Marketing The monthly all staff meeting included an agenda item called “marketing our services.” The CEO talked about the need to increase the number of client referrals to the agency and the need to become better known in the community. She called on everyone to be a marketer for the organization and gave examples of how everyone could play a part in marketing the organization’s services. A hand went up in the back of the room. One of the caseworkers asked, “Isn’t it enough that we provide excellent service? People will come to us if we provide excellent services, right?” “No,” answered the CEO. “Sadly, we will go broke providing excellent services if we are unwilling to market our organization.” This exchange demonstrates the distaste that many human services organization employees have for the concepts of marketing human services. The caseworker in the scenario above was reflecting a product mindset that assumes if you “build a better mousetrap, customers will beat a pathway to your door.” The CEO, however, was coming from the perspective of the sales mindset that an organization must convince customers to choose their services rather than those of a competitor (Andreasen & Kotler, 2003, p. 40, as cited in Worth, 2009, p. 211). In some ways, both the caseworker and the CEO were wrong in their approach. Providing excellent services is not enough to assure organizational success, but neither is convincing potential clients and referral sources to use the organization’s services. Both the product mindset and the sales mindset come from an inward-looking focus. More modern approaches to marketing begin by looking from the outside from the perspective of the customer mindset that “systematically studies customers’ needs, wants, perceptions, preferences, and satisfaction, using surveys, focus groups, and other means . . . and constantly acts on this information to improve its offerings and to meet its customers’ needs better” (Andreasen & Kotler, 2003, p. 42, as cited in Worth, 2009, p. 211). Of course, a human services administrator must view marketing activities within the context of the mission and goals of the organization. It is important to understand not only the preferences of the clients, funders, and donors, but also how these preferences fit within the mission of the organization. According to Andreasen and Kotler (2003), “Marketing is . . . a means to achieve the organization’s goal. It is a tool—really a process and set of tools wrapped in a philosophy—for helping the organization do what it wants to do. Using marketing and being customer-oriented should never be thought of as goals: they are ways to achieve goals” (p. 57, as cited in Worth, 2009, p. 212). Marketing has become recognized as an important component of human service agency functioning (Lauffer, 2009; Lewis, Packard, & Lewis, 2011) and, therefore, an important task for human service administrators. Hardcastle and Powers (2004) review the business literature on marketing and find several sources that refer to the “Ps” of marketing (Andreasen & Kotler, 2003; Fine, 1992; Winston, 1986). While there are several versions of the Ps of marketing, the most common four are products, price, place, and promotions. Lauffer (2009) adds a fifth P for publics to represent the stakeholders in human service organizations. THE 5 PS OF MARKETING Publics—Lauffer (2009) adds publics as the fifth P of marketing to recognize the unique character of nonprofit organizations. This characteristic applies as well to human service organizations regardless of their sector. While businesses are concerned with the consumers of their products, human services have other stakeholders that must be taken into account. Many times, it is not the client who is paying for the services provided, but the services are paid for by a third party through a contract; or, in the case of nonprofit organizations, the services may be paid for through donated funds. Therefore, it is not only the client (consumer) that must be taken into account in a marketing plan but other stakeholders as well, such as donors, funders, volunteers, and the community at large. Products—Products may be tangible goods such as food or services such as counseling or case management. The product may even be something as intangible as conservation or social justice. Regardless of the product offered by the organization, the expectation is that there will be an exchange of resources from the consumer (or a third party) for the organization to have the capacity to offer the products (Hardcastle & Powers, 2004). Often, the product that is promised to the funder or to the community is a change in the conditions in the community. For example, if the desired impact is a reduction in childhood obesity or a reduction in teenage pregnancy, then it is an important marketing strategy to be able to demonstrate that the products provided are effective in producing the desired change. This is one reason why program evaluation is a critical component of agency functioning (see Chapter 7). Price—Price has to do with the cost of providing the services in comparison to other providers of similar services. The human services administrator must have knowledge of the fees of other organizations providing similar services and of the unit costs (see Chapter 8). There is also the question of the reasonableness of the price of providing services. As government agencies and third-party insurance payers seek out contractors, they seek to find the best services they can find at the lowest cost. Part of a marketing plan is to make the case that the services provided are quality services at a reasonable and competitive price. Place—What is the geographic location of the agency and what is the geographic area served? There are several issues related to “place.” Government contracts are restricted to the area of their governmental jurisdiction. Similarly, many corporations are interested in supporting organizations in the area where they have their headquarters or where their consumers are located. For example, think about utility companies that will provide grants in the states where they provide services. In some cases, foundations, donors, or even government agencies will restrict their gifts to an area that they perceive as having the greatest need. There is also a practical and political dimension to where the human service organization is located. Is the agency or branch located in an area that is convenient for the population that it seeks to serve? Is there public transportation available so that the services are accessible? The administrator of a human services organization was being interviewed on local TV about