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It’s been quite a while since publishing the original best-selling book ‘Just Tell Me What To Do – Easy Marketing Tips For Small Business‘. In fact a little over 11 years have come and gone. During that time I have continued to work directly with owners of small and medium-sized businesses all over Canada and the United States.
Much has changed in the small business community. For starters, it’s grown dramatically with 95% of all businesses in Canada and the United States being classified as small or medium-sized.
The distinction between micro and larger more established small and medium-sized businesses is widely accepted by most companies targeting the ‘small business market’ today. This means suppliers of all kinds of products and services recognize the significant differences in their respective needs and have created distinct offerings to suit the unique requirements of these separate and distinct groups.
The internet now allows a business owner of any size, the ability to compete globally or more efficiently and effectively locally. What might have cost a company a million dollars to develop software for their business is likely available online for $30 a month.
Three key topics currently top of mind with many people today are:
1. Starting a business.
2. Growing an existing established business.
3. Selling a business.
It’s not just young people entering the world of entrepreneurship. In fact the latest surveys show that Boomers (those born between 1946-1964) are the largest group to be starting, growing or selling a business.
There is a wave of very passionate entrepreneurs sweeping the landscape and Boomers are right there - up front standing beside other entrepreneurs of all ages. Starting a business, is the top trend among Boomers today.
It’s not always about money. In some cases the drive behind working in a small business comes from a desire to create a new challenge, developing a passion project, or helping a spouse, child or friend with their business.
Many new entrepreneurs today, both young and older, are far more experienced in business having come from a corporate life prior to starting a new business or having sold a business and choosing to start something new. They are seasoned, better equipped to start or grow a business than the start-ups of the past two decades.
The New Retirement Is Not About Slowing Down
We now have a whole generation of entrepreneurs, who if you told them a few years ago they would be starting a new business in their 50’s and 60’s you would have been met with ridicule and been subjected to their visions of a glorious stress free retirement.
The corporate Boomers had planned their retirement based on funds socked away over a lifetime. As for the Boomers with businesses, thinking about selling at some point in time when they were ready to retire was too far off in the future.
Well, for many members of the Boomer generation the past few years has been a rude awakening. For some reason, things didn’t work out the way they thought it would. The cost of living keeps rising, retirement funds have been decimated and businesses are not easy to sell for what the owner knows it is really worth.
Start-Down: The Opposite Of Start-Up
Ten years ago business owners kicked tires and spoke to a few friends and maybe some professionals with experience in selling businesses, and then put it all on hold. They never really thought seriously about selling their business or considered they might not know what to do when the time came.
Having worked directly with hundreds of owners of small and medium-sized businesses over the years and spoken with many more, I am disturbed by the number of entrepreneurs who do not have an exit strategy in place to sell their business.
Add to that the incredible amount of business owners who are willing to let their businesses go for well under what they could be worth. They are taking business advice from their lawyers and accountants and letting their baby go for 1, 2 or 3 x earnings based on a volume of sales well below what it could be.
What they are not being told is that a marketing program to support the sales team could translate into selling an $8,000,000 business instead of their current $4,000,000 enterprise. You’ve put in 10, 20 or 30 years into creating a business and now you’re letting it go for nothing and without a fight, shame on you.
For those entrepreneurs fortunate enough to already be running established businesses you may have picked up this book because you know your business is worth more or could be of more value to a prospective buyer. You might have a date in mind for selling or you may just wish to start moving in the direction of an exit strategy.
Successful sales of businesses are based on annual sales and profitability. You will require at least 3 years of steady growth regardless of the age of the business or how well it performed in the past.
Buyers are interested in today and tomorrow. A successful sales and marketing program can be a big part of enhancing the selling price.
I’ve worked with hundreds of small and medium-sized businesses and the bulk of them have been challenged in recent years. What might have been a company with $15,000,000 in annual sales is now coasting along at $10,000,000 annually and happy to be doing that.
It’s a new world today and significant change is required to survive. The last thing you want to do is sell the business you have nurtured for one, two or three decades and get a fraction of its real worth. Good luck in proving its value, without sufficient sales.
You may be thinking about the direction your business has been going lately and considering a change to generate growth. Part of that change could be getting back to your passion. The reason you got into the business in the first place.
If you have an established business, consider returning to why you got into the business in the first place. Get in touch with what you were passionate about and determine how to get back to doing the things that you can’t wait to do each day.
Where Do You Go From Here
Email, Websites, Social Media and Social Networking have become a key part of the marketing mix. But I caution you to remember it is part of a mix that should include traditional marketing. So many naive entrepreneurs are quick to run to the next new thing, they lose sight of the tried and true dependable methods at their disposal. Just today I received my ‘paper’ copy of a well-known national small business magazine and inside was an advertising insert from Google. Traditional methods blend with new media and here comes the future.
This book is for start-ups, start-downs (in the process of selling your business) and anyone who wants to take their established business to the next level. It was originally written as a marketing tips book but as I reread it and prepared my thoughts for this updated version I realized it offers so much more. You will find advice and ideas that go beyond marketing.
Together we will reach into sales, management, idea generation, business growth and more for the answers you need to succeed.
Just Tell Me More is not designed to be an in depth explanation of any one specific component of the long list of traditional and new media options available to you. Today there is no shortage of information available on the internet that will provide very detailed descriptions for every conceivable and sometimes inconceivable marketing tool.
I wrote this book as an overview of many of the most common marketing tools you will likely utilize to grow your business. I’ve tried to provide you with enough direction and insight to look at your marketing with some level of comfort. There is nothing to fear when you focus on your objectives, communicate them clearly, consider your options, source several potential suppliers for each component of your marketing mix and hire good people. Oh yes and continue to test and update any marketing tools you choose to use.
This is not a feel good motivational or get rich quick book. There are no shortcuts or quick answers to marketing your business. It takes an investment of time, consistent effort and money. The good news is the rewards can go well beyond what you might imagine your business could ever do.
Realizing that much of the basic thinking of my first book ‘Just Tell Me What To Do’ is not only still valid but actually even more pertinent to today’s business owner operator, I decided to call this new version, with additional sections, updated stories and checklists, ‘Just Tell Me More’. I hope you will keep this book close at hand and refer to it often.
So power through the challenges, have fun, get excited every day, be amazed by your success and know that you are being true to yourself when you are doing what you’re passionate about.
“It’s up to you now. I know you can do it.” A2E
This book is dedicated to my special entrepreneurs Adam and Alyse and the many family, friends, clients, suppliers, associates, readers and fellow business owners who have taught me so much about business and life.
A special thank you to Linda Lou, the one person who has contributed more to the enrichment and enjoyment of my life than I could have ever imagined was possible. I can’t wait to see you in the morning and look forward to living the rest of my life with you.
“It’s all possible when you stop standing in the way of your own success.” A2E
UNDERSTANDING AND MANAGING YOUR MARKETING
Marketing is a major driving force for fuelling the growth of your business. Many great ideas have not achieved the success they deserve because too few people know about them. You may have a great product or service but if prospective customers don’t know about you, they won’t go looking for you and may never have the opportunity to enjoy the benefits you offer. Equip your business with a solid marketing program, make sure you have covered all the bases, and reap the many rewards available to you.
Remember, marketing is not just a way to quickly start your business or a temporary fix for it. Marketing is an integral part of the continuing success of a business. Competitors enter the market, tastes change, and customers can become restless or lose their loyalty as quickly as they originally developed it. Marketing is the first aspect of your business that requires outside attention and it never ceases to require ongoing attention. Use marketing to keep your business active and never allow yourself to be in a position where you need marketing to revive it. Marketing should be used daily as a proactive tool to continue building your business and to overcome obstacles.
The following examples illustrate the important role marketing plays in the success of a business.
Story 1: Smart Thinking Turns A Problem Into An Opportunity
A sign in the window of a convenience store boldly stated ‘‘No Change.’’ The store had been inundated with people seeking change for the subway or for parking, and the owners felt that it was better to keep them out of their store.
By posting the sign, the owners were effectively driving away new business. If they had taken a more positive approach, they would have seen a great marketing opportunity, not a problem.
If the people seeking change were viewed not as a nuisance but as potential customers, a completely different strategy could have been employed to bring in new business.
What the owners could have done was equip themselves with a supply of change and posted a large sign reading ‘‘Change Available.’’ It is likely that many of the people who initially came into the store looking for change could have become regular customers over time.
