who benefits from this product, and how?

The life circumstances of one or more groups of persons
should benefit as a result of your agency providing this product.
List these groups, and describe the benefits of your product as

they see them:

Group
(Market
Segments)

Benefits of
your prod-
uct or ser-
vices, as
perceived
by members
of each

group
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C2: Demographic/Psychographic Segmentation

Modern marketing frequently employs the concept of psycho-
graphics instead of demographics. A demographic approach
identifies segments which are homogenous in terms of income,
occupation, race, education, age, geographic location and so
on. A psychographic approach identifies segments which are
homogenous in terms of values, use of leisure time, fashion
preferences, musical tastes, and so on. The two methods often
identify very different segments,

Chances are, you unconsciously applied one of these meth-
ods when you identified the market segments listed on the pre-
vious page. It is important to make an effo't to explicitly de-
scribe the precise characteristics shared by individuals within
each segment. Doing so will help you to tailor your products
and services to better meet the needs of consumers.

Psychographic Characteristics

Segment 1 2 3.
(from pre-
vious page)

Shared psy-
cho-graphic
charact-
eristics

(e.g. values,
political
leanings, use
of leisure
time, goals,
and so on).
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Demographic Characteristics

Segment L 2 3
(from
previous

page)

Shared
demo-
grapbic
charact-
eristics

(e.g. age,
income,
race,
religion,
education)

Note: How well is your product matched to the demographic and psychograhic
characteristics of each market segment? List any mismatches you identify below:
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Your Market Niche and Competitors

Your niche, or position in the market, is generally defined by
comparing your services and marketing strategies with those of
your competitors. Competitors may be organizations or indi-
viduals offering a product similar to yours, or a product which
is not similar to yours but which meets similar needs.

For example, your product may be student assistance pro-
gram development. Direct competition may come from an-
other agency, which may even be located in another state but
which is able to effectively compete against local agencies be-
cause it has traditionally used a more muscular approach to
marketing than your agency has, and as a result enjoys better
name recognition and higher credibility.

Anocther competitor may be offering a product which con-
sumers feel meets the same needs that yours is designed to
meet, although using very different methods. An example might
be placement of a policeman on a high school campus, rather
than initiating a student assistance program.

Ideas and pbhilosophies are also competitors. For example,
relatively unsophisticated analysts commonly agree that more
information about the harmful effects of alcohol and other
drugs will dissuade youths from using them. This idea easily
gains popular support, and can compete very effectively against
approaches (such as student assistance programs) that seek to
intervene through systemic changes.
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D.1: Who are your competitors?
Complete the lists below (they may be read as two separate
lists, rather than two columns on a single list):

Agencies/Entrepreneurs Ideas/Philosophies

Which of the competitors listed above are of the greatest con-
cern to your agency? Rank order the top five by placing num-
bers next to them.

What features of your product compare most favorably to the
principal products of your top-ranked competitor? (It can also
be helpful to complete this list for all competitors.)

Q Customer Service Q Staff Expertise Q Evaluation Design
Q Research Support Q staff Sociability Q Cost/Benefit

Q Attractive Packaging QO Eae=ofimgdemenation Q Prestige of Product
Q Documentation/Reports {1 Demographic Fit Q Psychographic Fit
Q Training Support Q0 Pdliical Acepabilly ]
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D.2: In the table below, choose three competitors and consider
their relationship in the market to your agency.

This will help to further define your position.

w

Competitor | 1. 2,

Segment(s)
Affected by
Competitors

Comparison
of Cash Cost
to Client

Emotional,
Social, Time
Cost
Comparison

Client
Benefits
Comparison

Agency
Credibility
Comparison
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D.3: In what geographic area is this product made avail-
able? Define recognized geopolitical boundaries. This is your
present geographic market area:

D.4: What are the advantages, for marketing purposes, of
these geographic boundaries?

D.5: What are the disadvantages, for marketing purposes,
of these geographic boundaries?

D.6: How was the decision to work within these geo-
graphic boundaries made? Who made the decision, and
when? Are the reasons for remaining within them still relevant,
or have they become obsolete?
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E
Pricing Strategy

Pricing strategies have a profound influence on decisions con-
sumer make about purchasing products. They affect how a client
perceives the value of the product, and by extension how a
client perceives your organization.

There are four main variables to consider when establishing
a pricing strategy for cash client fees:

1) What it costs your agency to provide the service. This
determines the minimum amount you must charge, after
other sources of income have been subtracted.

2) Client resources. The maximum amount you can charge
is determined by the limits of the client's resources.

3) What the competition charges. The final price you set will
be influenced by the fees your competitors charge.

4) Your mission and philosophy. Non-profit organizations
are supposed to be low-cost. Furthermore, many non-
profit managers, staff, and board members are sincerely
motivated by a service ethic. Keeping cash costs to clients
as low as possible is a legitimate and perhaps even crucial
endeavor.

Many program managers have learned that the agency’s ability
to accomplish the program mission is in some cases easier
when the program charges a moderate fee. Clients may value
the services they receive more highly if they have paid for
them. Organizations are more likely to be influenced by the
recommendations of paid consultants, than by free advice. Staff
may strive to achieve higher standards of professionalism when
they know that the client is paying cash for the services they are
providing. '
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The trick is to balance program philosophy with the first
three criteria:

Costs to be
Recovered
Copr?i;;rnﬂ;or ch.m Program Mission
esou
Strategy rees and Philosophy

E.1: Costs to Be Recovered (Your Agency Costs):

Here is a way to estimate the unit cost to your agency of provid-
ing the product. An example is provided on the next page.

a) Unit description:

b) Units provided annually:

©) Total annual expenses:

d) Cost per unit (expenses + annual units):

The cost per unit is the minimum fee you must charge.
However, this fee can be spread between subsidizers (such as
county contracts) and clients.

e) Percentage subsidized (grants and contracts):
f) Minimum percentage to recover from client
(160% - e

g Cost per unit to recover from client (fx @):
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Example

a) Unit description: Prevention consultation, one hour

b) Units provided annually: 1,152

¢) Total annual expenses: $120,000

d) Cost per unit (expenses + annual units): $104.00

e) Percentage subsidized (County Contract @ $80,000): 66%
£) Minimum Percentage to recover from client: 33%

g) Cost per unit to recover from client: (33% x $104): $34.32

E.2: Client Resources

This is where in-depth research into demographic characteris-
tics of your client is important. How much can they afford to
pay, and how much are they willing to pay? The answers de-
termine the maximum amount that you can charge. Here are
some of the question you might research:

e If your client is an organization, which budget line item
will they pay from? How much funding is allocated to that
line item? What other services must be paid for from it,
and what are the costs of these services?

e If your client is an individual, how much “disposable”
income does a member of their demographic market
segment typically have available for products similar to
yours?

« If your client is an individual, how much “disposable”
income does a member of their psychographic market
segment typically decide to spend on products similar to
yours?

s
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E.3: Competitor Pricing Strategies

How much do your competitors charge each market segment
for products and services which compete with yours?

Segment: Segment: Segment:

Competitor:
Product:

Price:

Competitor:
Product:

Price:

Competitor:
Product:

Price:

Competitor:
Product:

Price:

Competitor:

Product:

Price;




Segmentation and Positioning

E.4: Agency Mission and Philosophy

Will your agency mission and philosophy be best served by
minimizing, maximizing, or moderating client fees? Review the
table below and place a check in the box next to each consid-
eration that fits with the vision, mission, and goals of your
agency. Be sure to incorporate what you learn into your final

pricing strategy.

Minimum Fee

Maximum Fee

Moderate Fee

& Accessible to poor

Q Avoids competition
with private enterprise

O Lower costs than
competitors

U Best case for support
from community
donations

Q Other:

 Maximum client
commitment required

[J Enhanced prestige of
participation

Q May appeal to high-
level decision makers

Q Maximum
performance pressure on
program staff and
management

Q Psychologically
positions product as of
superior valueto
competitor's products

Q Other:

Q Accessible to middle
class; sliding fees can be
used to increase access
to poor

Q Some client
commitment required

O Moderate
performance pressure
on program staff.and
management

O Psychologically
positions product as of
equivalent value to
competitor’s products

Q Best case for support
from grants and
contracts

Q Other:
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E.5: Hidden Costs (non-cash costs)

Even if you decide not to charge any cash client fees, there is
always a cost. The checklist below provides some examples of
costs as seen by the client.