the agency’s new office location. The reporter made the point that the new office building was located in a very affluent part of town, but that its mission was to serve poor people. When the reporter asked the administrator why that location was selected, he said, “Because most of our employees live in this area”—not a good marketing strategy. Think about “place” as aligning the needs of the clients served and the resources that can be attracted based on the geographic location of the agency and geographic area served by the agency. Think about the possibilities that exist within that common space. Promotion—Promotion is the communication between the agency and its various publics. Promotion takes many forms. It is the agency newsletter, the website, the fundraising letters, and the funding proposals. It is public speaking, participation in community activities, special events, and TV interviews. Promotion is about building relationships—with board members, with donors, with funding sources, and with the community. In the last chapter, we talked about the concept of “friend-raising.” It is the same concept in marketing. Promotion is the art and the tools of persuasive communications to interpret the mission of your organization to others and to gain their support of your efforts. Promotion is about motivation and inspiration. As a human services administrator, it is the power of your conviction for the services that you provide and your commitment to those you serve that will inspire others to join you in your life’s work. MARKET SEGMENTATION To develop an effective marketing plan for an organization, it is first necessary to identify the target markets. Because of the many “publics” of a human services organization, this can be a complex task. Think first about the clients served by your organization. If you serve only one very specific population, then the task of segmenting the client market would not be that difficult, but many organizations provide multiple program services for a variety of populations. The first task then is to identify each of the segments of the client market. Clients are not the only public that requires you to think about market segmentation. What are the demographics of your donor population? Do you think it might require a different approach for your donors under 30 years old as opposed to your donors over 60? Is there a difference in your donors who have donated to your organization for many years and those who have made their first gift? Will you approach them any differently? Segmentation is required unless you can determine that all of the people in the target market are likely to respond in the same way (Hardcastle & Powers, 2004). The first task is to identify each category in your target market and then to further refine these categories into subsets as appropriate. COMPONENTS OF NONPROFIT MARKETING PLANS Marketing plans for nonprofit organizations should specify how the organization plans to reach each target audience group identified in the segmentation exercise. Typically, nonprofit marketing plans include the following elements for each target population: 1.   Mission and Goal Statement: This portion of your marketing plan should express what it is that your organization hopes to accomplish for the clients you serve. Your mission and goal statement should clearly define the overall purpose of your organization. The marketing plan should tie specifically to accomplishing the mission and goal. 2.   Set Outcome Objectives: Define specific, measurable outcome objectives for each target audience (see Chapter 6). What do you want the results to be of your marketing activities? How many clients do you want to serve in the coming year? What kinds of results do you expect to see with the organization’s stakeholders? How much money do you need to raise this year? How many volunteer hours do you hope to log? 3.   Develop Strategies Through Process Objectives: What steps can you take to accomplish your outcome objectives? For example, if you want to increase the number of clients served by 250 next year, what will you need to do to accomplish this result? If you want to attract 50 new major donors, what steps will you take to reach this outcome objective? 4.   Action Plan: How will your organization go about implementing the defined marketing strategies identified in the process objectives? Who is responsible for each component of the plan? What is the timeline for each activity to be implemented? The action plan should be written in a manner that makes it easy to determine who is to do what by when. 5.   Budget: How is the marketing plan built into the organization’s budget? What resources will be allocated to the marketing plan? 6.   Monitoring: How will you evaluate your progress and make any necessary adjustments to the plan? What is the system for evaluation of both outcome and process objectives? Who is responsible to see that reporting and review procedures are followed? How will progress be measured? (White, 2013). SUMMARY Human service administrators must be aggressive marketers of their organizations. The organization is in competition for clients, for funding, for volunteers, for staff, and for the overall support of the community. Marketing is not advertising or sales, but it is understanding the needs of clients and other stakeholders. Like all functions of administration, there is a need to be systematic and to have a well-developed plan for marketing the organization. Understanding the interplay of publics, products, price, place, and promotion are keys to marketing the organization and its services. A clear understanding of the organization’s market share and the segmentation of that market guide the administrator toward a well developed and effective marketing program for the organization. REFERENCES Andreasen, A. R., & Kotler, P. (2003). Strategic marketing for nonprofit organizations (6th ed.). Upper Saddle River, NJ: Prentice Hall. Fine, S. H. (1992). Marketing the public sector: Promoting the causes of public and nonprofit agencies. New Brunswick, NJ: Transaction. Hardcastle, D. A., & Powers, P. R. (2004). Community practice: Theories and skills for social workers (2nd ed.). New York: Oxford University Press. Lauffer, A. (2009). Confronting fundraising challenges. In R. Patti (Ed.), The handbook of human services management (2nd ed., pp. 351–372). Thousand Oaks, CA: Sage. Lewis, J. A., Packard, T. R., & Lewis, M. D. (2011). Management of human service programs (5th ed.). Belmont, CA: Brooks/Cole. White, M. (2013). Nonprofit marketing plans. Retrieved from http://charity.lovetoknow.com/charitable-organizations/nonprofit-marketing-plans