Story 2: Marketing Separates The Old Ways From The New
Tom and Joe are brothers who grew up working in the family business. Tom is conservative and, in his own words, not very creative. He chose to stay with the older, established company and continue in his parents’ footsteps, running the business as his father did for the past forty years.
He had no desire to change anything and felt that if he continued to run the company the way his parents did, he would have a nice lifestyle and hopefully be able to pass the business on to his children. Tom was not a marketing-oriented businessman.
Every year, he followed the same marketing program, conducted seasonal sales, developed the same brochure (substituting a few new products), and worked with the same sales reps his father had employed for many years. Tom felt that if you built a good product, the customers would find you.
Joe, on the other hand, knew that there was more they could do with the business. He wasn’t sure what needed to be done, but he realized that marketing would play a large part in the future success of their business. Joe spent a lot of time out on the road, talking to customers, finding out what competitors were up to, and looking for new opportunities.
Joe often returned from sales trips and trade shows brimming with ideas. He told Tom that they needed to expand their marketing efforts to include new media and a social media program. But Tom insisted that they were doing enough marketing and had no reason to change. Sometimes when a business has been successful, the thought of new activities seems to be an unnecessary expense.
Unfortunately a business owner can wait too long, until the market requirements and competitors catch up to them and it’s then too late.
As time passed, the conflict with Tom became unbearable for Joe. He recognized the opportunities for the family business but knew that his brother would not change. Joe decided to start his own business. He knew that marketing was more than a brochure and the occasional sale. Over the years, he had learned that there are two key components to marketing:
1. Creating and using the various tools available.
2. Managing the marketing program from original strategy and design to the finished marketing materials.
Joe planned to stay in the same kind of business as his family. His first major commitment was to ensure that his business would be marketing-oriented.
He researched opportunities, became familiar with new marketing techniques, and established a long-term relationship with a marketing professional, who helped guide him and establish a team of suppliers to cover traditional, new media and social media marketing. Joes’ strategy included using the best of the established methods and continually testing new marketing methods.
Eventually, Tom’s business stagnated, sales barely kept up with expenses, and profits became a thing of the past. While Tom was suffering, Joe became more successful than even he had dreamed he could be.
Joe hired a marketing consultant. Together, they developed a solid sales and marketing strategy, embraced new technology by establishing a strong database, and conducted ongoing focused communication with staff, suppliers, customers, and prospects. They developed and updated sales tools on an ongoing basis to keep their sales force and customer service staff equipped with the latest in marketing weapons.
In time, Joe absorbed the family business into his own. Tom stayed on but acquired a new appreciation for marketing. Joe continued to manage the marketing efforts and his company grew large enough to create their own internal marketing team. Joe creates the company vision and the entire company carries out that vision.
These cases demonstrate how marketing plays a key role in the success of any small business. Ignoring the advantages that a structured, well-thought-out marketing program offers could put your business in jeopardy. Make use of experts, try to benefit from their years of experience and keep up with the newest techniques.
“Success or failure doesn’t randomly happen to you.
You have a large say in when and how much.” A2E
23 Marketing Tips For Avoiding Small Business Failure
Lists like this one are usually made up of financial reasons for the failure of a small business. Unfortunately there are also many sales and marketing reasons. Fortunately, there is a positive step that can be taken for each one that will greatly increase your chances for success.
1. Face Your Weaknesses. Failure to face up to your weaknesses and a lack of effort to take advantage of your strengths can keep your business in a no-growth mode.
Take two pieces of paper and list your company’s strengths on one page and its weaknesses on the other. Note the ways you can make your staff, customers, prospects, and other business associates aware of each of your strengths. On the page of weaknesses, identify steps to correct each problem. Discuss the points with your staff and develop a schedule to address them. No it’s not really as bad as you think.
2. Take Action. Talking about the great marketing program you have been developing and following through with it are two very different actions. Implementing the program is the key to marketing success. Plan all you want, but be prepared to act on all the steps you have identified. Don’t be surprised to discover that there are some steps you hadn’t initially considered.
3. Accountability And Responsibility. Understand the difference between accountability and responsibility. Make sure your staff and suppliers recognize that by accepting responsibility, they are accountable to you and to the rest of the company. It is now their job to get the assignment completed.
4. Don’t Play At Business. Don’t play at being in business. It is not a hobby or a pastime. Think about the message you are sending to your staff, suppliers, and customers. A genuine commitment to the customer and to the success of the business will get you through difficult times. It will also pave the way for much success in the future.
5. Avoid Ad Hoc Marketing. Struggling from one idea to another without thinking your complete marketing story through will typically end in one failure after another. Prepare a program for the year or at least for a complete season. Build on previous efforts to ensure continuity.
6. Seek Employee Buy In. When your staff does not support your marketing program, you are usually destined for failure. Get them involved early in the planning process and incorporate their ideas.
“These actionable tips are the responsibility of everyone who works with you. Make sure they know and understand them.” A2E
7. Appreciate Every Customer. A complete disregard for customers is a sure sign that a business is failing. There is nothing more irritating than walking into a business or past a booth at a trade or consumer show and discovering that the person behind the counter is having a personal telephone conversation or reading the paper. Immediately, you are made to feel like you are interrupting. Customers should be welcomed into your business and greeted with your full attention.
8. Spot Trends. Recognize trends, changes, marketing mistakes, etc. A new trend that is different from your product or service is a terrific opportunity to present something new to your customers. New ideas also refresh your staff.
9. No Egos. If you suffer from the ‘‘not invented here’’ syndrome, fix it right away. Great ideas can come from anywhere and from anyone. Limiting yourself to ideas created only at your company is like viewing life through a very narrow lens. Seeking outside assistance and not listening to it is equally dangerous.
10. You Don’t Know It All. The assumption that all of your ideas are right just because they were ‘‘invented here’’ is also dangerous. You may know your business better than anyone else but you don’t know everything. Seek outside help.
11. Control Sales Staff. Lack of control over sales staff will result in missed opportunities and wasted hours. If your sales reps have little direction or support, they could be selling to whomever they choose. Often, they spend much of their time with existing customers and miss large new opportunities. Develop specific sales plans with your reps and review them regularly.
12. Create Tools. If you don’t create proper sales and marketing tools for your staff, you will make their jobs much more difficult. Arm them with well-thought-out selling tools and train them to use the tools effectively.
13. Keep Tools Impressive. If the sales tools you have are unimpressive, out of date, poorly conceived, or lack strategy or focus, they are damaging to sales opportunities. Work with your staff to prepare useful selling tools.
14. Prepare A Realistic Budget. Don’t force your marketing group to live with a low or non-existent budget. Be realistic about your expectations and provide appropriate funding to increase your chances for success.
15. Don’t Try To Spend Your Way To Success. On the other hand, if you spend too much money on marketing, you may not get value for your investment. Carelessly spending dollars on marketing does not always guarantee sales. You may need to rethink the media and promotional offers that currently make up your marketing program. Introduce a social media program that starts with a real strategy and has the manpower to execute it over a sustained timeframe. At least 2 years and if possible forever.
16. Promote Your Website & Social Media Pages In Traditional Media And Within Each Other. An important lesson recently learned by many participants in the internet is the need to go outside of it to traditional media. Aside from producing a well thought-out website and social media presence, the key to success on the net is to let your target group know where your site and social media pages are located. Add your web address and social media pages to all of your communication materials: business cards, letterhead, invoices, flyers, packaging, and cross promoting between all your social media etc.
17. Answer The Telephone Properly. The habit of not answering the telephone properly or having an uninformed person answering it for you can be damaging. Customers and prospects become frustrated when they can’t get answers to their questions. Train your staff well and equip them with the most up-to-date information. If they shouldn’t be answering the telephone, don’t let them.
18. Don’t Lose Orders. They are so hard to get these days how can you even think about losing them. The problems of lost orders or orders not completed on time can be easy to resolve. Create a step-by-step fulfilment process with checking systems to make sure that an order is controlled from beginning to end.
19. Promote Yourself. Some business owners believe that the product or service they offer should be as irresistible to others as it is to them and that customers should just come to them without promotion. Not promoting yourself will only serve to keep your business a secret.
20. Encourage Others To Promote You. It is just as important to encourage others to promote you. If someone else has a clear understanding of what your company does and who your target group is, they can help to promote you. Develop a brief statement that identifies who you are, what you do, who you do it for, and why you are different from competitors. Make sure that anyone who may be representing your company to prospects understands this message.