Group: 1 2 3.
Costs and Q Stigmatization QO Stigmatization Q Stigmatization
Liabilities Q Time away from work | 0 Time away from work | O Time away from work
(as per- or school or school or school
ceived by
group Q 'i:imf.:l away from Q ’i‘im(?l away from Q 'i.'imf:'l away from
m am
members): amily amily =y

Q Traffic; other
transportation costs

QO Emotional Drain

O Unpleasant
environment

Q Risky environment
(high crime area)

Q Adminstrative hassles

Q Political vulnerability
if partnership fails

Qi Increased workload

Q Social or
Occupational Stress
from trying
something new

Q Other:

[ Traffic; other
transportation costs

0 Emotional Drain

U Unpleasant
environment

Q Risky  environment
Chigh crime area)

Q Adminstrative hassles

Q Political vulnerability
if partnership fails

Q Increased workload

U Social or
Occupational Stress
from trying something
new

Q Other:

Q Traffic; other
transportation costs

O Emotional Drain

Q Unpleasant
environment

O Risky environment
Chigh crime area)

Q Adminstrative hassles

Q Political vulnerability
if partnership fails

Q Increased workload

Q Social or
Occupational Stress
from uying
something new

Q Other:

40



Segmentation and Positioning

F

Forecasting the Future-Market
Conditions and Opportunities

By forecasting the future we can anticipate changes in market
conditions, and plan a proactive response to these conditions.
The best marketers develop campaigns that work with other
trends to help shape the future. It is interesting to note that
shaping the future is precisely the business of prevention pro-
grams. Since shaping the future is what prevention is about, we
must learn to forecast the conditions which will affect our
services.

Forecasting inevitably has some of the characteristics of
crystal ball gazing: what we can see is hazy and murky at best;
and our most accurate predictions are those which are based
on acutely observing what already exists at the moment. The
next sequence of questions will help you to do so.

F.1: What trends are driving organizational change within
your agency? Consider funding sources, political shifts, per-
sonnel changes, leadership style and vision, client response to
present services.

F.2: What are the trends which will affect the demo-
graphic and psychographic segments you are targeting?
Consider changes in economic status, age distribution, immi-
gration, education, political and values orientation, and so on.
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F.3: What are the trends in the prevention field which
will affect your product marketing strategies in the fu-
ture? Consider current research, political climate, staffing
qualifications and patterns, emerging organizational trends (e.g.
collaborative efforts, increased private industry involvement),
and legislative trends.

F.4: What are the broad social and cultural trends in the
United States which will affect your product marketing
strategies in the future? Consider shifts in values, priorities,
uses of leisure time, types of industry, and socioeconomic
trends; particularly as these factors affect alcohol and other
drug use and social responses to such use.

F.5: What trends have you noticed in your personal jour-
ney/vision, both as a prevention professional and as an
individual, which will affect your drive for marketing
your product? Consider how your philosophical orientation
may have changed over the years. Also, what approaches to
prevention programming you support, and how these ap-
proaches have changed or not changed.
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F.6: How will your product itself shape the market in
your region?

Consider trends in customer loyalty, especially as they relate to
the degree of investment current customers will make as they
use your product. Will you be offering upgrades or other sup-
port for your product? Each time you do, you create another
opportunity for your customer to increase their investment, and
therefore their loyalty.

F.7: What are the trends witbin the organizations of your
competitors which will affect both yours and their prod-
uct marketing strategies in the future?

Consider how responsive these organizations have been to the
demands for change. Have they been flexible about what prod-
ucts they offer, and how they are packaged? Has the “style” of
their products changed, or do they tend to stick to a product
and a particular style? Have they been able to respond to re-
search on the state-of-the-art? Is their packaging sophisticated?

How about staff qualifications and skills—any trends in how'

competent their people are?
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F.8: Extract the five factors from among the trends
above, which will have the greatest impact on your mar-
keting efforts. List them below:
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Marketing Strategy: Look for Opportunities
There is always a chance to improve upon your marketing. Here
are several common avenues to do so:

 Your products and services could be improved;

e Your physical presentation (dress, social skills, office location
and decor) could be improved,;

» Your market segmentation could be improved. For example,
you may be able to identify new groups to whom you have
not previously marketed; or you may be able to identify a
very narrow segment of a few decision makers who you could
become the focus of your marketing strategies. Remember
this rule: 80% of your success will come from 20% of your
clients. Focusing 80% of your marketing energy on that 20%
could make a big difference.

* Your packaging could be improved. Dressing your product
differently, or presenting it in a different context (e.g. linked
with other products, such as offering a curriculum only to
those who attend a 3-day training, or positioned as a solution
to other problems, as in “family life” curriculum rather than
“sex education.”);

* Your communication could be improved. You may have an
excellent product which is languishing simply because your
market is unaware of it.

® Your pricing strategy could be adjusted. A significant in-
crease or decrease in costs to clients will strongly influence
their perception of the quality, accessibility, and credibility
of your product and (more importantly) of your agency.

e There may be one or more “wild card” ideas for how you
can market your product-—strategies, segments, and posi-
tions—that are so far removed from tradition that they do
not easily occur to you. For example, a scientist at 3M com-
pany developed a glue that didn't stick very well. The com-
pany was going to throw the product out, but someone no-
ticed that workers in company offices were using the glue to
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temporarily hold notes in place. A new product—Post-It
Notes—was born.

F.9: List seven ways you can improve upon your product
—it's content or how it is presented. Little things count.

7.

F.11: List accessories that you could develop for your
product, or other products that it could be linked to, in a
repackaging strategy:
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F.10: Identify the segments of your market that have
used your product the most in the past. Be specific; use
names if you know them:

6.

F.12: Are there any groups that might be receptive to
your product (with or without modification); but who you
have not attempted to market the product to?

Group Potential Fundors Product Modification Required (if any)
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Section G - Product Positioning Strategy
In the next few pages, you will summarize the information from
this chapter into a positioning strategy.

Based on the tables you completed in the preceding pages.
This strategy will include where you are now, as a foundation to
build upon; and where your product should be positioned for

best success one year from now.

Product

G.1: Describe the Product (refer to page 21):

G.2: State how this product furthers the Mission of your
agency (refer to page 23):

Segmentation

G.3: Who benefits from your product, and how? (refer to
page 24):

G.4: What are the chief demographic and psychographic
features of your market segments (refer to page 25 & 26):

G.5: What are the geographic limits within which your
product will be marketed? (refer to page 30):



Segmentation and Positioning

Competition

G.6: What are the main sources of competition against
your product? (refer to page 29):

G.6: What features of your product compare most
favorably against your competitors product? (refer to page
28):

Pricing Strategy

G.8: What are the costs to be recovered by your agency?
(refer to page 32):

G.9: What casb costs can your clientele afford o pay?
(refer to page 33):

G.10: How much do your competitors charge? (refer to’

page 34):

G.11: Considering the factors above and your agency
mission and philosophy, what cash cost strategy will you
use? (refer to page 35):
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G.12: How will you control snon-casb costs to clients?
(refer to page 36):

Irends and Opportunities
G.13: What trends are affecting market conditions?

(refer to pages 37-40):

G.14: How will you continue to improve on and acces-
sorize your product? (refer to page 42):

G.15: What market segments will receive the most focus
from your marketing efforts? (refer to page 43):

Cenclusion:

In Chapter Two you have developed some basic information to
guide your marketing strategies. Section “G”, Product
Positioning Strategy, summarizes this information. We suggest
that you use section G as an outline to create a brief narrative
(one typed page maximum) that outlines your marketing strat-
egy in simple terms,

In the next chapter, you will read about 100 marketing tac-
tics. As you read, evaluate each tactic to see if it can be used
advantageously for establishing the position of your product in
the market, and for enticing potential clients to become
involved with your program.
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One Hundred Tactics

This chapter describes useful and effective marketing tactics.
The chapter title is somewhat misleading because within these
100 tactics there are over 250 practical, proven ideas you can
put to work immediately.