Winston, W. J. (1986). Basic marketing principles for mental health professionals. Journal of Marketing for Mental Health, 1, 9–20. Worth, M. J. (2009). Nonprofit management. Thousand Oaks, CA: Sage. HELPFUL TERMS Market segmentation—the process of identifying each category of the organization’s target market and then further refining the categories into subsets as appropriate. For example, the clients and subsets of clients and the donors divided into subsets such as age, interest, or motivation. Marketing—a means to achieve the organization’s goal. It is a tool—really a process and set of tools wrapped in a philosophy—for helping the organization do what it wants to do. Using marketing and being customer oriented should never be thought of as goals: They are ways to achieve goals (Andreasen & Kotler, 2003, p. 57, as cited in Worth, 2009, p. 212). Marketing mindsets— product mindset assumes if you “build a better mousetrap, customers will beat a pathway to your door.” sales mindset assumes that an organization must convince customers to choose their services rather than those of a competitor. customer mindset “systematically studies customers’ needs, wants, perceptions, preferences, and satisfaction, using surveys, focus groups, and other means . . . and constantly acts on this information to improve its offerings and to meet its customers’ needs better” (Andreasen & Kotler, 2003, p. 42, as cited in Worth, 2009, p. 211). Ps of marketing—Several authors refer to the Ps of marketing as products, price, place, and promotions. Lauffer (2009) adds a fifth P for publics to represent the stakeholders in human service organizations. EXERCISES 1. In-Basket Exercise Directions Review the following memo and write a response explaining your decision on this matter. Memo Date: May 16, 20XX To: Administrator, Sheltering Arms, Inc. From: Board Chair, Sheltering Arms, Inc. Subject: Marketing Plan and Segmentation I am looking forward to your board retreat next month to develop our much-needed marketing plan for Sheltering Arms. I know from our meeting with our marketing consultant that one of our tasks will be to identify our target markets and to do a market segment analysis. Frankly, I’m a little stuck in trying to think about how to approach this issue. It seems to me that our only market is the homeless population in our community. I want to be prepared for the meeting and to provide appropriate leadership, but I need your help in thinking this through. I understand that we are to break the major market groups into subgroups. Please prepare a list of those groups and subgroups that you think of as our “markets.” Thanks for your help. 2. Isn’t It Enough . . . ? Assume that you are leading an all staff meeting and the topic is how to market the organization and its services. If an employee says, “Isn’t it enough that we provide excellent service? People will come to us if we provide excellent services, right?” How would you respond? With your small groups, develop a response based on the content of this chapter. You will read your response to the class and ask for their feedback. 3. The Five Ps Review the section of this chapter on the 5 Ps. Working within your group, think of an agency with which you are familiar. Define each of the Ps for that organization and report your work to the class. 4. Distaste for Marketing This chapter starts with a statement that many human services organization employees have a distaste for the concepts of marketing human services. Do you think this is true? If so, why do you think it is true? If not, why not? Discuss this issue in your small group. ASSIGNMENTS 1.   International Journal of Nonprofit and Voluntary Sector Marketing provides an international forum for peer-reviewed papers and case studies on the latest techniques, thinking, and best practice in marketing for the not-for-profit sector. Find an article written in the journal within the past three years and write a two-page summary and review of the article. 2.   Write a five-page “executive summary” of a marketing plan for a nonprofit organization. Cover each of the six components of a marketing plan as outlined in this chapter. 3.   You have been asked to be on a panel discussion concerning marketing of nonprofit organizations. You are to make a five-minute introductory statement of the use of social media in marketing. Research this topic and write a two-page statement to be included in the handout materials for theMarketing The monthly all staff meeting included an agenda item called “marketing our services.” The CEO talked about the need to increase the number of client referrals to the agency and the need to become better known in the community. She called on everyone to be a marketer for the organization and gave examples of how everyone could play a part in marketing the organization’s services. A hand went up in the back of the room. One of the caseworkers asked, “Isn’t it enough that we provide excellent service? People will come to us if we provide excellent services, right?” “No,” answered the CEO. “Sadly, we will go broke providing excellent services if we are unwilling to market our organization.” This exchange demonstrates the distaste that many human services organization employees have for the concepts of marketing human services. The caseworker in the scenario above was reflecting a product mindset that assumes if you “build a better mousetrap, customers will beat a pathway to your door.” The CEO, however, was coming from the perspective of the sales mindset that an organization must convince customers to choose their services rather than those of a competitor (Andreasen & Kotler, 2003, p. 40, as cited in Worth, 2009, p. 211). In some ways, both the caseworker and the CEO were wrong in their approach. Providing excellent services is not enough to assure organizational success, but neither is convincing potential clients and referral sources to use the organization’s services. Both the product mindset and the sales mindset come from an inward-looking focus. More modern approaches to marketing begin by looking from the outside from the perspective of the customer mindset that “systematically studies customers’ needs, wants, perceptions, preferences, and satisfaction, using surveys, focus groups, and other means . . . and constantly acts on this information to improve its offerings and to meet its customers’ needs better” (Andreasen & Kotler, 2003, p. 42, as cited in Worth, 2009, p. 211). Of course, a human services administrator must view marketing activities within the context of the mission and goals of the organization. It is important to understand not only the preferences of the clients, funders, and