21. Face Negative Word of Mouth Head-On. Negative word of mouth statements can have a devastating impact on your sales, far beyond one or two unhappy customers. Solve the problem quickly and win customers back. Those customers will be your best salespeople.
22. Use Resources Around You. The failure to use readily available resources can lead to wasted opportunities. Seek out government self-help offices, associations, consultants, internet sites, and libraries. Talk to customers and suppliers and study your competitors.
23. Be Better Than Competitors. Don’t just try to be as good as the competition, be better than them, offer something different, provide better service, etc.
What Is Marketing?
In its broadest sense, marketing encompasses many elements. Marketing includes how you answer the telephone, correcting the spelling in your correspondence, and the use of words and graphics in the brochures and flyers you hand out. How you answer LinkedIn questions and what you put out on Twitter and Facebook.
Marketing takes on many forms including, but not restricted to: research, decision making, customer service, supplier relations, sales calls, planning, rethinking, constant re-evaluation, late night deliveries, early morning presentations, brochures, business cards, advertising, trade and consumer shows, marketing plans and programs, lead generation materials, sales presentation materials, social media, direct marketing programs, database development and management, telemarketing, print production, public relations and publicity, strategic alliances, sales training, marketing training, the internet, newsletters, corporate identity/logo design, sales meetings, and much more.
The essence of marketing is very simple: it is saying the right thing to the right person at the right time. However, knowing what to say, when to say it, and who to say it to is much tougher. Saying those things while building a relationship with a prospect over a long or short period of time is the key.
The Purpose Of Marketing
The purpose of marketing is to focus your business and to promote it to others. As the owner/operator of a small business, you have two responsibilities. You need to develop a marketing program and to manage the execution of its elements. If you don’t market your company, you may miss out on the success you were looking for.
Marketing can be your greatest asset or the one thing you neglected to do while you were telling yourself that you were too busy running the business.
Marketing affects everything you do and can be addressed in any activity you perform for your business on a daily basis. Start by becoming aware of marketing and the many roles it can play in the process of building a business. Use this knowledge in every area of your business to carve a road to success.
The Differences Between Sales And Marketing
In a small business, you often wear both the sales and the marketing hats. What is the difference between sales and marketing? Marketing researches the opportunity, prepares the strategy, produces the tools to inform the prospect, and places the potential sale on the table. The salesperson works with marketing to confirm the opportunity, contribute to the strategy, use the tools to inform the prospect, and move the opportunity off the table and into the cash register.
It is important to maintain objectivity when marketing. Include others in as many stages of the process as possible. They may see something you don’t see or add ideas you haven’t considered. That way, mistakes can be minimized and opportunities can be maximized. Every day, new and exciting elements and challenges are being tossed into the marketing mix. There is no reason to be overwhelmed by all of these choices. Seek professional advice from marketing suppliers or go to seminars and workshops. There are many qualified marketing resources to guide you through this exciting jungle.
When Does Marketing Start?
Marketing starts long before you create a brochure or an ad. The minute you have the first inkling of an idea, you must start researching the target group, the competition, and the need for the product or service.
Integrate this information within the product or service, packaging, price, distribution, communications tools, and every discussion you have about the product or service from that moment on.
Marketing is not restricted to tangible items such as brochures and signs; it is something you do on a daily basis with every action you take. If you are talking to customers or rearranging your furniture to make the customers’ experience more enjoyable, you are affecting the success of the business and performing a marketing action.
Story 3: They Were Marketing And Didn’t Realize It
Fanone International is a successful hairdressing salon owned by two brothers. For the past few years, they have talked about marketing. The brothers haven’t developed any specific marketing tools yet, but they meet regularly and plan to do some ‘‘real marketing’’ soon.
The fact that they have not yet created the standard marketing tools, such as brochures and ads, does not mean that they have not been developing and executing a marketing program. The Fanone brothers have been thinking about their business from a marketing perspective and have recognized that marketing is necessary to the success of their business. Their marketing is under way.
A few years ago, they moved the location of their salon and took full advantage of the opportunity to create a new and exciting environment for their customers. The new salon was so interesting they were featured in an industry magazine. They also participate regularly in hairdressing shows, as featured presenters, to increase recognition of their company name. They have reached a level in their profession that many competitors would do anything for. They have accepted offers from manufacturers to represent certain lines of products.
The Fanone brothers were very specific about the type of employees they hired, seeking people with a good attitude toward the business and customers. The brothers want to make sure that they are building the best possible team in order to take full advantage of future, more traditional and new media marketing efforts.
A continuing discussion revolves around the demographical and psychological profile of the customers they want to attract. The atmosphere they have created in their salon is of utmost importance.
The Fanone brothers regularly review the history of the salon and its past sales. Where did they make money and where did they give it back? What aspects of the business provide the most satisfaction? Are there cycles to the business with up and down times? Can they create promotional opportunities to smooth out the business over the year?
Are they taking advantage of the latest technologies? (Setting appointments on-line through the Internet is an interesting possibility.) Where do they want to take their salon in the future? What lessons can they learn from other salons (anywhere in the world) that are a few steps ahead of them? Can they identify and model themselves after a successful salon (or chain of salons) that is in a position in the marketplace that they want to be in?
The brothers continually review competitors’ literature to assess their position in the marketplace, promotional offers, target group identification, and product endorsements. These small business entrepreneurs want to know all they can about their immediate competition in their neighbourhood and around the world.
They participate in various hairdressing shows, making sure that they are featured onstage demonstrating the latest in hairdressing techniques in order to consistently reinforce their position as a leading-edge hairdressing salon. Despite all of these activities, when they are asked whether they are conducting a marketing program, they answer that they are still preparing one.
These two hardworking, thinking entrepreneurs have recognized the importance of marketing and are determined to take full advantage of it. In fact, they are already marketing their business. Every day and through interactions with customers, suppliers, and staff, they are marketing their business because they are aware that every day and every interaction is another opportunity to fine tune their marketing efforts. When they decide to start a more traditional marketing program, they will be well prepared for it. Although these days who is to say what is traditional and what is new?
Enough Talk, Let’s Get Started Already
You may have an established business that you wish to move to the next level or, like many people today, you may be considering the possibility of leaving the relative security of a steady job and venturing out into the world of self-employment. Perhaps your spouse or a close friend is in this position. Regardless of the situation, it is typical for someone who has made the commitment to build a business to ask him or herself (and anyone who will listen) a key question: How will I find new clients/customers?
People are faced with the sobering thought of having to market their companies in order to obtain business. This stumbling block can keep an aspiring entrepreneur from realizing his or her full potential. Marketing shouldn’t be holding you back. If approached properly, it can be a key tool in achieving great success.
11 Ways To Get Your Marketing Started
1. Talk To Other Entrepreneurs. Talk to them about how they started a marketing program. You are not the first person to do this. Others have gone before you and are usually willing to share their experiences. Lessons can be learned and costly mistakes avoided.
2. Don’t Get Overwhelmed. Acquire a basic understanding of marketing to avoid being overwhelmed and to help reduce the fear and anxiety that occur when you enter an unfamiliar area. Read books on marketing and take marketing courses. Become familiar with marketing terminology and activities.
3. Start Thinking Early. Begin the thinking process early, before you make any purchases or hire any marketing help. Waiting until you need to do marketing can be too late. Do as much advance work as possible. Research your target group, your competition, the potential of your ideas, and the services you’ll offer. Start the marketing process by determining who you are and what you are selling.
4. Set Realistic Expectations. Ask yourself if your expectations are realistic. Discuss this issue with your family or business associates to arrive at a set of expectations that they can endorse. In establishing a reasonable initial financial goal, consider a 10% increase in sales as a starting point, and remember to factor in additional costs for new marketing materials. Be prepared in case this goal takes longer to reach than you expected it to.
5. Be More Aggressive. Visit existing customers and prospects. Present new ideas and be objective, honest, and realistic about what you can do and who you are. Don’t promise too much. As mistakes are inevitable, it is useful to make them early and with smaller potential customers. Don’t take it personally if you are rejected. People may be reacting to the way you have presented your company, or they may not have a genuine need for your services. Either way, there is a valuable lesson to be learned.
6. Qualify Leads Carefully. Listen to what prospects are saying and not what you want them to say and be very realistic about their intentions. Many promising businesses have failed in their infancy because an entrepreneur thought a positive response to his or her idea meant money in the bank.
7. Develop Alliances. Join up with other small businesses that complement your products or services. They could provide much-needed leads and act as part of your support system.