We recommend that you use the Tactic Rating Sheet (see
Appendix A, pages 168 & 169) when reading this chapter. As
you review each idea, note on rating sheet how useful you think
it will be. This will help you to select those you want to include
in your annual marketing plan. Here they are:

Section A: Tactics For Positioning

1

Carefully Choose Your Program Name

Does your program name communicate the image that you
desire? There are many names available, some of which are
good, and some which are not so good. Factors to consider: Is
your present program name well known, and if so, what is the
reputation associated with it? Does the name of your program
indicate anything about your services or purpose? If you use
an acronym, is it awkward and forced, or does it make a clear
point? Has the range of services offered by your organization
expanded beyond the scope of your original name? Changing
a program name should not be taken lightly, but in some in-

100 Tactics
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stances it can be an important and helpful strategic decision
to do so.

Some of the best names are those that say exactly what the
purpose of the program is. One good example is Western
Center for Drug Free Schools and Communities.

2

Show Your Strategic Plan

The first time we used this approach we were genuinely sur-
prised at how positive the response was. We had developed a
simple timeline chart which showed how we believed our ser-
vices would develop over the next four years, and which in-
cluded the history of our services for the three prior years
(this is part of the strategic planning process which is incor-
porated into this manual). At a meeting of school administra-
tors we put this on an overhead projector, and provided the
same chart as a handout to those in attendance. We then ex-
plained each service on the chart, and gave a clear, honest ra-
tionale for why we thought our services would evolve the way
we predicted.

For example, our strategic plan included an increase in
treatment services over the next four years, while decreasing
consultation to schools. Our rationale; as schools developed
the student assistance programs we had helped them to create,
referrals for early intervention and recovery programs would
increase. If we were successful consuitants, the schools would
eventually “own” the S.A.P.s and our presence would not be
required. However, the present level of treatment resources
would be grossly overloaded if not expanded.

By placing our services in context, we helped our audience
to see a bigger picture—one in which our recommendations
made sense to them. And the (unusual) fact that we were oper-
ating from a well-thought—out plan genuinely impressed them.

3



Choose “Blue Chip” Clients As Goals
Ask yourself, “Who are the most desirable clients in my area?”
You should be able to identify two or three clients who can:

« provide you with the best access to the most
beneficiaries;

e join you as a partner in program planning,
promotion, and implementation;

» commit funding to your agency to help you succeed;

* be willing and able to take over the prevention
programs you begin, and to run them effectively;

e provide a point of leverage to help you gain access to
more beneficiaries through additional client
contracts,

Examples of such clients mignt include major employers,
large school districts, and government agencies. These clients
may seem completely inaccessible to you, especially if you are
fairly new on the block. That’s the whole point. Because they
are inaccessible to you now, serving them can become an
agency goal. A goal of this kind can guide marketing strategies
in many subtle and powerful ways.

4

Dyess For Success

Part of the appeal of working in human services is that we can
escape some of the restricted conditions found in the for-
profit sector. Dress codes are generally more relaxed in
community—-based agencies, But the way your staff dresses
makes a lasting impression.

Around our office, staff still joke about the training they at-
tended over three years ago, where the presenter wore shoes
but no socks; the content of his presentation is long forgotten.
This may be an extreme example, but it illustrates an impor-

100 Tactics
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tant point. If people are put off by your appearance, they may
never hear your message.

We are not advocating a rigid dress code; that works for
IBM, but we operate in a different sphere. What we do recom-
mend, however, is that at 2 minimum staff have an opportunity
to discuss dress and other behaviors related to appearance.

Some other alternatives are:

e Have a “Dress for Success” seminar, presented by a
clothing consultant (many department stores will
provide a staff member for this service);

e Hire a color consultant to “do colors” for each of
your staff. This can not only improve appearances,
but can boost self~confidence, which itself may
dramatically benefit your marketing efforts by the
manner in which subtle body language is affected.

5
Be Carefully Colorful

Think about the colors associated with your agency. Colors
can strongly affect the perception that others have of your
agency. They can help communicate warmth, professionalism,
and competence, and to establish attitudes towards your pro-
grams. And associating your services with colors will help
some individuals to remember more about who you are and
what you offer.

To generate a feeling of excitement, the promoters of Friday
Night Live developed posters that have very strong, bright
colors on a black background. The look is contemporary, and
the image communicated is action.

6

Have A Creed
Maintaining the marketplace momentum of your agency, pro-
grams, services, and staff can be easier if you have a creed. A



creed is a simple statement which summarizes the guiding phi-
losophy of your agency. Many of the most successful en-
trepreneurs wrote out a set of beliefs early in their careers, and
credit their success at least in part to an unswerving commit-
ment to following these creeds.

For example, one organization we have worked with has
this very simple creed:

1. We only accept work and provide services which we
believe in—our bezrts will be in our work;

2. We do what we say we are going to do;

3. If our clients are not satisfied, we find out why and we
fix the problem;

4. Our associates are committed to personal growth,
personal integrity, and an approach to
professionalism in which bumanness is primary.

The process of developing a creed will usually involve
some creative soul-searching, and can be both invigorating
and centering, We have suggested the use of small-group
brainstorming processes to accomplish many of the ideas in
this manual; this is an exception. The creed should be devel-
oped by a visionary leader, usually the person who was the
founder of the agency. Only these leaders have the dynamic
personalities needed to inspire others to adopt the creed.

Section B: Develop Your Niche

i

Know Your Niche—And Fight To Keep It

If you can identify a unfulfilled need for a service or a product,
you will identify a natural product niche. For example, no one
may be offering techniczl assistance to develop student assis-
tance programs for high schools in your area. There exists a
natural opportunity for product development.
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Think of each of your services as a product, and carefully
define what niche within the local prevention system that
product occupies. Ask yourself these questions:

¢ Who is it intended to benefit (beneficiaries)?

e Who has to support it in order for it to be of benefit
(customers or clients)?

e Within what geographic area will this service be
offered (market area)?

e How is it to be funded (financial resources)?

/
e What fee will customers or beneficiaries be charged
(pricing)?

s« Who competes for the niche (other agencées, ideas,
political pressures, and so on)? '

e How much demand can you competently respond
to? How do you assess real limits on availability of
staff time, and on levels of staff competence?

e What sales strategies will be used to gain the support
of customer?

e How does your product interact with your other
products and services, and with the products and
services of your competitors?

If you thirk in ecological terms, you will realize that any
niche is open to aggression from a competitor who will try to
occupy it at your expense. In marketing lingo, this can result in
niche warfare. It's sink or swim time, as the fittest thrives while
the less fit merely survives ... if they are lucky.

Pay close attention to your niche. Carefully note when an-
other party stakes a claim. In the health promotion business,
they may become a partner with whom you can collaborate
and strengthen your position. Your best bet is to link up with
them early, while they are in the planning phases of their pro-



grams; this will give you an opportunity to influence the shape
their services take, often to your advantage.

When a competitor is completely intent on occupying your
niche and casting you out, your only alternative is to be better
at marketing than your competitor. Sometimes, the difference
in quality between your products and theirs is decisive in itself,
reinforcing the notion that the best marketing strategy is to
have a bigh quality product. Comprehensive Health Education
Foundation has established a very strong position in school
based prevention curriculum. They have done this by creating
a very high quality products (Here’s Looking At You 2,000 and
Natural Helpers, among others), and periodically updating
thern to maintain that quality.

8

Know Your Clients and Their Needs

Surveys have many uses in marketing. They can monitor client
satisfaction, provide input on client needs, and help to iden-
tify future needs of clients. They can help your agency to de-
velop a new working relationship, or strengthen and existing
one. When repeated on a regular basis they can help to eval-
uate the effectiveness of your programs and of your marketing
strategies. They are a way 0 help maintain an ongoing rela-
tionship with your customers.

Comparison of results of an identical survey implemented
annually over a period of several years may help to identify
trends that could affect your planning. These data can be pre-
sented to clients to assist them with program planning By hav-
ing the dara you become the authority, and are perceived as
an entity with something of immediate value to your client.

There are many types of surveys, ranging from informal
conversations, to structured telephone or personal interviews,
to questionnaires, and covering diverse topics such as cus-
tomer satisfaction, response to test products, factual knowl-
edge, and perceptions of your program. Each of these has an
appropriate role. The key to their usefulness is strategic plan-
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ning. When designing a survey, you should be very clear about
what data you are looking for and why.