donors, but also how these preferences fit within the mission of the organization. According to Andreasen and Kotler (2003), “Marketing is . . . a means to achieve the organization’s goal. It is a tool—really a process and set of tools wrapped in a philosophy—for helping the organization do what it wants to do. Using marketing and being customer-oriented should never be thought of as goals: they are ways to achieve goals” (p. 57, as cited in Worth, 2009, p. 212). Marketing has become recognized as an important component of human service agency functioning (Lauffer, 2009; Lewis, Packard, & Lewis, 2011) and, therefore, an important task for human service administrators. Hardcastle and Powers (2004) review the business literature on marketing and find several sources that refer to the “Ps” of marketing (Andreasen & Kotler, 2003; Fine, 1992; Winston, 1986). While there are several versions of the Ps of marketing, the most common four are products, price, place, and promotions. Lauffer (2009) adds a fifth P for publics to represent the stakeholders in human service organizations. THE 5 PS OF MARKETING Publics—Lauffer (2009) adds publics as the fifth P of marketing to recognize the unique character of nonprofit organizations. This characteristic applies as well to human service organizations regardless of their sector. While businesses are concerned with the consumers of their products, human services have other stakeholders that must be taken into account. Many times, it is not the client who is paying for the services provided, but the services are paid for by a third party through a contract; or, in the case of nonprofit organizations, the services may be paid for through donated funds. Therefore, it is not only the client (consumer) that must be taken into account in a marketing plan but other stakeholders as well, such as donors, funders, volunteers, and the community at large. Products—Products may be tangible goods such as food or services such as counseling or case management. The product may even be something as intangible as conservation or social justice. Regardless of the product offered by the organization, the expectation is that there will be an exchange of resources from the consumer (or a third party) for the organization to have the capacity to offer the products (Hardcastle & Powers, 2004). Often, the product that is promised to the funder or to the community is a change in the conditions in the community. For example, if the desired impact is a reduction in childhood obesity or a reduction in teenage pregnancy, then it is an important marketing strategy to be able to demonstrate that the products provided are effective in producing the desired change. This is one reason why program evaluation is a critical component of agency functioning (see Chapter 7). Price—Price has to do with the cost of providing the services in comparison to other providers of similar services. The human services administrator must have knowledge of the fees of other organizations providing similar services and of the unit costs (see Chapter 8). There is also the question of the reasonableness of the price of providing services. As government agencies and third-party insurance payers seek out contractors, they seek to find the best services they can find at the lowest cost. Part of a marketing plan is to make the case that the services provided are quality services at a reasonable and competitive price. Place—What is the geographic location of the agency and what is the geographic area served? There are several issues related to “place.” Government contracts are restricted to the area of their governmental jurisdiction. Similarly, many corporations are interested in supporting organizations in the area where they have their headquarters or where their consumers are located. For example, think about utility companies that will provide grants in the states where they provide services. In some cases, foundations, donors, or even government agencies will restrict their gifts to an area that they perceive as having the greatest need. There is also a practical and political dimension to where the human service organization is located. Is the agency or branch located in an area that is convenient for the population that it seeks to serve? Is there public transportation available so that the services are accessible? The administrator of a human services organization was being interviewed on local TV about the agency’s new office location. The reporter made the point that the new office building was located in a very affluent part of town, but that its mission was to serve poor people. When the reporter asked the administrator why that location was selected, he said, “Because most of our employees live in this area”—not a good marketing strategy. Think about “place” as aligning the needs of the clients served and the resources that can be attracted based on the geographic location of the agency and geographic area served by the agency. Think about the possibilities that exist within that common space. Promotion—Promotion is the communication between the agency and its various publics. Promotion takes many forms. It is the agency newsletter, the website, the fundraising letters, and the funding proposals. It is public speaking, participation in community activities, special events, and TV interviews. Promotion is about building relationships—with board members, with donors, with funding sources, and with the community. In the last chapter, we talked about the concept of “friend-raising.” It is the same concept in marketing. Promotion is the art and the tools of persuasive communications to interpret the mission of your organization to others and to gain their support of your efforts. Promotion is about motivation and inspiration. As a human services administrator, it is the power of your conviction for the services that you provide and your commitment to those you serve that will inspire others to join you in your life’s work. MARKET SEGMENTATION To develop an effective marketing plan for an organization, it is first necessary to identify the target markets. Because of the many “publics” of a human services organization, this can be a complex task. Think first about the clients served by your organization. If you serve only one very specific population, then the task of segmenting the client market would not be that difficult, but many organizations provide multiple program services for a variety of populations. The first task then is to identify each of the segments of the client market. Clients are not the only public that requires you to think about market segmentation. What are the demographics of your donor population? Do you think it might require a different approach for your donors under 30 years old as opposed to your donors over 60? Is there a difference in your donors who have donated to your organization for many years and those who have made their first gift? Will you approach them any differently? Segmentation is required unless you can determine that all of the people in the target market are likely to respond in the same way (Hardcastle & Powers, 2004). The first task is to identify each category in your target market and then to further refine these categories into subsets as appropriate. COMPONENTS OF NONPROFIT MARKETING PLANS Marketing plans for nonprofit organizations should specify how the organization plans to reach each target audience group identified in the segmentation exercise. Typically, nonprofit marketing plans include the following elements for each target population: 1.   