8. Get Ongoing Advice. Look for a mentor or group of advisers to provide guidance. Seek out those who are familiar with the business you are in. Their experiences can help you avoid some of the pitfalls of running your own business.
9. Be Computer Literate. Review your computer equipment and software and learn to use them. You don’t want to be scrambling to learn new software at the last minute when you’re trying to produce a letter or proposal or send out a mailing.
10. Prepare Marketing Tools In Small Quantities. Prepare marketing tools understanding that you will likely need to revise them as you go. Have business cards and letterhead produced in small quantities. Do not produce homemade cards, as they can be perceived to indicate a lack of commitment to the idea on which you are attempting to base a business.
11. Work Hard, Play Hard. Have fun and don’t let the new aggressive approach consume your life. Make time for family and friends. You will be amazed at how much more energy and clarity of thought you will have if you maintain a balance.
“Tools for success are easily attainable. First you have to recognize the need and then do something about it.“ A2E
DON’T STOP NOW, MARKETING IS ONGOING
Marketing Is NOT A One-Shot Effort
It is an ongoing responsibility. If you want your business to succeed, you will have to continue to try new things, learning from mistakes and successes. Marketing can work to make the public aware of your business and to generate initial sales, but don’t make the mistake of resting on your laurels. The buying public can forget about you as quickly as they learned of your products or services.
Story 4: We Don’t Need To Advertise, Everyone Knows Us
Sheila opened a theme restaurant a few months ago. She was fortunate to receive coverage from local newspapers and even managed to be interviewed on television. She planned to get as much free coverage as she could and did not budget for a longer marketing program. Customers came and complimented her on her unusual theme, restaurant decorations, and the coverage she received from her initial marketing efforts.
After a few months, the novelty began to wear thin and the traffic dropped off. Sheila had told customers and the media that she would be continually adding new exhibits and expanding the dining facilities to accommodate larger crowds so that when they came back, there would be plenty of surprises. She couldn’t understand where all of the customers went. They seemed to have had a good time on their first visit and had promised to come back.
Sheila didn’t count on the short memory of most customers. New restaurants open daily and all of them have their own unique appeal.
Sheila had planned to extend her success by nurturing repeat business. Unfortunately, she was placing the responsibility for her success with her customers and didn’t recognize that the real ownership for marketing was in her hands.
She should have prepared an ongoing marketing program to announce new exhibits to existing customers and to entice new prospects. When traffic dropped off rapidly and Sheila couldn’t afford to add new exhibits, she put expansion plans on hold.
A few patrons returned as they had promised and found nothing new in the restaurant. Sheila soon closed the doors and what might have become a promising business ended in disaster. Unfortunately, she underestimated the value of marketing.
11 Tips For Continued Marketing Success
1. Know Your Target Audience. Understand members of your target group thoroughly, including their attitudes toward the services you offer (e.g., is the purchase of your product or service important, fun, or a necessary evil?). What motivates them, excites them, and makes them want to come back? Be honest and clear about your target group. It is not all adults or all females or all females with blue eyes. Get as close as possible to the core of your target audience and know who is really buying your product or service. Create a mental picture of your customers. See them clearly and make sure that anyone involved with your business has the same picture.
2. Be Up-To-Date On Your Competition. Be completely up-to-date on your competition. How are your competitors marketing? Are they spending more on marketing than you are? Are they spending less? What kind of results are they getting? Know what your competition is going to do before they do it and prepare yourself. Learn from their mistakes and their successes.
3. Set Clear Objectives. Determine where you want your marketing efforts to take you. Is it your objective to maintain the business you have with minimal growth, just enough to make up for any customers who leave? Or do you want to grow your business? Do you want to develop a highly successful system that could be franchised? Or do you have a short-term plan to develop your business rapidly in order to sell it quickly and profitably? It’s much like painting your house before putting it on the market for sale.
4. 20% Of The Effort Equals 80% Of The Results. Review past sales figures and understand the 80/20 rule. Typically, 20% of your customers will represent 80% of your sales; likewise, 20% of your effort will deliver 80% of the results. Check your accounting records now!
5. Create A Marketing Plan. Have a written marketing plan. The old expression ‘‘If you don’t know where you’re going, any road will take you there.’’, has never been more true. Every day you are faced with new challenges and opportunities. If you don’t have a road map it is very easy to drift for a long time never quite succeeding.
6. Develop A Sales Plan. Develop a realistic sales plan. Know what you want to achieve and where the sales will come from. Adhere to a defined sales process and follow up at each stage of the process. There are many books and courses that outline well-defined sales and marketing processes. Find a process you believe in and follow it loyally. Consider what you need to do in sales versus what you want to do.
7. Be Up-To-Date On Your Industry. Be as up-to-date as you can on your industry and on your customers’ industry. Vertical industry publications will help keep you informed of trends and opportunities. They usually do an annual year-end wrap-up and make predictions for the future. If you want to know where your industry is going, this is a great place to start. (This is a really valuable tip as these publications do the research for you.) Talk to suppliers, customers, and even your competitors.
8. Identify New Technologies. Identify new technologies that will enhance your marketing efforts. Contact management software, voice mail, fax broadcasting, email, cost-effective low-run four-colour printing, and the internet make competing with larger companies much easier.
9. Put The Customer First. Put your client/customer needs before your own. If you put your customers first, they will notice and remember it at decision making time. It helps if you love what you do. Customers want to be with winners, and loving what you do will get you through the tough times.
10. Have A Point Of Difference. Be clear and concise about what product or service you offer and how yours is different from your competitors’. Make sure your marketing efforts consistently reinforce these differentials.
11. Re-Evaluate Your Business. Constantly re-evaluate your business. Every meeting, presentation, and discussion you have about your business is an opportunity to re-think what you are doing. Challenge every aspect of your business and make it better every day.
“You’re not in this alone. Make sure to have others handling day to day marketing tasks.” A2E
USE MARKETING TO REVIVE YOUR BUSINESS
Your business could be generating solid sales, as in Story 5, or weak sales, as in Story 6. To some owners, these scenarios are acceptable, while to others, they represent missed opportunities. In both cases, these businesses require a marketing push to achieve more sales.
Story 5: A Going Concern
A business had been a going concern with a concept so strong that it had franchised stores nationally throughout Canada and was moving swiftly into the U.S. So far, success had been achieved with very few marketing materials. Given the company’s success without marketing, its management believed that the possibilities with marketing were very encouraging. After fifteen years in business, the company prepared and executed its first professional marketing program. After a six-month development process and much internal discussion, the company prepared the initial marketing tools.
Some franchisees took a ‘‘wait and see’’ approach. Other stores began to use the new tools and sales took off immediately. The head office quickly moved ahead with the development of additional marketing tools and most franchisees quickly adopted them.
"Some business owners recognize opportunity, by way of change, and are not afraid to embrace it. Others see no reason or are frightened of the unknown. Which one are you?" A2E
Story 6: Plodding Along
A business has been plodding along for the past twenty years. In the early stages, it had moderate success. Lately, the owner has spent a small portion of his time on building sales. The company has reached a plateau at a level that is much lower than it should be.
The owner is at a pivotal point in the company’s development and has two options: He can try to sell the company as it is, take the money, and devote his energies to other interests, or he can attempt a marketing turnaround, giving the business a much-needed shot in the arm and a fair chance at success. With increased sales and positive growth projections the owner can sell his larger business for more money.
"This is one of the biggest questions on the minds of business owners today. Do I stay small or do I grow? It's up to you." A2E
The Marketing Turnaround
Start with a realistic assessment, develop a solid strategy, invest the money and prepare a marketing program. Then execute that program to deliver the sales results you deserve. YES it’s worth the investment.
This process is not a quick fix. If you do it quickly and have the wrong motives, unrealistic expectations, and no help, you may find yourself in deeper trouble than you were before. If you take your time and do it right, you’ll get the results you are looking for.
Companies can reach a comfort zone where success is defined as steady sales or not losing business. Aim for reaching out of the comfort zone.
11 Marketing Tips For Reviving Your Business
1. Seek Outside Help. Seek objective, outside professional help. If you do the marketing yourself, you will likely take your eye off the day-to-day running of the business, cause unnecessary anxiety, and either keep your business where it is or hurt it further.
2. Rethink Your Business. Think again about current customers, competition, industry changes, and technology. Even rethink the type of business you are in. Many successful businesses have managed to stay successful by moving with the times. They saw that the needs of their customers were changing and acted accordingly.