What your survey amounts to is low-cost marketing re-
search—all you pay for is the postage, printing, and staff time
to tabulate and analyze the results. You can ask as many ques-
tions as you wish, even personal questions as long as the sur-
vey is anonymous (which you won't want if you are using the
survey to help build your mailing list). The tighter you target
your survey, the more useful it will be for marketing research.
If, for example, your principle market is schools, you wouldn't
conduct your survey at a shopping mall. Instead you would
hand out questionnaires at conferences attended by educators
from your area, or you would distribute questionnaires directly
to the faculty mail slots at a local school.

If your questionnaire is well designed, analysis of the results
will tell you exactly what kind of people your target audience
is: the magazines they read, what services they want, how they
spend their leisure time, why they would want your services,
and so on. Actual design and administration of surveys is a
science in itself, and requires expert assistance. In addition it
is necessary to plan adequate staff tirne for administration and
scoring of the survey results; good design and use of a com-
puterized data base can help immeasurably here.

TIP: Include an introductory paragraph at the top of your
questionnaire telling people exactly why you are interested in’
their answers. The rationale you give should be completely
honest; there is no reason to hide the fact that you are trying
to give people the best possible and most relevant services to
meet their needs!

TIP: Create several different versions of your survey and test
each version with groups of at least 10, but no more than 30,
respondents. Score each version and analyze the data. This
procedure will help you to avoid errors which might otherwise
have reduced the usefulness of your survey.

TIP: The Japanese, who are such extremely competent mar-
keters, have a favorite way of doing market research. It is quite



simply, and quite elegantly, this: talk to customers. Lots of
them. On a regular, frequent basis.

9

Offer A Single Solution

The process of marketing your program will often include a
meeting at which you are asked, “What do you recommend?”
If you haven't theroughly analyzed the needs of the prospect,
you can begin by requesting a period of time to study his situ-
ation prior to making a recommendation. Once you feel you
have a good handle on what is needed, you can strengthen
your presentation by making a single, clear-cut recommenda-
tion for action. This will help to define and determine exactly
what niche you are filling in the marketplace.

Avoid giving a2 menu of choices which places the burden
back on your client; he is looking for a solution, not another
problem to solve. You will improve your standing as an expert
by making a single recommendation, and will find that
prospective clients are much more willing to contract with
you. They will have a better sense of your identity, and this will
help to build confidence and unambiguous working
relationships.

10

Monrnitor The Competition

Keeping track of what your competitors do can be extremely
helpful both to your marketing efforts and to your overall pro-
gram management. For one thing, competition can keep your
motivation to improve upon your services high. You can also
get good ideas from your competitors—after all, they are
probably smart and creative people also. Roy Kendall was the
leader of PepsiCo during the Cola Wars of the 60's and 70's,
from which underdog Pepsi emerged as the leading soft drink
producer. He said, “It has always been my goal to know my
competitor better than he knows himseif.”
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How do you get to know your competition? Here are sev-
eral suggestions:

1) Purchase the products of the competitor; go to their
workshops and other public events; observe carefully
and dissect what you see, try them out, and
brainstorm ways you can improve upon them,

2) Get on their mailing list. If they have several lists, get
on all of them,

3) Maintain a file on your competitor, and develop a
useful way to organize the information on it. Review it
periodically to consider what you can learn from
them, and how you can use this knowledge to
continue your campaign for program excellence.,

4) Informally survey your competitor's clients to
determine how satisfied they are with the services
they are getting, and why or why not. Listen to what
to they say, and be determined to be responsive.
Responsiveness to client needs and concerns is a
hallmark of programs that excel.

5) Have a social lunch with your competitor; you can
learn a lot about how a competitor thinks, and even
about their strategic planning, over a lunch. You may
even want to frankly exchange ideas about where your
agencies are heading, if the mutual respect for each
other's professionalism is strong enough.

11

Be Selective About Your Clients

When you begin your marketing campaign, it may not seem
wise to be selective about which clients you work with. It is
tempting to jump at any opportunity to build a new program,
especially when you are accountable to the “numbers game”
of annual objectives. But if you have taken the time to carefully



identify your primary market, some opportunities may turn out
to be liabilities.

Each time you say “yes” you commit a portion of your
most precious commodity—staff time. Do this enough, and
the day will come when the client you have most wanted to
serve asks you for assistance, and you are unable to deliver it
without breaking other commitments. Resist the temptation to
assign staff to projects which have little potential for meaning-
ful impact. A better use of staff time would be wooing the “blue
chip” client who can provide the best access to the most
beneficiaries, and who will commit additional funding to your
program to help it succeed.

Section C: Production Tactics

12

Make A Strong First Impression
A first impression is usually lasting. People usually form their

opinions of you during the first three or four minutes after you’

meet. Therefore, it is important that you use this time to your
advantage, to form a strong, positive first impression.

Like any art, the first impression can be improved with
practice and conscientious application. Phyllis George, former
Miss America, reminds herself before going into any room to
“flash them pearly whites.” It works for her; it can work for you
also.

Part of your job as a program marketer is to help your staff
become aware of how they impress others, and to help them
learn to use the first impression strategically. To accomplish
this, you might consider these group exercises:

1. Remember a person who immediately made a
favorable impression on you when you met. What did
that person say? What did that person do? Describe
body language, clothing, setting, and so on.
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2. Brainstorm a list of specific behaviors (body
language, social behaviors, words, and phrases) which
would tend to make a good impression on someone.

3. Take turns role playing a first meeting. What feels
congruent, and what feels forced and artificial?

4, Discuss whether “artificial” behaviors are worth
practicing until they feel natural. Identify a skill that
each participant has which at first felt artificial, but
which now feels natural (e.g. Driving a car, making
eye contact when shaking hands, etc.)

If you frequently make presentations at conferences or to
public audiences in your community, have a strong pre-
sentation. For many in your audience, your presentation will be
their first contact with your agency or the service you have to
offer. They will evaluate the entire agency, or the benefits of
yoror service, largely upon how well you present.

13

Remember and Use First and Last Names

An awkward moment which you have probably experienced
recently: greeting someone who you have previously met, but
whose name you have forgotten. This awkwardness can so sour
a situation that your marketing efforts towards the individual
involved become more likely to fail.

There is a simple way to avoid this: until you are absolutely
certain that the other person knows your name, begin each
conversation with a reintroduction. Use your first and last
names. It may be helpful to offer a business card as you do so,
especially if the spelling or pronunciation of your name is dif-
ficult or complicated. Not only will your prospects remember
your name better, but they will probably repeat theirs as well.

o



14

Build A Modern Toolbox

Computer technology has given us new tools which not only
simplify many marketing tasks, but provide us with the oppor-
tunity to implement strategies which were previously inacces-
sible. If you do not have someone with computer expertise on
staff, you would do well to begin cultivating it in yourself or in
a technically-inclined staff person. You should become com-

petent in these types of applications:

1. Word processing: Useful for bulk mailings, for
creating a professional appearance in documents,
and for standardizing formats for business letters,
billings, and other documents, Absolutely essential
for serious grant writing efforts.

2. Databases: A simple (*flat~file”) database is essential
for mailing list management. A good one will dra-
matically decrease the time needed to keep a list up~
to—date, and will provide tremendous flexibility for
creating different kinds of mailing labels and mail-
merge set-ups.

With a relational database you can develop compre-
hensive information management systems which in-
clude data on clients, staff time analysis, and auto-
mated billing procedures. Relational databases are
complex, and are not usually necessary. If you do
need one, it is often more cost—effective to hire a
consultant to develop one for your needs, than to
invest the training and time in having a staff member
learn how to structure and program one.

3. Spreadsheets: For creating financial models, such as
program budgets, and maintaining financial records.
We have seen spreadsheets used to track staff time,
help to determine how to allocate resources, and to
track client billings. Some generate excellent graphs
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from the data you enter, and these graphs can be
used to generate visual aids for workshops and
seminars.