Mission and Goal Statement: This portion of your marketing plan should express what it is that your organization hopes to accomplish for the clients you serve. Your mission and goal statement should clearly define the overall purpose of your organization. The marketing plan should tie specifically to accomplishing the mission and goal. 2.   Set Outcome Objectives: Define specific, measurable outcome objectives for each target audience (see Chapter 6). What do you want the results to be of your marketing activities? How many clients do you want to serve in the coming year? What kinds of results do you expect to see with the organization’s stakeholders? How much money do you need to raise this year? How many volunteer hours do you hope to log? 3.   Develop Strategies Through Process Objectives: What steps can you take to accomplish your outcome objectives? For example, if you want to increase the number of clients served by 250 next year, what will you need to do to accomplish this result? If you want to attract 50 new major donors, what steps will you take to reach this outcome objective? 4.   Action Plan: How will your organization go about implementing the defined marketing strategies identified in the process objectives? Who is responsible for each component of the plan? What is the timeline for each activity to be implemented? The action plan should be written in a manner that makes it easy to determine who is to do what by when. 5.   Budget: How is the marketing plan built into the organization’s budget? What resources will be allocated to the marketing plan? 6.   Monitoring: How will you evaluate your progress and make any necessary adjustments to the plan? What is the system for evaluation of both outcome and process objectives? Who is responsible to see that reporting and review procedures are followed? How will progress be measured? (White, 2013). SUMMARY Human service administrators must be aggressive marketers of their organizations. The organization is in competition for clients, for funding, for volunteers, for staff, and for the overall support of the community. Marketing is not advertising or sales, but it is understanding the needs of clients and other stakeholders. Like all functions of administration, there is a need to be systematic and to have a well-developed plan for marketing the organization. Understanding the interplay of publics, products, price, place, and promotion are keys to marketing the organization and its services. A clear understanding of the organization’s market share and the segmentation of that market guide the administrator toward a well developed and effective marketing program for the organization. REFERENCES Andreasen, A. R., & Kotler, P. (2003). Strategic marketing for nonprofit organizations (6th ed.). Upper Saddle River, NJ: Prentice Hall. Fine, S. H. (1992). Marketing the public sector: Promoting the causes of public and nonprofit agencies. New Brunswick, NJ: Transaction. Hardcastle, D. A., & Powers, P. R. (2004). Community practice: Theories and skills for social workers (2nd ed.). New York: Oxford University Press. Lauffer, A. (2009). Confronting fundraising challenges. In R. Patti (Ed.), The handbook of human services management (2nd ed., pp. 351–372). Thousand Oaks, CA: Sage. Lewis, J. A., Packard, T. R., & Lewis, M. D. (2011). Management of human service programs (5th ed.). Belmont, CA: Brooks/Cole. White, M. (2013). Nonprofit marketing plans. Retrieved from http://charity.lovetoknow.com/charitable-organizations/nonprofit-marketing-plans Winston, W. J. (1986). Basic marketing principles for mental health professionals. Journal of Marketing for Mental Health, 1, 9–20. Worth, M. J. (2009). Nonprofit management. Thousand Oaks, CA: Sage. HELPFUL TERMS Market segmentation—the process of identifying each category of the organization’s target market and then further refining the categories into subsets as appropriate. For example, the clients and subsets of clients and the donors divided into subsets such as age, interest, or motivation. Marketing—a means to achieve the organization’s goal. It is a tool—really a process and set of tools wrapped in a philosophy—for helping the organization do what it wants to do. Using marketing and being customer oriented should never be thought of as goals: They are ways to achieve goals (Andreasen & Kotler, 2003, p. 57, as cited in Worth, 2009, p. 212). Marketing mindsets— product mindset assumes if you “build a better mousetrap, customers will beat a pathway to your door.” sales mindset assumes that an organization must convince customers to choose their services rather than those of a competitor. customer mindset “systematically studies customers’ needs, wants, perceptions, preferences, and satisfaction, using surveys, focus groups, and other means . . . and constantly acts on this information to improve its offerings and to meet its customers’ needs better” (Andreasen & Kotler, 2003, p. 42, as cited in Worth, 2009, p. 211). Ps of marketing—Several authors refer to the Ps of marketing as products, price, place, and promotions. Lauffer (2009) adds a fifth P for publics to represent the stakeholders in human service organizations. EXERCISES 1. In-Basket Exercise Directions Review the following memo and write a response explaining your decision on this matter. Memo Date: May 16, 20XX To: Administrator, Sheltering Arms, Inc. From: Board Chair, Sheltering Arms, Inc. Subject: Marketing Plan and Segmentation I am looking forward to your board retreat next month to develop our much-needed marketing plan for Sheltering Arms. I know from our meeting with our marketing consultant that one of our tasks will be to identify our target markets and to do a market segment analysis. Frankly, I’m a little stuck in trying to think about how to approach this issue. It seems to me that our only market is the homeless population in our community. I want to be prepared for the meeting and to provide appropriate leadership, but I need your help in thinking this through. I understand that we are to break the major market groups into subgroups. Please prepare a list of those groups and subgroups that you think of as our “markets.” Thanks for your help. 2. Isn’t It Enough . . . ? Assume that you are leading an all staff meeting and the topic is how to market the organization and its services. If an employee says, “Isn’t it enough that we provide excellent service? People will come to us if we provide excellent services, right?” How would you respond? With your small groups, develop a response based on the content of this chapter. You will read your response to the class and ask for their feedback. 