3. Assess Your Company’s Current Status. Put everything on the table, both the good and the bad. Include areas of the business you are proud of and problems you wish would just go away. Address issues relating to staff, products and services, location, profitability, and new business development.
4. Keep Some, Change Some. Determine what your customers like about you and what they would like to see changed. Be honest with yourself.
5. Maintain Objectivity. Emotion has no place in this process. To achieve a successful marketing turnaround, you must do what is best for your company. This may mean letting long-term employees go or finding new suppliers.
6. Review The Past. Look carefully at your past marketing efforts, successes, and failures. If you are running a marketing program but cannot justify its expense with increased sales, consider cancelling it or placing it on hold. Successful marketing turnarounds stop the bleeding quickly.
7. Review Competitive Activity. Often, a new entry in a market will use new marketing techniques and follow new thinking to achieve sales that you didn’t know were possible.
8. Look At The Staff. Take time to review existing staff in light of the plans you are preparing and the growth you are seeking. Many companies that have set out on a path for success have been thwarted by staff members who didn’t agree with the new ways or were actually afraid that the company would succeed. The last person you expect to come forward will be the first to say goodbye. People can be resistant to change. They like things to stay the way they are. If you need new people, clearly identify the skills required and begin the hiring process immediately.
9. Be Flexible. Be flexible and prepared to adjust your marketing plan as new opportunities and challenges arise.
10. Persevere. Perseverance is an absolute must. If you give up too early, you may fall short of the great success your business was destined for.
11. Be Quick. Speed is essential in turning a company around. While you were planning and executing the marketing efforts, your competitors may have been taking advantage of the opportunity to move in on your customers.
Why add to your heavy workload by writing a forty-page marketing plan? Because it will help you run your business better. The plan will help you to analyze what you’re selling, to whom, and how. But that’s just the beginning. A marketing plan can help you develop the right image, keep and grow markets, and even point out the areas where you need to get more information. It also communicates your vision of the company to your employees.
And bottom-line thinkers should note that it is becoming more common for banks to ask for both marketing and business plans before they extend credit. Think of it this way: you wouldn’t drive to Florida without first tracing the best route. Your business shouldn’t be without a road map or as some refer to it – a treasure map, either. Your goal is to keep your marketing ship going in the right direction and to make sure that anyone working with you is on board. If they are not rowing with you, they are rowing against you. Swimming alongside is nice, but it doesn’t help the ship move faster or stay on course.
Story 7: Cruising To Success
An international cruise retailer wanted to create a new division for group and incentive sales. But by the time she found room in her schedule to work on it, the biggest meeting and incentive travel show of the year was just sixty days away. It seemed too short a time to produce the brochures, ads, and forms she needed to collect leads and to make proposals. But a detailed marketing plan paved the way.
The marketing plan indicated that to grab the attention of target customers — corporate meeting planners— the retailer would have to mount a sophisticated campaign that showcased her cruise expertise. With that goal in mind, marketing materials were developed quickly, underwent minimal revisions, and were finished on time and on budget. The polished presentation at the show signalled to cruise lines and competitors that a serious new contender had arrived.
More importantly, it impressed hard-nosed meeting planners. The new division signed three large accounts that were worth more than $1 million of incremental business.
This story has a happy ending. However, without a marketing plan, the short sixty-day preparation time could have easily veered off track. The retailer risked producing inappropriate or amateurish materials that might have done more harm than good. The marketing plan raised the tone of the campaign, kept it on a strategy, and made it effective.
Story 8: Success Through Preparation And Shared Expenses
A company specialized in renting and selling large screen TVs. A pioneer eight years ago, it now faced growing competition. Large flat screen TVs were readily available from many retailers including television specialty retailers and warehouse stores.
The real opportunity was in home theatres and office presentation rooms. To build these types of facilities required experience and expertise. The company had to act quickly to establish its name firmly in consumers’ minds before it lost the advantage of being first. It began to prepare a marketing plan by researching its target markets.
Market research showed that the best prospects were men and women who owned their own businesses. They were candidates for purchasing multiple units at one time. A large screen TV enriched their leisure time at home and could be used for presentations and to show instructional videos to employees at the office.
The marketing plan identified a distinct difference between them and their competitors. The companies’ purpose built showroom was a much better environment to demonstrate the range of products it carried, from home units to boardroom calibre large format TVs. The opportunity was in reinforcing its position as an expert in this field; major competitors, such as department and appliance stores, were now carrying the smaller versions of large flat screens but did not possess the same level of experience and expertise they did.
The marketing plan outlined a clear objective: to get as many prospects to their showroom as possible. The strategy was to invite prospects working within three miles of its showroom to join the staff for cocktails and to view a special event on a very large screen TV in one of their purpose built theatre/presentation rooms.
Many different events were offered from live sports to movies, special television series events and award shows. They were combining a leisure activity with a business function.
During the planning process, the owner realized that funding for this type of promotion would be more costly than he had budgeted for. He decided to enter into promotions only if he had a partner, preferably a supplier, to help defray some of the costs. A supplier made the best partner as it would have only the retailer’s interests in mind: the more successful the retailer was, the more units the supplier could sell. If another retailer had been a partner, they would have probably focused on their own business.
The owner presented his marketing plan to several suppliers. A major supplier liked the party concept so much that he offered to chip in $15,000 plus additional funds based on a percentage of sales (commonly called coop dollars). If the owner hadn’t recognized the resources at his disposal, thought the program through, and detailed his plan in writing, he might have missed a chance to mount a very effective marketing effort. The owner plans to offer joint-promotions to other suppliers as part of his strategy to enlarge his client base.
Suppliers are often approached by their customers to share the costs for a marketing program. They cannot say yes to every opportunity but must evaluate each idea on its own merits. The first thing they look for is a commitment to the concept from their customer, in this case, the owner. Having the promotion written out and presented in a logical, detailed manner helped the supplier to get the funds approved by his company and to make the final decision to participate. If the owner had not prepared a marketing plan, the supplier might not have agreed to provide funding.
In my experience, millions of dollars are often left on the boardroom table as many small business owners don’t even bother to ask their suppliers for assistance. You don’t get if you don’t ask.
Story 9: Five Heads Are Not Always Better Than One
Five partners are embarking on a new venture to sell a skin treatment product one partner discovered in another country while on holiday. They’re dreaming about future riches but not asking themselves the hard questions that a good marketing plan would pose:
Who will use the product?
Which distribution method will they use to sell?
What competition do they have?
What do aestheticians think of the product?
How do they intend to market it?
How much will it cost to sell?
And the list goes on.
None of the five partners have experience in marketing or in the beauty business, but they are ready to plunk down $5,000 each to buy inventory. They would be better off investing in a marketing plan first to find out if their business could succeed before spending money on inventory. Without a marketing plan, they won’t understand the risks they’re taking and may waste a lot of money and time.
5 Steps For Developing A Marketing Plan
You can plan and operate your business more effectively with a well-written marketing plan. The five steps below will help you devise your own. If you can answer the questions and follow the recommendations, you’ve got the basis of a useful, effective marketing plan that will help you understand your company’s strengths and weaknesses, the market you’re targeting, and the risks you face.
1. Get An Overview
2. Analyse The Market
3. Outline Your Marketing Strategies
4. Target Your Communications
5. Map Out Your Action Plan
Step 1: Get An Overview
What is your company’s size and how is it evolving? Is it small but aggressive, established and repositioning, or somewhere in between?
What service or product do you market? How large is the market for your product or service? Is this a long-term opportunity or are you operating with a short window period?
Who is your customer? Where are you selling? Where are your profits really coming from? For example, if 20% of your customers are giving you 80% of your sales, do you know how to find more customers like that 20%? Spend your energies where they’ll pay you back the most.
What kind of risks are you taking? For instance, could you be caught after Christmas with thousands of dolls? Could retail prices dive and force you to sell below cost? Consider ways to combat the most likely downsides.
Consult people you think can contribute good ideas to your business. The more people you talk to, the better. Consult your management team but don’t forget grass roots input. Talk to your staff, accountants, suppliers, customers, consultants, even your competitors.
Step 2: Analyze The Market
Analyse industry trends to know where your business should be headed. Read vertical industry publications for direction. What are your company’s strengths and weaknesses in its market segment?
Define your target market in detail. For example, a moving firm might only pursue corporate clients in the Vancouver area who have offices of at least 5,000 square feet and are moving not more than 100 miles away.
Find out how many competitors you have, what their strengths and weaknesses are, and how likely they are to retaliate with their own marketing campaigns. Could they promote a lower price or offer better service, more features, or better payment options? What would you do to counter their attack?