15

Master Desktop Publishing

In the last four years a new, extremely powerful communica-
tions phenomenon has swept the country—desktop publishing.
There are several ways in which the marketing strategies of
service-oriented agencies have been affected.

e Print material which has been produced in—house
(rather than at a printer) looks much more professional when
done on a desktop publishing system with good page-layout
capability and a laser printer. So many agencies are using
these systems now, that documents not produced on a desktop
publishing system tend to look unprofessional by comparison.
These include business letters, funding proposals, flyers, forms,
overhead transparencies, slides, workshop handouts, and so
on,

e Programs with desktop publishing systems are able to
dramatically increase production of printed promotional and
educational matevials. This affects not only the marketing
strategies of an agency, but also it's service objectives and the
way in which these objectives are accomplished.

e A new set of skills is now required within a prevention
agency. There should be at least one person on staff with these
skills, which include knowledge of typography, graphic dasign,
and computer software and systems. At least one prevention
agency, the Prevention Resource Center of Boulder, Colorado,
bas a full-time desktop publishing specialist on staff,

» If you are not using a desktop publishing system, you are
at a competitive disadvantage. You should seriously consider
investing in one. A good system can be purchased for about
$9,000, including computer, monitor, hard disk drive, laser
printer, and software. Training expenses will boost this figure,
but will be much lower if you invest in an Apple Computer sys-
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tem than if you invest in an IBM or IBM—clone system. Visit a
local computer retailer and ask for a demonstration of desktop

publishing.

16

Test Products And Services

This is a fundamental rule of marketing: Always test your prod-
ucts. What this means is that prior to commiting yourself to of-
fering a particular service or distributing a specific product,
test it out on a few clients or prospects first.

If possible, test several different versions. This applies to
virtually any service you offer:

» Newsletters and brochures: design and content

e Logo

e Program Name

» Fundraising Letters

e Workshops and Seminars

e Curriculums

e Visual Aids

e Consulting Approaches

¢ Sales Pitches

» Surveys, Tests, and other data collection instruments.

As a part of the contract under which this manual was pro-
duced, we conducted a needs assessment survey. Prior to
mailing the survey instrument to our entire mailing list, we
created three versions of it and sent each version to a differ-
ent set ¢f ten randemly-chosen names from our list. This al-
lowed us to determine which version yielded the best return
rate. By entering the data from each version into a computer
database, we were also able to make adjustments to the form
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Formaﬁy Set High Standards
We have ¢bserved repeatedly that many prevention programs
have low %tandards. They hire substandard staff with substan-
dard skills, produce substandard products, and provide sub-
standard services. Their impact is, naturally, substandard as
well. Suppose you are able to create a great marketing plan
and successfully conduct the promotional phase of a market-
ing campaign. What will the long-term outcome be if you then
provide sloppy or ineffective services?

Recocmmendation: Ask yourself how your program mea-
sures up. Compare it to other prevention programs you are
familiar with—both local and remote. Do you find that you
have a list of reasons why the quality of your services is not as
high as those of others? List your reasons—write them out in
detail. Once you have a list completed, put a heading at the
top: EXCUSES FOR MEDIOCRITY.

Granted, you may be saddled with circumstances that you
cannot easily control; local funding politics can provide many
examples of this. But if you are a dedicated program marketer,
you will systematically create opportunities to overcome each
excuse you have listed. It .nay take years to do it, but you will,
because you know that in the long run, it is the quality of your
programs, products, and services that will determine’ how ef-
fectively you serve as an agent for positive change.

Areas to focus on for quality control:
o Staff skills and professionalism

» Products (sound theoretical foundation, practical to
implement, built-in evaluation opportunities,
packaging, training and upgrade support, aesthetic
appeal, etc.)



 Services (workshops, seminars, consulting, etc.)

» Client Service (response to expressed needs,
complaints, requests, etc.)

» Record Keeping

e Receivables Billing

18

Package Your Products

Packaging is one of those intimidating words that marketing
professionals with MBA degrees from Stanford use. Don't let
that put you off. For drug prevention programs, packaging
simply means how you create a context for the success of your
product. We recommend that you carefully define how each
service that your organization offers is packaged, and see if
you can improve upon it.

For example, an effective curriculum package might
include:

e Careful attention to design details, including
typography, paper printed on, choice and use of
colors, graphics, binding, visual aids, and other
learning tools;

e Informative and compelling advertising;

e Research during curriculum development to verify
effectiveness and practicability;

e Training for teachers and other curriculum
implementers;

e An upgrade policy to give curriculum users access to
new materials as they are developed (which, of
course, implies commitment to continuing
development of the curriculum);
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e Guarantees and recourse for complaints about the
curriculum training (e.g. “Your money back if not
completely satisfied™);

e Feedback instruments (e.g. postage—paid, mail-in
surveys) to solicit input and evaluation from those
who use the curriculum;

» Free “Demonstration Packets” which contain one
lesson with visual aids, and a supply of order forms;
these packets could be mailed upon request, and a
toll-free number provided to make such requests
easier;

e and so on.

The Friday Nite Live Program has developed a very strong
package. Not only is the graphic design excellent, the logo has
helped to build identity. Research has supported the
program'’s claims of effectiveness, and the equipment used to
make audio-visual presentations is top—notch. In addition, the
program offers a variety of ways for youth and schools to
become involved, easing access to the program.

You can see how a strategic approach to packaging a single
product will increase it’s attractiveness and the likelihood that
it will be widely received and implemented. It is important to
point out, however, that there are some points listed in the ex-
ample above which are so important that failure to achieve
any one of them practically guarantees failure of the whole
enterprise. And that's why you cannot afford #not to carefully
consider your packaging strategies.

19

Use Research To Build Credibility

The most fundamental component of your marketing strategy
should be program effectiveness. If you say you are going to
prevent drug abuse, your actions should in fact contribute to
this goal. But let's face it: as a profession, we don't have much
of a track record. As one prominent prevention consultant de-



lights in reminding us, “Prevention specialists are experts at
failure.”

Well, that's changing. A plethora of new research is emerg-
ing which is guiding the field by demonstrating what works,
and what doesn't. A difficulty is that the credibility of many of
the traditional, “common sense” prevention approaches is
not surviving the scrutiny of research. For example, prevention
programs that rely solely on school-based “drug education”
curricula generally have no significant impact on drug use re-
lated behavior. Often these are the programs which are most
appealing to those who lack prevention sophistication.

Three suggestions:

1) Regularly review the research. Make sure you and
your staff are up-to-date. There are publications
which summarize research and make this easier—the
Prevention Pipeline published by the Office of
Substance Abuse Prevention is an excellent and
affordable example. You might assign an individual
staff member to be your “resident scholar” and
allocate a portion of time to reviewing research and
reporting findings at staff meetings. Conferences can
also be excellent sources of information.

2. Plan your programs accordingly. This is common
sense, but it can take substantial courage to do so.
Strategies which work tend to be more complex to
implement, and to require greater commitment of
time, money, and other resources. Because of this,
the task of convincing clients and fundors to use
them can be formidable. This task is <ven more
intimidating when part of your message is that the
programs in which they already have a great deal of
investment are of questionable value. Yet it is our
professional and ethical obligation to provide true
leadership in prevention. And that means giving up
the occasional sacred cow. Be guided by the
conviction that, in the increasingly competitive
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prevention market, those who are guided by research
will in the long run prevail over those who aren't.

3. Incorporate prevention research findings into your
marketing materials and sales presentations. This
enhances your credibility and helps guide the
decisions of those who your programs benefit.

20

Train and Evaluate Staff

Well-run organizations have products that are in many ways
similar. Your program may be providing a school-based pre-
vention program, and will therefore be in direct competition
with other competent and capable concerns that offer com-
peting products. In this case, the winning factor is often the
people.

It is the people in your organization who provide the de-
tails that add up to create your image. So naturally it is impor-
tant to pay very close attention to your recruiting and hiring
process to make sure that you get good people.

However, simply having a good hiring process is not
enough. You must also build some quality control into this
very important part of marketing. That's why marketing pros
insist on effective employee evaluations. These evaluations
must be based on clear performance objectives, and must be
conducted on 2 regular basis.

There was once a program in my area that offered excel-
lent services. When their prevention specialist left, they hired
a replacement who was very personable and seemed quite
competent. The trouble was, he never delivered what he said
he would. Clients all over the county were getting burned by
his empty promises and half-finished products. The supervi-
sor saw that some effort was being made, but she never set any
concrete performance criteria, and since the employee was so
personable she found it difficult to mount any real pressure to
change his performance standards. Predictably, clients even-
tually started looking elsewhere for services.



21

Integrate Evaluation Into Your Program

A vital element of marketing is the continual gathering of in-
formation to assist with making marketing decisions. One im-
portant arena of data is evaluation of your program effective-
ness. You should include in your marketing and management
plans an effective strategy for program evaluation.

There are many resources which describe the “how-to” of
program evaluation (see bibliography). Once you have gath-
ered and analyzed evaluation data, you must decide how to use
it. Naturally, you will seek ways in which your programs and
services can be improved.