3. The Five Ps Review the section of this chapter on the 5 Ps. Working within your group, think of an agency with which you are familiar. Define each of the Ps for that organization and report your work to the class. 4. Distaste for Marketing This chapter starts with a statement that many human services organization employees have a distaste for the concepts of marketing human services. Do you think this is true? If so, why do you think it is true? If not, why not? Discuss this issue in your small group. ASSIGNMENTS 1.   International Journal of Nonprofit and Voluntary Sector Marketing provides an international forum for peer-reviewed papers and case studies on the latest techniques, thinking, and best practice in marketing for the not-for-profit sector. Find an article written in the journal within the past three years and write a two-page summary and review of the article. 2.   Write a five-page “executive summary” of a marketing plan for a nonprofit organization. Cover each of the six components of a marketing plan as outlined in this chapter. 3.   You have been asked to be on a panel discussion concerning marketing of nonprofit organizations. You are to make a five-minute introductory statement of the use of social media in marketing. Research this topic and write a two-page statement to be included in the handout materials for theMarketing The monthly all staff meeting included an agenda item called “marketing our services.” The CEO talked about the need to increase the number of client referrals to the agency and the need to become better known in the community. She called on everyone to be a marketer for the organization and gave examples of how everyone could play a part in marketing the organization’s services. A hand went up in the back of the room. One of the caseworkers asked, “Isn’t it enough that we provide excellent service? People will come to us if we provide excellent services, right?” “No,” answered the CEO. “Sadly, we will go broke providing excellent services if we are unwilling to market our organization.” This exchange demonstrates the distaste that many human services organization employees have for the concepts of marketing human services. The caseworker in the scenario above was reflecting a product mindset that assumes if you “build a better mousetrap, customers will beat a pathway to your door.” The CEO, however, was coming from the perspective of the sales mindset that an organization must convince customers to choose their services rather than those of a competitor (Andreasen & Kotler, 2003, p. 40, as cited in Worth, 2009, p. 211). In some ways, both the caseworker and the CEO were wrong in their approach. Providing excellent services is not enough to assure organizational success, but neither is convincing potential clients and referral sources to use the organization’s services. Both the product mindset and the sales mindset come from an inward-looking focus. More modern approaches to marketing begin by looking from the outside from the perspective of the customer mindset that “systematically studies customers’ needs, wants, perceptions, preferences, and satisfaction, using surveys, focus groups, and other means . . . and constantly acts on this information to improve its offerings and to meet its customers’ needs better” (Andreasen & Kotler, 2003, p. 42, as cited in Worth, 2009, p. 211). Of course, a human services administrator must view marketing activities within the context of the mission and goals of the organization. It is important to understand not only the preferences of the clients, funders, and donors, but also how these preferences fit within the mission of the organization. According to Andreasen and Kotler (2003), “Marketing is . . . a means to achieve the organization’s goal. It is a tool—really a process and set of tools wrapped in a philosophy—for helping the organization do what it wants to do. Using marketing and being customer-oriented should never be thought of as goals: they are ways to achieve goals” (p. 57, as cited in Worth, 2009, p. 212). Marketing has become recognized as an important component of human service agency functioning (Lauffer, 2009; Lewis, Packard, & Lewis, 2011) and, therefore, an important task for human service administrators. Hardcastle and Powers (2004) review the business literature on marketing and find several sources that refer to the “Ps” of marketing (Andreasen & Kotler, 2003; Fine, 1992; Winston, 1986). While there are several versions of the Ps of marketing, the most common four are products, price, place, and promotions. Lauffer (2009) adds a fifth P for publics to represent the stakeholders in human service organizations. THE 5 PS OF MARKETING Publics—Lauffer (2009) adds publics as the fifth P of marketing to recognize the unique character of nonprofit organizations. This characteristic applies as well to human service organizations regardless of their sector. While businesses are concerned with the consumers of their products, human services have other stakeholders that must be taken into account. Many times, it is not the client who is paying for the services provided, but the services are paid for by a third party through a contract; or, in the case of nonprofit organizations, the services may be paid for through donated funds. Therefore, it is not only the client (consumer) that must be taken into account in a marketing plan but other stakeholders as well, such as donors, funders, volunteers, and the community at large. Products—Products may be tangible goods such as food or services such as counseling or case management. The product may even be something as intangible as conservation or social justice. Regardless of the product offered by the organization, the expectation is that there will be an exchange of resources from the consumer (or a third party) for the organization to have the capacity to offer the products (Hardcastle & Powers, 2004). Often, the product that is promised to the funder or to the community is a change in the conditions in the community. For example, if the desired impact is a reduction in childhood obesity or a reduction in teenage pregnancy, then it is an important marketing strategy to be able to demonstrate that the products provided are effective in producing the desired change. This is one reason why program evaluation is a critical component of agency functioning (see Chapter 7). Price—Price has to do with the cost of providing the services in comparison to other providers of similar services. The human services administrator must have knowledge of the fees of other organizations providing similar services and of the unit costs (see Chapter 8). There is also the question of the reasonableness of the price of providing services. As government agencies and third-party insurance payers seek out contractors, they seek to find the best services they can find at the lowest cost. Part of a marketing plan is to make the case that the services provided are quality services at a reasonable and competitive price. Place—What is the geographic location of the agency and what is the geographic area served? There are several issues related to “place.” Government contracts are restricted to the area of their governmental jurisdiction. Similarly, many corporations are interested in supporting organizations in the area where they have their headquarters or where their consumers are located. For example, think about utility companies that will provide grants in the states where they provide services. In some cases, foundations, donors, or even government agencies will restrict their gifts to an area that they perceive as having the greatest need. There is also a practical and political dimension to where the human service organization is located. Is the agency or branch located in an area that is convenient for the population that it seeks to serve? Is there public transportation available so that the services are accessible? The administrator of a human services organization was being interviewed on local TV about the agency’s new office location. The reporter made the point that the new office building was located in a very affluent part of town, but that its mission was to serve poor people. When the reporter asked the administrator why that location was selected, he said, “Because most of our employees live in this area”—not a good marketing strategy. Think about “place” as aligning the needs of the clients served and the resources that can be attracted based on the geographic location of the agency and geographic area served by the agency. Think about the possibilities that exist within that common space. Promotion—Promotion is the communication between the agency and its various publics. Promotion takes many forms. It is the agency newsletter, the website, the fundraising letters, and the funding proposals. It is public speaking, participation in community activities, special events, and TV interviews. Promotion is about building relationships—with board members, with donors, with funding sources, and with the community. In the last chapter, we talked about the concept of “friend-raising.” It is the same concept in marketing. Promotion is the art and the tools of persuasive communications to interpret the mission of your organization to others and to gain their support of your efforts. Promotion is about motivation and inspiration. As a human services administrator, it is the power of your conviction for the services that you provide and your commitment to those you serve that will inspire others to join you in your life’s work. MARKET SEGMENTATION To develop an effective marketing plan for an organization, it is first necessary to identify the target markets. Because of the many “publics” of a human services organization, this can be a complex task. Think first about the clients served by your organization. If you serve only one very specific population, then the task of segmenting the client market would not be that difficult, but many organizations provide multiple program services for a variety of populations. The first task then is to identify each of the segments of the client market. Clients are not the only public that requires you to think about market segmentation. What are the demographics of your donor population? Do you think it might require a different approach for your donors under 30 years old as opposed to your donors over 60? Is there a difference in your donors who have donated to your organization for many years and those who have made their first gift? Will you approach them any differently? Segmentation is required unless you can determine that all of the people in the target market are likely to respond in the same way (Hardcastle & Powers, 2004). The first task is to identify each category in your target market and then to further refine these categories into subsets as appropriate. COMPONENTS OF NONPROFIT MARKETING PLANS Marketing plans for nonprofit organizations should specify how the organization plans to reach each target audience group identified in the segmentation exercise. Typically, nonprofit marketing plans include the following elements for each target population: 1.   Mission and Goal Statement: This portion of your marketing plan should express what it is that your organization hopes to accomplish for the clients you serve. Your mission and goal statement should clearly define the overall purpose of your organization. The marketing plan should tie specifically to accomplishing the mission and goal. 2.   Set Outcome Objectives: Define specific, measurable outcome objectives for each target audience (see Chapter 6). What do you want the results to be of your marketing activities? How many clients do you want to serve in the coming year? What kinds of results do you expect to see with the organization’s stakeholders? How much money do you need to raise this year? How many volunteer hours do you hope to log? 3.   Develop Strategies Through Process Objectives: What steps can you take to accomplish your outcome objectives? For example, if you want to increase the number of clients served by 250 next year, what will you need to do to accomplish this result? If you want to attract 50 new major donors, what steps will you take to reach this outcome objective? 4.   Action Plan: How will your organization go about implementing the defined marketing strategies identified in the process objectives? Who is responsible for each component of the plan? What is the timeline for each activity to be implemented? The action plan should be written in a manner that makes it easy to determine who is to do what by when. 5.   