Examine client case histories to find out what caused past successes and failures so that you’ll do a better job next time.
Look for ideas outside your trading area. Read trade publications and attend trade shows to learn what similar businesses are doing outside of Canada. They might have a fresh way of doing things or you may learn from their mistakes.
Step 3: Outline Your Marketing Strategies
Set expected deadlines to break even and to make profits. Then set marketing budgets and timelines accordingly.
How will you distribute your product or service: through retailers, resellers, affiliates, alliance partners, commission sales, or salaried staff? What will it cost? Be specific and realistic about your long-term and short-term goals. Is this product or service a major investment requiring bank assistance or can you finance it with private funding?
What kinds of selling tactics and tools suit your product or service: special discounts, gift-with-purchase, contests, promotions with other companies, or mail-order catalogues?
What customer service programs will you set up for order processing, inventory, delivery, payment, and warranties? How long will it take to establish them? What will they cost to operate?
How will you position your product or service in the market? What is its main selling point, low price or superior design? What markets will you start with and which ones are next? What will be your pricing and packaging strategies?
Step 4: Target Your Communications
Think about the message you want to send. Identify the hot buttons that will inspire your customer to say ‘‘Yes’’ to your business. Which tone is most appropriate: youthful, adult, trendy, humorous or conservative?
Which media will reach your customers: the Internet, social media, TV, print, radio, direct marketing, or billboards?
What do they cost?
Create a budget for each medium you choose and analyse the sales that result from each one. This breakdown helps you set priorities on where your marketing dollars will go first.
Step 5: Map Out Your Action Plan
How are you going to get all of this done? Assign certain tasks to employees with the skills and/or the time to help. Find out what outside assistance you’ll require: social media pros, printers, designers, photographers, consultants, etc. Then draw up a detailed list of tasks, participants, and completion dates.
Finally, stay flexible. What may seem to be the best course of action at first may not be so in the long run. Revisit your plan at least once every quarter. Update it regularly based on ongoing changes in your company, industry, or market to stay on course.
There is another area of marketing known as sales promotion. This includes special promotional activities like trade programs to sell more products to your distribution system, consumer programs for sales to users, sampling, discounts, two-for-ones, bonus packs, premiums, contests, cross-company tie-ins, and coupons of all types.
One key consideration when planning a promotional event is to be absolutely clear about who your target group is. You want to develop a program that appeals to a specific type of person. An extreme mountain bike may not be the best prize to offer to a target group of 75+ senior citizens. Like wise hockey tickets for customers buying high end women’s clothing could be a problem or at least not that attractive to them.
Sales promotions can be announced in the marketplace through email, social media, traditional media advertising, direct mail, or point of sale. Support materials include print or electronic coupons, promotional packaging, scratch and win tickets, magic ink cards, banners, T-shirts, hats, pens and much more.
8 Tactical Reasons For Developing Sales Promotions
1. Build Traffic At Point Of Sale. This could be at your store or office or a trade/consumer show.
2. Promote Trial Use of Products During Launch Phase. If you have a new product or service, you will need to create some excitement and to generate special interest in it.
3. Counter Competitors’ Tactics. Your competitor just started a new advertising campaign and customers are drawn to their special offer. You need to fight back and regain the attention of your customers.
4. Level Seasonal Sales Peaks And Valleys. Sales may seem to be on a roller coaster ride sometimes and you need to have more control over cash flow and inventory management.
5. Control Overstock Situations. The brand-new widget you imported is turning out to be a dud and you can’t afford to carry it indefinitely. It’s time for a blowout sale.
6. Gain Leverage And Stretch Your Advertising Budget. Use cooperative programs with other marketers whose products or services are complementary to your own (e.g., software and computers, swimming pools and water treatment supplies).
7. Complement Your Regular Advertising Program. Promotions add a new dimension as part of a multi-disciplined strategy.
8. Develop Your Customer And Prospect Databases. Not every business requires customers to supply contact information. A quick way to gather names of existing customers and prospects is to run a promotion and get them to fill out a ballot online or in person.
Organize Your Marketing With A Promotional Calendar
The busy season is near and as usual, marketing suppliers’ telephones begin to ring. The quiet season has come to an end and the business community begins to heat up. Business owners are panicking. They are waiting for the last minute to call and ask for assistance in the creation of an email, landing page, social media page, brochure, handout, or promotion. Trade shows are coming and seasonal specials are due. Business owners realize that the selling season is right around the corner but they do not have marketing and sales materials or even a plan in place.
Waiting until the last minute can cause you to miss opportunities by not capitalizing on special occasions. Every year, we experience the same Christmas, Halloween, and Thanksgiving specials. Industries conduct trade shows and networking opportunities abound.
Organizing your promotional efforts is a necessary part of the sales and marketing process. A promotion calendar is an efficient method for identifying and preparing your sales and marketing efforts. If you take the time to list and organize upcoming events, you will be better prepared to maximize your marketing opportunities.
“Failing to plan is really just planning to fail. Why would you do that?” A2E
Creating Your Promotion Calendar
Begin by opening a new spreadsheet, such as Excel or any comparable software program. Starting with the first Monday of the month, identify the next fifty-two Mondays across the top. On the left side of the page, list any event you think may require your consideration. Divide the list into categories. When you are finished, organize activities within each category by putting the earliest ones first.
Allow preparation time and look for opportunities to use the same materials over and over again. By creating marketing pieces for more than one occasion, you can save countless hours of work, extend your budget, and provide continuity over the bulk of your marketing program. You will end up with a quick visual representation of your upcoming year.
Share your promotional calendar with selected suppliers and ask them for special pricing. Suppliers are looking for organized customers who will move their products. If you can prove to them that you will be adding additional support to promote their products, they will go out of their way to help you.
List potential partners for cross promotions. Take them through your promotional calendar and incorporate the program into as many aspects of your plan as possible. Don’t forget to develop a system to track your efforts and to identify your successes and failures.
12 Ways To Use Your Promotional Calendar
1. Look For Trade Shows To Exhibit At Or Just Attend. Sometimes, walking through a show and searching for distributors or customers can be just as beneficial as exhibiting at it. Meeting with customers at the shows can be an opportunity to spend quality time with them out of the office. This is also a great opportunity to research your industry, identify new innovations or coming trends.
2. Plan A Sales Meeting(s) With Your Agents And Sales Reps. Hold the meetings at the show. They will likely be attending the same events as you. A sales meeting is a cost-effective method for keeping in touch with and educating your associates on the many new activities and opportunities you have planned for them.
3. Develop An Internal Incentive Program. Make the prize a trip to the show. If the all the reps go to the show anyway then offer something special for the winners to be enjoyed in the city where the show is being held. New employees can also use these events to accelerate their learning curve.
4. Coordinate Special Offers. Coordinate offers for your distributors to promote your products or services to their customers. Or offer specials to your customers if you sell direct to end users.
5. Identify Publications To Advertise In. Contact both print and online vehicles to find out about special promotional issues and their editorial calendars. You could tie your advertisement in with a special issue that is focussed on a specific topic. Ask if you can contribute an article or be the subject of an interview.
6. Plan Your Advertising. Give customers sufficient time to collect information from you and your competitors before making their final decisions. Incorporate seasonality of sales and be aware of customer sales cycles. Be clear on closing times for booking space and providing advertising material.
7. Announce Publicity Opportunities. Include new product launches and events of interest to industry publications and their readers.
8. List All Seasonal Sales Events. Use them selectively to package promotional offers. Seasonal themes can work in many industries.
9. Coordinate Multiple Activities. News about store and office openings, expansions, new product or services and booth information can be tied into your other marketing efforts. Add a tag line about a sale or show and booth number to an ad or a flyer; it’s a cost-effective method for increasing their success.
10. Plan And Execute Direct Marketing Programs. Planning enables you to boost sales, increase show booth or store attendance and to make customers aware of special offers. Savings can be enjoyed by purchasing materials for multiple shows or sales at one time. Instead of running around the day before each event. Don’t even think about denying it!
11. Attend Seminars And Workshops Throughout The Season. Plan for them in advance. If you don’t plan to attend these events, you probably will not have time for them when they come up.
12. Assess Results Of Your Efforts. Identify a specific time to learn from your mistakes and make sure that you continue to take advantage of your successes.
It Takes A Team To Get It Done
Now it’s time to get down to the hard work, executing the plan. You can’t and should not do this alone. You will need to work with a team. A marketing project can require many different skills and a wide variety of experience from industry related to communications.