For marketing purposes, program evaluations present some
unique public relations opportunities:

* You can mail an evaluation report to your client
mailing list, highlighting the positive findings;

¢ You can frame negative findings as “opportunities for
continued program development,” this strategy turns
potential liabilities into marketing assets.

e Local media are likely tc be interested in some of
your evaluation findings. Prepare a media release to
share them.

TIP: A meaningful evaluation can be very time-consuming,
and therefore expensive if you are using paid staff time to
conduct it. Check with a nearby community college or univer-
sity to see if you can locate a student who would be interested
in conducting your evaluation as a Senior Project or a Masters
Thesis,

22
Create Aesthetically Pleasing Products
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The aesthetics of your products are what create the subliminal
impressions which guide the purchasing decisions of many of
your clients. Steve Jobs, who led the team which created the
Macintosh computer, spent many hours studying the designs
of luxury cars and other high-ticket consumer items. He was
dedicated to the idea that a product should not just be easy to
use, but should be designed to give the user the pleasure of the
art connoisseur.

If you can apply this idea to your services and products, they
will practically sell themselves. Consider the “look and feel” of a
Friday Night Live show. It's not just a powerful and effective
message; with its powerful visuals and moving soundtrack
audience members enjoy it aesthetically as well as intellectually.,
How many other prevention programs can make the same
claim?

Because of this, the many details which go into the compo-
sition of your whole product should be carefully selected so
that they are complementary, visually appealing, and er-
gonomically useful.

The art.and science of typography offers many useful
lessons in this regard. Typographers are driven: by the goal of
creating a printed sheet which will maximize the chances of
capturing and sustaining the attention of a reader. Of course,
good copy is needed to achieve this. But even the best copy
can be rendered unreadable if it is poorly set. So typographers
have learned how to control the most minute details of the
printed page. You can learn from them.

When production of the California Prevention Network
Journal began, the editor spent many hours studying the craft
of typography, page layout, and basic graphic design
principles. He then applied what he had learned to the design
of the journal. He knew that my investment of time had paid
off when he received a call from a colleague, a substance
abuse librarian who is inundated daily with materials relating
to substance abuse prevention. She told him that she picked
up a copy of the journal with the intention of skimming it
rapidly. However, she ended up reading it cover to cover. This



was a tribute not just to the quality of the articles the CPN
Journal contained, but also to the details of design which were
completely subliminal to the reader. The unifying factor in
these design elements: quite simply, aesthetics.

23

Be The Real Thing

Be who you really are. Everybody is tempted at times to put
on act to try to impress someone else. But in program pro-
motion that is a deadly mistake. People will see right through
you, and will learn not io irust you.

Some of the marketing ideas in this manual may seem
contrived to you; perhaps these are the ideas that do not “fit”
who you are. However they may be opportunities for you to
broaden your skills. Smiling does not come naturally to me.
When 1 sat before a photographer for a recent portrait, the
photographer required that I smile into the camera lens, and
that felt very forced and ungenuine. But as 1 practiced, the
smile began to come more easily and naturally.

What is not genuine today can be tomorrow if we inten-
tionally seek to broaden our skills and enhance our personal
resources.

Section D: Pricing Tactics

24

Keep Records of Expenses and Activities

It is common in counseling programs to rnaintain client
charts which detail a treatment plan and progress made by the
client towards goals. This excellent system can be adopted by
prevention programs. You can make a file for each client, and
organize 2 filing system which all prevention staff can have
access to. Among the many items this file could include:

» Records of sales contacts;
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Copies of correspondence;
Memos of telephone conversations;
Copies of contracts for services;

Intelligence, such as documents describing the client
organization (brochures, annual reports, etc.).

A “Personal Profile” form which contains informa-
tion on key decision makers, such as resumes (ask for
them) and notes on birthdays, children, hobbies, etc.
This include pet projects, pet peeves, and notes on
language to use when working with them. For example,
in our area some people insist on using the terms,
“alcohol and other drugs; program participants;
primary prevention.” Others respond only to the
terms, “substanice abuse, clients (or patients); health
promotion.” Choice of terms is frequently made for
political or philosophiral reasons; when this is the
case, you would do well to respect the choices which
have been made.

Names of receptionists and others who control access
to decision makers.

Develop your own system, be creative, and keep it clean
and ethical (e.g. 1o not include information about individuals
that you think they would prefer to remain confidential—apply
the golden rulel). You will find that your staff feel better pre-
pared, that details are more coherently and accurately re-
membered, and that your services to your clients become bet-
ter organized and therefore more effective.

25

Know Exact Costs for Each Service

We have found it very helpful for our marketing strategies to
know exactly where our resources are being used, and what the
costs are for each type of use.



One procedure for tracking this information is based on a
daily time study completed by each staff. The staff person
completes a simple form which indicates how many quarter
hours are spent on what kind of activity, and under what con-
tract. The form is fashioned so that the data from it can be
easily entered into a computer spreadsheet. This spreadsheet
is formatted to provide a monthly summary of time allocation
and client billings.

The benefits: when you know what your costs are, you can
be sure that the fees we charge are within a reasonable range.
And you can spot those programs and services which don't
pull their weight by producing a reasonable amount of
revenue compared to the expense of providing them. This
doesn't mean you must automatically abandon those
programs, but it does help you to evaluate exactly how they fit
within your mission statement, program goals and the scope
of services which you provide.

26

Encourage Client Investment: Charge A Fee
Prevention veterans remember the old days when prevention
was almost entirely school-focussed, yet we practically had to
beg and pass a loyalty test before we would be allowed on a
school campus. We were perplexed when we saw the very same
schools hiring consultants who charged substantial sums for
similar services (although related to different, “safer” sub-
jects).

An important principle was being overlooked: people in
our culture tend to value more that which we must invest in;
that which comes for free is seen as of little worth, And the
more we spend, the more we value the product. A corollary is
the more you charge, the more valuable your product will ap-
pear. This is so important that one top consultant claims that
pricing is the most important single act of a change agent.
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In the 1980's many prevention agencies began to charge
fees for services. Those that did immediately discovered many
benefits, only a few of which are listed here.

s Increases in program revenues;
e Enhanced client commitment to prevention projects;

e Enhanced sense of client ownership for program
management and effectiveness;

Simplified transfer of project management from
agency to client;

Improved staff moral and commitment to
professionalism;

e And, surprisingly, much greater access to clients.

A caveat: When you charge a fee, the client expects quality
and professionalism. Deliver it. You will only sell an inferior
product one time,

27

Pricing—A Key Strategic Marketing Act

Setting a specific price for your product is difficult. It is also
one of the most important marketing actions you will ever
take. For this reason, it must be done thoughifully and strategi-
cally. There are many factors to take into account, and you
must have a clear marketing strategy to guide your decision if
you are io be effective.

Among the most important of these factors are:

e What segment of your market is the specific product
geared to?

e What do sirnilar products cost?

e What amount of funding is available to those who will
make the decisions about purchasing your product?



e Is what you are selling intended to be a one-time
purchase, or is it intended to be purchased as part of
a package of continuing services and products?

e Must your product pay it's own way, or do you have
other funding which subsidizes it?

Charging a premium price is not necessarily a problem. It

can help to build a perception of quality. It can also help to

maintain standards. For example, the audio visual equipment
used for Friday Night Live presentations costs local chapters in
excess of $10,000. The program’'s promoters provide the
specifications, so there is no scrimping on this item. This built~
in pricing factor helps to guarantee the program’s success, as it
results in uniformly quality presentations. Kids like their rock
and roll loud, and Friday Night Live can deliver the volume.

TIP: Most products sell better if the price is slightly odd—-
for instance, $105.60 instead of $100.00. This includes set fees
for seminars, consulting services, and other curriculums and
other common products of prevention programs. The same
principle applies to negotiable fees. Say you are negotiating
with a school to provide one day per week of prevention
consultation for a 35-week period. Your goal is for the school
to reimburse you at least $150 per day. Rather than beginning
negotiations with a nice round figure like $200, begin with
$207. You will fare better in most cases, and may come away
with a better agreement than you had hoped for, provided
your negotiating skills are effective.