Budget: How is the marketing plan built into the organization’s budget? What resources will be allocated to the marketing plan? 6.   Monitoring: How will you evaluate your progress and make any necessary adjustments to the plan? What is the system for evaluation of both outcome and process objectives? Who is responsible to see that reporting and review procedures are followed? How will progress be measured? (White, 2013). SUMMARY Human service administrators must be aggressive marketers of their organizations. The organization is in competition for clients, for funding, for volunteers, for staff, and for the overall support of the community. Marketing is not advertising or sales, but it is understanding the needs of clients and other stakeholders. Like all functions of administration, there is a need to be systematic and to have a well-developed plan for marketing the organization. Understanding the interplay of publics, products, price, place, and promotion are keys to marketing the organization and its services. A clear understanding of the organization’s market share and the segmentation of that market guide the administrator toward a well developed and effective marketing program for the organization. REFERENCES Andreasen, A. R., & Kotler, P. (2003). Strategic marketing for nonprofit organizations (6th ed.). Upper Saddle River, NJ: Prentice Hall. Fine, S. H. (1992). Marketing the public sector: Promoting the causes of public and nonprofit agencies. New Brunswick, NJ: Transaction. Hardcastle, D. A., & Powers, P. R. (2004). Community practice: Theories and skills for social workers (2nd ed.). New York: Oxford University Press. Lauffer, A. (2009). Confronting fundraising challenges. In R. Patti (Ed.), The handbook of human services management (2nd ed., pp. 351–372). Thousand Oaks, CA: Sage. Lewis, J. A., Packard, T. R., & Lewis, M. D. (2011). Management of human service programs (5th ed.). Belmont, CA: Brooks/Cole. White, M. (2013). Nonprofit marketing plans. Retrieved from http://charity.lovetoknow.com/charitable-organizations/nonprofit-marketing-plans Winston, W. J. (1986). Basic marketing principles for mental health professionals. Journal of Marketing for Mental Health, 1, 9–20. Worth, M. J. (2009). Nonprofit management. Thousand Oaks, CA: Sage. HELPFUL TERMS Market segmentation—the process of identifying each category of the organization’s target market and then further refining the categories into subsets as appropriate. For example, the clients and subsets of clients and the donors divided into subsets such as age, interest, or motivation. Marketing—a means to achieve the organization’s goal. It is a tool—really a process and set of tools wrapped in a philosophy—for helping the organization do what it wants to do. Using marketing and being customer oriented should never be thought of as goals: They are ways to achieve goals (Andreasen & Kotler, 2003, p. 57, as cited in Worth, 2009, p. 212). Marketing mindsets— product mindset assumes if you “build a better mousetrap, customers will beat a pathway to your door.” sales mindset assumes that an organization must convince customers to choose their services rather than those of a competitor. customer mindset “systematically studies customers’ needs, wants, perceptions, preferences, and satisfaction, using surveys, focus groups, and other means . . . and constantly acts on this information to improve its offerings and to meet its customers’ needs better” (Andreasen & Kotler, 2003, p. 42, as cited in Worth, 2009, p. 211). Ps of marketing—Several authors refer to the Ps of marketing as products, price, place, and promotions. Lauffer (2009) adds a fifth P for publics to represent the stakeholders in human service organizations. EXERCISES 1. In-Basket Exercise Directions Review the following memo and write a response explaining your decision on this matter. Memo Date: May 16, 20XX To: Administrator, Sheltering Arms, Inc. From: Board Chair, Sheltering Arms, Inc. Subject: Marketing Plan and Segmentation I am looking forward to your board retreat next month to develop our much-needed marketing plan for Sheltering Arms. I know from our meeting with our marketing consultant that one of our tasks will be to identify our target markets and to do a market segment analysis. Frankly, I’m a little stuck in trying to think about how to approach this issue. It seems to me that our only market is the homeless population in our community. I want to be prepared for the meeting and to provide appropriate leadership, but I need your help in thinking this through. I understand that we are to break the major market groups into subgroups. Please prepare a list of those groups and subgroups that you think of as our “markets.” Thanks for your help. 2. Isn’t It Enough . . . ? Assume that you are leading an all staff meeting and the topic is how to market the organization and its services. If an employee says, “Isn’t it enough that we provide excellent service? People will come to us if we provide excellent services, right?” How would you respond? With your small groups, develop a response based on the content of this chapter. You will read your response to the class and ask for their feedback. 3. The Five Ps Review the section of this chapter on the 5 Ps. Working within your group, think of an agency with which you are familiar. Define each of the Ps for that organization and report your work to the class. 4. Distaste for Marketing This chapter starts with a statement that many human services organization employees have a distaste for the concepts of marketing human services. Do you think this is true? If so, why do you think it is true? If not, why not? Discuss this issue in your small group. ASSIGNMENTS 1.   International Journal of Nonprofit and Voluntary Sector Marketing provides an international forum for peer-reviewed papers and case studies on the latest techniques, thinking, and best practice in marketing for the not-for-profit sector. Find an article written in the journal within the past three years and write a two-page summary and review of the article. 2.   Write a five-page “executive summary” of a marketing plan for a nonprofit organization. Cover each of the six components of a marketing plan as outlined in this chapter. 3.   You have been asked to be on a panel discussion concerning marketing of nonprofit organizations. You are to make a five-minute introductory statement of the use of social media in marketing. Research this topic and write a two-page statement to be included in the handout materials for the