Story 10: The Importance Of A Team Approach
Bruce owns a thriving service business, which he has built up over the past thirty years. He started it on his own when he had a young family. Over the years, the members of his family joined the business at different points in its evolution. The children worked there on weekends and during the summers. As they got older, Bruce planned to bring them in full time. Bruce’s son Paul went to business school and took some marketing courses. He enjoyed working with computers and experimented with some of the graphics software as a hobby.
Recently, Bruce decided to start the process of phasing himself out of the day-to-day operations and he began to hand over his duties to others. The subject of marketing came up and everyone agreed that a new updated company brochure was needed. Bruce decided to let his son Paul create it. Bruce and his family saw no need to involve outsiders in the creation of the brochure— after all, who knew their business better than they did?
Paul gathered some pictures together and wrote copy. His friend had a good camera and told him that he could take some new pictures. Paul discussed the brochure’s objectives with his father and felt qualified to create this new marketing tool on his own. Paul worked day and night on the design and contents of the brochure.
Unfortunately, he spent most of the time trying to figure out technical issues and the software.
As time went by, Bruce realized that the effort would take much longer than he had anticipated and that his son’s marketing skills could not keep up with his enthusiasm.
Frustration was mounting and Bruce had a need for professional marketing materials. He had an upcoming presentation to a new large prospect and some older, established customers were starting to look at his competitors. A trade show was also coming; Bruce had agreed to rent space and exhibit at it only because he thought he would have a new marketing brochure.
When several attempts to create a brochure ended up in the waste bin, Bruce decided to bring in a professional consultant. After working with a marketing consultant to establish a strategy, a team of professionals was assembled, including a strategist, graphic designer, copywriter, and a photographer.
At first, Paul was upset, but he realized that there was more to marketing than he thought and took advantage of the opportunity to learn as much as he could from the team. The marketing consultant encouraged the company to include others in the preparation process. They sought the insights and experiences of the sales reps and customer service staff and obtained outside advice from their suppliers and customers. The company learned a big lesson about the value of a team approach to marketing.
“Enthusiasm rarely substitutes for expertise.” A2E
10 Tips To Success With A Team Approach
1. Don’t Get Swayed. Be careful not to get swayed too far from the original vision while remaining open to new ideas. The benefit of a team approach is to provide insights and viewpoints different from yours. The downside is becoming overwhelmed by all the new ideas. You could forget the original motives, objectives, and strategies. Don’t become so overwhelmed you decide to do nothing.
2. Listen To Your Internal Resources. Sometimes owners assume they require an outside source of information. But your internal team is invaluable in providing information about customers, products, and services. They are close to the purchaser and possess first-hand daily knowledge of product use, demand for services, and old and new customer profiles. They will be able to advise you on internal resources such as the development of and capacity to handle special sales, increased demand for services, and order processing.
3. Use External Resources. If short on staff, the external team you gather around you is even more important. To be effective, members of an external team must bring with them a good understanding of your business, a desire for quality, and a clear appreciation of timing. The external team can provide ideas that are outside the day-to-day life of your company. It brings an objectivity not found within an internal team.
4. Don’t Assume The External Resource is Correct. Rightly or wrongly, you will likely find yourself becoming more open to ideas from an outside resource than from your own staff. Don’t jump blindly into the new ideas just because they come from an outsider. Challenge the information and check with the internal team for their views. Make sure the external source can contribute information you do not already know.
5. Integrate Resources. Your external team may be made up of representatives from more than one company. Some effort may be necessary to integrate this collection of individuals and instil a true team spirit. Watch out for a marketing supplier who does just what you ask him or her to do. The last thing you need is a ‘‘yes man.’’
6. Your Idea May Not Be The Best One. The opposite of NIH, but equally destructive, is IHMBR (invented here, must be right). Some people go from idea straight to execution and nothing will sway them from this path. These are the marketers who will by any means and at any cost do it their way. They are usually the same small business owners who jump from one marketing supplier to another. They often move for the wrong reasons.
7. Avoid Ego Justification. Be careful you don’t fall victim to NIH (not invented here). Many solid ideas never make it past the investigation stage because an owner didn’t think of it. Be open to new ideas and study them. Check with others for objective, educated, and reliable opinions. You’re looking for more than a ‘‘What do you think?’’ opinion. Asking someone what they think without first identifying objectives or strategy is like opening ‘Pandora’s Box.’ You will receive personal opinions based on their limited marketing experience. You risk abandoning a potentially logical and valuable marketing approach for the wrong reasons.
8. Don’t Expect Results Right Away. Marketing is a constantly changing set of circumstances. Your company changes internally, competitors are often unpredictable, and customer needs evolve.
9. If It Sounds Too Good, It Is. Be wary of the marketing supplier who claims to have the power to solve all your marketing problems instantly. Marketing is your job, the team will change from time to time, and you will get stronger as your experience grows.
10. Cover Your Bases. Make sure all departments and all aspects of your business are covered. If you use outside resources, such as sales agents or distributors, to perform functions of your business, ask a representative from those companies to participate. There should not be an issue uncovered after the marketing materials have been prepared. Use your resources to test ideas as you go through the development process.
Combining Internal And External Resources
Marketing is your vision and responsibility, but a little help wouldn’t hurt. As the owner of a small business, you are probably responsible for most of the activities centered around bringing in new business or growing business from within existing customers. You are the marketing leader for your company. It is your responsibility to see that the marketing is executed in a fashion that will help reach your objectives.
Simply handing off the marketing responsibility to others is not an option, nor should you keep everything to yourself. The key to a successful marketing program is to use all of the internal and external resources around you.
It takes more than one person to carry out a fully-fledged marketing program. A smart marketer will blend internal and external resources to create a consolidated effort. The marketing team will be invaluable in preparing, executing, and evaluating the marketing program.
8 Traits Marketing Team Members Should Possess
1. Expertise. The people you choose should be the best at what they do. Their expertise will save time and money and they will work more effectively to build your business.
2. Openness. Team members must recognize the value and skills other members bring to the process. This is a team.
3. Humility. Team members do not have all the answers and should consider all views regardless of where they come from. A good marketing idea does not have to come from a marketing expert. Nor does an operations idea have to come from the operations department.
4. Forward Thinking. All members should be able to anticipate problems and opportunities.
5. Sense Of Immediacy. The team must understand the timing of your efforts and be able to meet deadlines.
6. Appreciation For Marketing. You do not need a team member who believes, ‘‘If you build it they will come.’’ Team members must respect the contribution marketing makes and understand the integral way it works within all aspects of your business.
7. Know The Difference Between Sales And Marketing. The team must understand the role of sales and know how it interacts with marketing. Marketing places the opportunity on the table and sales must pick it up and conclude the transaction.
8. Be A Team Player. Everyone must be team player, regardless of the roles they play.
Reap The Benefits Of The Best Of Both Generations
You may be fortunate enough to enjoy the opportunities that come out of a family business but some of the same benefits (experience, familiarity, and loyalty) can be garnered from employees and business associates who have expertise and experiences that are different from yours.
Lately, there have been many discussions in the media, around the boardroom table and even the dining room table about succession management. This situation occurs when the younger generation begins to take over the reins of a business and the older generation moves toward a less-involved, coaching type of role.
The new management may have been groomed to run the family business, in some cases, for their entire adult lives, or the owner may decide to offer a loyal employee or management team member that opportunity. The originators of the business often try for years to educate, share their experiences, impart their wisdom, and mould their successors.
In some cases the new generation will continue to operate the business as it had been run in the past, a safe short-term measure.
This strategy may have worked for previous generations, but circumstances are changing at a dramatic pace. We are living in a time of new technology, new needs, and new ways of approaching problems. E-commerce, database marketing, social media, big box stores, branding, and many other new terms are not only entering our small business vocabulary, they are taking it over.
Running a successful small business is a little more complicated today than it may have been for previous generations. As a member of the new management team, you may find it necessary to fill in your knowledge and experience gaps with outside expertise. But don’t ignore the wealth of experience the older management group has. Instead, try to blend the outlooks of both generations.
The older management may be set in their ways, a little tired, and perhaps a little too comfortable with a particular style of conducting business that has provided them with years of triumph (usually tempered by a few bumps in the road). The younger management may be full of energy and have new ideas for reinventing the business. But you need to blend the best of both generations. Preserve the successes from the past, incorporate the new opportunities, and build for the future.