28

Renegotiate Contracts
Timing is of critical concern when renegotiating or extending
a contract. Here are some proven tips:

* Renegotiate when your client is happiest—not when
the ccntract is due to expire, This may be very early
in the life of the contract.
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e Do a “mood check” prior to introducing the subject

of renegotiation. If you have reason to believe that
your client is under stress or unhappy, be patient and
postpone and reschedule the discussion.

e Take advantage of failures or poor work by your

competitors by approaching your client when they
are most disappointed, and thus more likely to
consider changing providers.

¢ Choose your place carefully when you are closing a

deal. The worst place is your client's office; a better
place is in a coffee shop or during a lunch
engagement,

e Do not require a written agreement at the time you

negotiate the contract. Some details will remain fuzzy;,
that is natural. However, you can seize the initiative
by following up with a letter in which you detail your
understanding of the agreement you reached. While
this leaves the door open for further negotiation,
chances are the final deal will substantially follow the
details as you set them forth in your letter.

e When a key contact within a client agency is leaving

that agency, try to extend your contract before the
contacts departure. Also, ascertain whether your
contact will provide you with new marketing
opportunities in his or her next job.

e When a client agency hires a new executive, approach

him or her about a new contract, or extending an
existing one. New executives are often anxious to
assert themselves and make a mark, and may be
particularly receptive, especially if their reference
checks on your organization confirm your excellent
reputation,



Accept Credit Cards

Make it as easy as possible for your clients to purchase your
services. If you provide workshops or seminars, or if you sell
educational materials, you will increase your clientele by al-
lowing them to pay by credit card. This strategy requires fairly
significant volume before it becomes cost-effective. Contact
your bank to learn how to get started. An additional tip: if you
design simple registration forms and provide a postage-paid
envelope or card, you will increase your clientele even more.

30

Accept Barter

When negotiating a contract, remember that cash revenue is
only a part of the equation. Do not miss out on other oppor-
tunities for your program tc improve it's resources.

For example, a contract with a school district could include
many kinds of non-cash payoffs to your agency. You could ask
for them to allow your staff to attend district in-service train-
ings. A local district in our area has repeatedly covered costs
for our staff to attend multi-day prevention conferences in
distant cities. A district may be able to supply office services,
such as reproductions and typing pools. You may be able to
obtain surplus furniture (graciously decline if they are offering
junkD or office space. For one of our publications, we realized
that our client could not afford to increase the amount they
were paying for our services. What they could provide, how-
ever, was advertising space. We renegotiated so our fee in-
cluded three columns of advertising in each issue.

This approach allows a client to spread the cost of con-
tracting with your program across several line items. It also
helps to build deeper partnerships than a purely cash contract
would.

31
Know When to Cut Your Losses
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Sometimes an idea just doesn't work. For example many pre-
vention professionals have attempted to capitalize on research
findings which show how effective parenting can prevent sub-
stance abuse, Many a parenting workshop has been planned,
prepared, and promoted, pnly to die a spectacular death.

Why?

Perhaps it is because it is very difficult to get any but the
best parents to attend parenting workshops—and they are not
the target group. Yet many of these agencies keep trying, per-
haps because a few have succeeded and the others hope to
capture the successful formula which the few apparently ap-
plied. However, it is important to remember: there are many
strategies which can be used, and if your staff are spinning
their wheels with little positive outcome it may be time to cut
your losses and walk away from failure. By financial criteria it
makes sense to do so. By marketing criteria it more than
makes sense—the last thing you want the public to do is to
perceive you as a failure.

Are your present programs working, or not? If they are not,
you need to make a judgement call. They may simply need
better marketing, in which case just one or two of the ideas in
this raanual might make the critical difference. Or they may be
dead iorses, and all that you will accomplish by beating them
is to stir up the flies.

32

Know When To Resign A Contract

There are several situations in which resigning contracts can
benefit your overall marketing posture, It is important 16 know
when to resign a contract, and how to resign a contract,
Equally important is the will to do so.

When to resign a contract:

1. The best time is before entering into an agreement. If
you know that all of your rescurces are already
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committed, and that the new contract will not
provide you with the necessary funds to purchase new
resources, then “just say no.” 'This is also important if
the services required are outside of your area of
expertise, making it difficult for you to meet your own
quality standards.

2. When completion of the contract demands behaving
in a way that conflicts with your ethics, or contradicts
your vision of the purpose of your program.
Continuing in these situations sends mixed messages
to your clients at best, and at worst can seriously
compromise your best resource-—your reputation.

3. When you find that you are overcommitted, and that
there is no possible way to either renegotiate the
contract or to deliver on your promises.

How to resign a contract:

1. First, try to renegotiate; you may be able to come to a
new agreement which is more favorable to you?

2. If renegotiation is not possible, resign promptly and
in writing. Of course, it is important that any written
contract you enter into contain an escape clause
which allows you to do so.

3%

Diversify Your Services And Income Sources
Many agencies start with a single contract or funding source. If
you are in this position, it will benefit you to develop new
funding sources. By doing so, you avoid becoming dependent,
giving a single funding source the powe? to make or break your
agency. The cost of this dependency is loss of freedom—free-
dom to criticize, to experiment, to try new ideas, to be cre-
ative, and to be cantankerous. Effective prevention requires all
of these at times. When you have 2a single funding source you
constantly risk becoming a fawning, subservient entity.
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Budget for Marketing Activities

This idea is so basic, s6 fundamental, and so essential, that it
bears repeating. If you are serious about marketing, you must
support your marketing efforts with a budget.

It is not necessary to budget a huge amount of money; as
Jjay Conrad Levinson points out in Guerilla Marketing Attack,
“Others can outspend you in every arena of marketing that
money can buy. But they can't outspend you in marketing are-
nas that money can't buy. They can't always out-think you. If
you can put up the time, the energy, and the imagination, you
can gain the same marketing leverage that others get by
putting up megabucks.”?

That's an important concept to remember and to apply.
But do not be fooled into thinking that this means you can get
by with no budget. Use the annual marketing plan form in this
manual to help you build a budget to support your plan.
Research every single cost item—usually it only takes a phone
call—and then manage your marketing campaign so that you
stay within budget. But bave a budget!

How much is reasonable? Five percent of your total pro-
gram budget is minimum. Ten percent is better. A really ag-
gressive amount would be 15% or higher. You will have to cre-
ate a budget which fits your situation, your mission, your pro-
gram goals, and your marketing campaign.

35
Establish A Foundation to Build Assets

Your agency can benefit by establishing a separate foundation.
The Turning Point Foundation, established by Turning Point

1: Levinson, Jay Conrad: Guerilla Marketing Atiack. Houghton Mifflin
Company, Boston, 1989,



of Central California, Inc., was established for the sole purpose
of supporting Turning Point programs.

Here's how it works: first, most cash donations go to the
foundation, rather than any one of the agency's 19 programs.
Second, whenever a program needs expensive equipment
(which most funding contracts won't allow) the foundation
purchases it and leases it to the program. This way the money
spent on leases strengthens the agency by building an inven-
tory of equipment, which, when paid off, can continue to be
leased to programs, thus building cash assets. Third, when a
program needs to purchase a facility or property the agency
can acquire it through the foundation. This way the agency
builds its real assets, instead of building the assets of land-
lords.

Be sure to work closely with an attorney who is knowledge-
able about non-profit corporations and charitable foundations
when you establish your foundation. It will take some time for
the assets of your foundation to build to a significant amount,
but once they do the increased access to resources will benefit
not only your marketing efforts, but the financial security of
your agency as a whole.

Section E: Distribution Tactics

36

Coordinate Planning With Other Agencies

No agency can do everything. If we are to be effective we must
learn to plan our services so that they fit into a bigger picture.
And that bigger picture includes other prevention agencies,
including those with whom you are in direct competition for
funding and other resources.

Yet competitors can simultaneously be collaborators.
Often turf issues can be settled through a series of meetings,
and as a result agencies can define how the services of each
complement and strengthen the services of others. Once that

100 Tactics

85



Marketing Prevention: Strategies For Successful Program Promotion

86

has been settled, you may be able to collaborate on promo-
tional materials. For example, most areas have an agency
which produces a directory of programs, services, and access
information. This concept can be expanded to include
brochures, awareness campaigns such as billbcards, and even
telephone listings and yellow page ads. Success requires mutual
respect, the ability to negotiate, and a real commitment to
“the big picture.”

In California, the coordination of resources at the state
level has resulted in the Department of Alcohol and Drug
Programs, the Department of Education, and The Attorney
General's Crime Prevention Office working together to have a
positive influence on school-based prevention programs.