Whether you are handing over the reins or are the fortunate recipient of a mature business, here are some points to consider during the transition period. (A reminder to the older generation: not everything old is good nor is everything new bad. To the younger generation: not everything old is bad nor is everything new good. Take advantage of the opportunity and enjoy the best of both worlds.) The following tips work equally well for both a succession management of a business that has been running for years and for a fast-growing company that has been operating for only months.
8 Tips For Getting The Most From A Marketing Team
1. Choose The Leader Carefully. Don’t put someone in charge because they are the next in line. Or the one with the loudest voice. Many well-known, successful businesses that had survived all kinds of adversity succumbed to the lack of a strong new leader or a leader who was not qualified for the job. If you are aware that the leader is weak or if you are in charge yourself, increase your chances for success with support from a solid team.
2. Wait for New Customers. Don’t let the team abandon old customers until they have been replaced by new ones. A penny in the hand is worth more than all the potential orders in the world.
3. Keep It Professional, Not Personal. The last thing the new management wants or needs to hear is, ‘‘I’ve been doing this since before you were born.’’ The older management also does not need to hear, ‘‘It’s a new world, the old ways don’t work.’’ Discussions about customers, distribution channels, new products or services, marketing, and staffing should remain unbiased and be based on real information. It doesn’t matter how much business was conducted in the past. For example, you need to know how much a customer ordered in the past year, not what he or she ordered twenty years ago. It doesn’t matter how well your rep did in the past, only how much he or she is selling now.
4. Put It On Paper. Incorporate the various past experiences and new ideas of your staff when building plans for the future. Whatever methods you use to gather information in order to take the business forward, make sure the team commits the data to paper. Today, many small businesses are preparing sales and marketing plans. They are sourcing outside professional help and using the planning process to gather information, evaluate ideas, and formulate plans.
5. Separate Stories From Reality. Know where successes and failures came from in the past. Separate old war stories of the glory days from what actually happened. That first big order may have involved more luck than expertise. The wrong impression can lead a team down a false path.
6. Move Old Into New. Make a transition from older customer relationships to the new generation. Look for opportunities to match up second generation customers with your new management team. Your older customers are probably going through their own succession management process.
7. Build Their Profile. Get the team involved in industry associations. Bring a combination of experience and new ideas to the table. Use your team to cover more new business opportunities, events, trade shows, and speaking engagements.
8. Let Go. If you have made the decision to turn over ongoing management to the new team, let it go. They will make their own mistakes and enjoy their own successes, just as you did.
“Treat it like starting a whole new department.” A2E
Story 11: It Always Looks Easier Than It Really Is
A manufacturer determined that it was time for some formal marketing materials to be created. He interviewed several suppliers and settled on a consultant who provided strategies and creative development services. Meetings were held with various members of his staff to provide input and to get their buy in.
The first set of brochures was prepared and everyone was pleased with the design and copy. The brochures exhibited a level of professionalism that the company could not have achieved if it had tried to produce them internally. Feeling somewhat comfortable with the ease in which the materials were created, the sales reps decided that they could do just as well without the assistance of the consultant. The task of producing the next brochure went to the sales rep who had voiced the loudest opinion as to how easy its creation would be.
Copy was written and rewritten over and over again. Layouts were done by the sales rep, who was painstakingly learning how to use the graphics software that came with his computer. They were amateurish and, after attempting to create their own look, the rep tried to copy elements from the previous professionally produced pieces.
Unfortunately, the result was a mishmash of styles, had no strategy, and could not be printed without many technical adjustments. On top of all that, the sales rep had not been servicing his existing customers and selling to new ones. The brochure could not be used. The rep’s sales were well below forecast and the exercise to save money cost the company significantly more than if it had just let the consultant continue doing what he had originally been contracted to do.
Unfortunately this is a much more common story than you might think. It can happen in small, medium or even larger companies.
Story 12: One Man Is Not A Team
A company enlisted the services of a creative person to help them produce a brochure. The owner reviewed the suppliers’ previous work and felt comfortable with his abilities. She felt that if he had created brochures for other companies, he could do the job for them. But even though he was a skilled copywriter, he was neither a designer nor a strategist. The brochure was heavy with copy and had little strategy and no real design. It was a good effort but failed to achieve all of the company’s goals.
Marketing is one of the most important elements in the success of a business. It is mandatory to use qualified people to assist you with all of your marketing efforts. Going the easy or less expensive route can sometimes lead to the development of ineffective marketing tools. Although you may save some dollars in the short term, this choice will likely cost you much more in the long run.
However, this does not mean that you have to constantly pay outside suppliers to perform all your marketing functions. You can train your staff by sending them to marketing seminars and workshops or have your marketing suppliers train them to perform some or many of the ongoing marketing functions.
Choose Your Marketing Help Carefully
As a small business owner/operator, you are likely very good at making your product or providing your service. You may not have much experience, knowledge, or even interest in marketing, but you know you have to do something. In order to survive or even thrive in this ever-changing, highly competitive marketplace, some action is better than no action.
You can find assistance from various types of marketing professionals. They come in all shapes and sizes, from writers and designers to social media pros, strategists, web developers and printers. They operate as individuals, in alliances of smaller two- and three-person shops, or as ad agencies.
Today more than ever, small businesses need tools to aid lead generation (finding new customers) and business development (building up current customers). At the small and medium-sized business level, marketing tools usually take the forms of websites, social media programs, business cards, letterhead, brochures, flyers, newsletters, posters, advertising etc.
You can find suppliers to help you acquire prospect (potential customer) lists, database development and management, contact management software, lead generation and sales presentation tools, telemarketing, direct marketing, sales training, marketing planning, strategic planning, strategic alliances, and so on.
In the early stages of a small business, you are more likely to act as your own marketing manager. The alternative is to hire a qualified marketing person as your outsourced marketing manager. It is similar to hiring an accountant to help with your bookkeeping and banking or a contractor to help build an addition to your home.
8 Rules For Successfully Hiring Marketing Suppliers
1. Be Clear About Your Needs. Determine your needs either on your own or with the help of a professional. When I meet a new prospect for the first time, I ask, ‘‘How can I help you get what you want?’’ Make sure you know what you want to achieve. Be open to new ideas for reaching this goal.
2. Be Open and Honest. Open your business to a supplier. Don’t keep him or her in the dark about your business. People can’t help you if they do not have the whole picture.
3. Develop a Short List of Suppliers. Do not rush to work with the first supplier who sounds like he or she can help you. Be wary of suppliers who say, ‘‘I can do it all myself’’ or ‘‘I’m selling this particular method today.’’ Interview at least three suppliers.
4. Think Activities Through. Look for the suppliers who ask good questions — see the following list, ‘’12 Questions a Supplier Should Ask You.’’ If you do not have the answers to their questions, the supplier should help you find them.
5. Clarify The Job. Make sure you have an agreement in writing. Every prospect I meet has at least one story of a less than productive experience with marketing and it is not always the supplier’s fault. Understand your own experiences. Be realistic and above all, be clear on your objectives.
6. Be Open To Suggestions. After all, you are seeking the help of a professional who has more marketing experience than you. He or she may not know your market as well as you but should have some ideas you may not have considered.
7. Stay Involved. Work with suppliers at every stage in the development of your marketing tools. Learn about marketing as much as you can for the future and make certain these tools represent your company as accurately as possible.
8. Pay As You Go. Pay for what you need when you need it. This is much like working on your home. You might need to paint a room or build an entire addition. Determine what you are going to do and then hire the best people you can find.
Make sure you are comfortable with them as people and confident of their abilities. Your future depends upon it. I have lost more sleep than I care to remember because I selected a supplier who did not or could not do what he or she had promised.
If your instincts tell you that something is wrong, check it out. Talk to friends and business associates who have more marketing experience than you or have developed a similar marketing tool.
Call another supplier and discuss the project to get a different perspective. (You should have discussed this job with at least three potential suppliers before making a selection.)
Today there are far too many suppliers claiming to be marketing coaches and experts who simply do not have the knowledge or experience required. Ask about their backgrounds and previous work experience. Having been a sales person or owned or run a business does not automatically qualify anyone to offer marketing advice or services.
“Let the buyer beware. That’s you.” A2E
12 Questions A Supplier Should Ask You
The more information a supplier has, the more effective he or she can be in helping you reach your goals. A good supplier will ask you the following questions at a minimum:
1. What is your real objective (what you are trying to achieve)?
2. What strategy will you employ (how you are planning to do it)?
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