37

Offer Solutions, Not Prevention

It is axiomatic among marketing professionals that prevention
is almost impossible to seil to Americans—we want solutions.
So when you are promoting your services, think in terms of
how your client benefits—that is, what problems your services
solve for your client.

Often you can find research which provides lists of con-
crete benefits. For example, the TRIBES program promoted by
The Center for Human Development is a very powerful drug
abuse prevention strategy. But it is not promoted to prospec-
tive school staff merely as drug prevention. Instead the bene-
fits of the program are clearly listed: improved academic
achievement, decreased classroom discipline problems, and
so on. In a similar manner, student assistance programs could
be promoted on the basis of increased average daily atten-
dance (which translates, in school administrator language, as
“more operating money”), and lower drop-out rates.

Suggestion: As part of the overall development of your
marketing plan, you should certainly make comprehensive lists
of how your clients benefit from each of your services. Do this
in a brainstorming session with staff—and with a few clients. At



the end of this session you will have some excellent lists to in-
clude in your promotional materials.

38

Be Patient

Be willing to take the long view. A marketing campaign can
take months or even years to achieve the goals that set it in
motion. In fact, some of the best-designed campaigns are buil
to be run for up to 10 years.

Many of the goals of marketing drug abuse prevention are
long-term goals by nature. Gaining access to target popula-
tions; developing community networks and coalitions; identify-
ing and reducing environmental risks; changing public poli-
cies; reducing problems related to alcohol and other
drugs...there are no immediate miracles. Be willing to quietly,
consistently, and persistently campaign to gain that blue rib-
bon contract, or to win funding for a special project.
Remember the story of Richard Bach: 52 publishers refused
the manuscript of Jonathan Livingston Seagull. It was because
of Bach's patience and commitment to marketing his product
that the manuscript eventually became a phenomenal best-
seller that has touched the lives of millions of people.

39

Begin A Mail Order Business

People love to shop by mail; that's why so many mail-order
businesses are thriving. If you have built 2 good mailing list of
your clients you may be able to establish a mail-order busi-
ness. Not only may you increase your revenues, but you will
simultaneously be providing an important educational ser-
vice—access to up-to—date information.

There are several excellent publications which can guide
you through the process of establishing a mail-order business
(see appendix). Because most community-based agencies are
non-profit, you will want to seek advice from your attorney on
how to handle your “profits” and related details, such as taxes.
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We tested this idea by buying small quantities of books
from a popular mail order house. Because we purchased
quantities, we received a 15% discount. We then created a one
page “catalogue” which listed our offerings and provided an
order form. This catalogue was mailed to 400 names on our
list. The result: within four weeks we were sold out of some ti-
tles, while others sold only a few copies.

We learned several things from this experience:

1) It is important to allocate significant staff time to
managing a mail order business. When orders come
in, they must be filled, and that means someone has
to be available to work on them.

2) People will buy, and a huge mailing list, fancy
catalogue, and so on are not necessarily
requirements for success;

3) Inventory management is a key to successful mail
order—overstocking items which don't sell is a costly
mistake.

40

Offer A Grant Writing Service

If you have a talented grant writer on staff, here is a marketing
idea which can give your program a tremendous boost. Write
grant proposals on behalf of school districts and other com-
munity based organizations that lack the capability to respond
themselves. Offer this as a free public service; you can do this
if you negotiate including this service under your contract ob-
jectives with your present funding sources. After all, writing
successful grant proposals can help build effective programs
and healthier communties.

The grant writer has a tremendous amount of influence
over program design, and that means that you can influence
other institutions to adopt state-of-the-art strategies, and to
build programs which include effective linkages with the ser-
vices your agency offers. In addition, you will find that each



proposal you write offers opportunities to inclurde subcontracts
back to your agency. For example, if you were to write a pro-
posal for peer helping programs on behalf of a school district,
the proposal could include a line jtem for consultants to help
develop the program. You and your staff would, of course, be
happy to provide the consulting services.

At Turning Point Youth Services, we brought over $1 mil-
lion worth of new prevention programs into the county over a
three year period, and enjoyed over $250,000 of subcontracts
along the way. We also developed a reputation for consulting
effectiveness, and have become firmly positioned in our mar-
ket area as an important resource for prevention program
development.

41

Deliver On Promises

Deliver on promises. If you make a commitment to provide a
certain service or product by a certain date, do it. If you have
to spend nights at work, and pull a couple of 80-hour weeks, so
be it. Nothing breeds success like success; on the other hand,
failure can build a reputation which breeds more failure.

All of your marketing efforts will be worthless if the pro-
grams which they support and promote cannot deliver the
goods when the time comes. It is true that you can sell an
empty promise—once. But if you want to build a program with
lasting presence and maximum impact, you must do what you
say.
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Secticn F: Advertising Tactics

42

Pay For Excelient Design

The appearance of your letterhead, business cards, brochures,
advertisements and presentation materials (slides,
transparencies, etc.) communicates a powerful message about
your professionalism. That is why bigh~quality graphic design
should be an important element of your marketing plan.

You may have someone on staff who is a talented designer;
in that case, it is worth considering allocating enough time,
tools, and training to use that asset effectively. However, most
agencies use the services of a graphic design firm. When you
have a marketing plan completed, call your designer and make
an appointment to review your design needs. Be prepared to
detail what your mission is, who your target audiences and
beneficiaries are and how you want your publications to affect
them. Be very clear that you are asking for a design which will
help you to meet your marketing goals.

Ask for help on getting all of your publications to work
together, through consistent use of design elements, theme
statements, and color. If you do not presently have a good
working relationship with a designer, look around at the pro-
motional pieces that other local agencies produce. When you
see something that you like, find out who designed it, and ar-
range a meeting. You will soon benefit from an important
boost to your overall marketing campaign.

It is helpful to create a design that will appeal to your
specific audience. When Friday Night Live staff were
developing their design themes, they spent some time
browsing in a local record store. They noticed which albums
kids were buying, and realized that these kids (this applies to
adults also) were in a habit of responding to certain types of
graphics. Now, if you carry a Friday Night Live card entitling
you discounts from local merchants, the typeface on the



TIP: A strategy for saving money is to hire an excellent
(and therefore probably expensive) graphic designer to do
your initial creative design, and then work with a less expensive
shop for your ongoing production needs. Tell the less ex-
pensive designer to use the themes that were established by
the more expensive firm.

43

Pay Attention To Detail In Business Letters
Business letters written by you and by your staff are evaluated
on far more than their content. Do they look neat? Is the for-
mat an accepted business format? Are there typographical er-
rors and misspelled words? [s the writing style clear, concise,
and grammatically correct?

These “little things” may make a much greater impression
than what your letter actually says. And it is the impression
made by thern that will be lasting, This is why the business let-
ter can accidentally become a major liability. You could be
doing everything right, and then send a sloppy letter to a
prospective client, who then sends you back to square one.

Some suggestions:

-

1. Brief your staff on letter writing, and brainstorm
reasons why format, spelling, and grammar are
important.

2. A program manager (or marketing director) can
personally screen all outgoing correspondence (or a
random, limited sample). When there are problems
use the opportunity for coaching the individual. After
a period of screening correspondence, give
recognition 1o competent staff by allowing them to
send letters without previous screening. Monitor
quality by requesting copies of all correspondence.

3. Type up a sample letter which models a consistent
JSormat for all correspondence from your office. It
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should describe and visually demonstrate margins,
indentation, typeface and size, and other details.

4. Send staff whose work relies heavily on writing to
workshops on business writing.
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Mini-Brochure Business Cards & Other Tips
Your business card can be an extremely flexible, inexpensive,
and effective marketing tool, if you know how to use it to it's
full advantage. Here are a few tips:

e As a miniature brochure: simply list the services you
offer on your card. Some organizations resort to a
double-sized, folding card to accomplish this, but
with good design and a measure of austerity it is not
necessary to do so. You can also put a brief mission
statement on your card.

» Clip your card to your correspondence. That way
people will place it in their card files, and you will
therefore be more accessible to them.

» Suggest a response on your card, such as calling a
telephone number to receive a complimentary copy
of a brochure or a sample of a product.

* Many companies produce business cards in Rolodex
form.

e Have your cards prominently displayed in your
reception area,

e Always take plenty of cards 