Marketing


Module: Marketing

What is Marketing?

Many of us think that marketing is about advertising your product. In fact, marketing is about knowing and serving your customer.

Marketing starts with being aware of your customer, knowing your customer and developing your product for your customer. Then you can think about advertising and selling your product.

Who is your customer?

 In most businesses, your customer is the person to whom you want to sell your product. 
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Of course a company can serve more than one part of the market. 

Each of these groups (called “market segments”) wants a different product.

Customers in the media business

In the media business, such as radio or TV or magazines, the primary customer is the one who buys the magazine, watches TV, or listens to the radio. 

Different stations and magazines serve different segments of the market. 

In the radio sector, you could define your customer in a number of ways, for example as a particular interest group, or as all the people in a particular geographical area.

Knowing your market is the key

To do proper marketing, you need to know as much about your target group as you can. You need to be close to them, you need to do research, you need to find out what they like and dislike, what gets them to listen and what gets switches them off. 

The more you know about the different segments that make up your market, the more specifically you can design your product for them.

Activity  AUTONUM : Identifying your customer

Use this space to define your customers. Write down as much as you know about them. If you have different market segments, then be specific about each segment: 

























Activity  AUTONUM The Community as Customers

In community radio, your primary customers are the community. They are your target audience, the people you want to reach. At the same time, because you are Community radio stations, the community is much more than just your customer. Community members are joint owners of the station, they are part of the board, they are volunteers and paid workers, they are involved in many different ways. 

Reflect on your own radio station: 

In which way is the community involved in your station? What mechanisms exist for community participation?









Are you satisfied with the level of community participation?













Community participation: 

the backbone of a successful community radio station

by Gabriel Urgoiti
.
“ Community participation is a patient, ongoing and inclusive process.”

"Community participation".  We are all familiar with these words.  We hear them in meetings, we use them in forums, we read them in documents. 

When we start asking: what do we really mean?, we realise that these two words mean different things to different people.  The problem is that most of the time we don’t clarify or define the meaning of community participation, and this can result in confusion and misunderstanding.

What would you highlight as the main ingredient needed for a community radio station to be successful?  What is the formula necessary to create a station where listeners will tune in every day, where people identify with its programmes, and phone in, support and participate?

The answer should be: community participation.
Ideas on community participation

When a radio station is called a "community radio station", it should mean that the community plays a fundamental role in the station.  It should mean that it is owned, managed and programmed by the community it serves.  Obviously, this is easy to say but difficult to achieve. 

However, if there is no community involvement, then the station should not be called a "community radio station".  

Of course you will need things like equipment, management and skills in administration and broadcasting, but all these will not be enough if real and ongoing participation by the community is not achieved.

Some members of community radio stations can feel that, because they come from the same community, they already know the place, the people, the language, the culture and beliefs.  Because of this, they may not see the necessity of going through the process of involving their community in the development, management and programming of the radio. They assume that they know their community well enough to understand everybody’s needs, wants, priorities and concerns.  This assumption is very dangerous.  You cannot know people’s wants and needs without discussing these with them on an ongoing basis.

Others feel that by consulting with their communities a couple of times at the beginning of the project, community participation has been achieved and that there is not really a need to consult and keep residents informed through regular forums and meetings.

A participation process

Community participation should be a process, not an isolated meeting where everybody gets together to hear and discuss an idea or proposal.  It should be an ongoing interaction between the radio station and the community.  This ensures that the community radio station is really the voice of that community, representing and clearly putting forward the needs, wants, concerns, feelings and prioritised issues of the people in the area.

Community participation is not only about getting community support.  We know that a condition in applying for a community radio licence is proving that the proposed community station has the support of the residents.  One way of proving this is to get signed petitions in support of the radio station.  A station could collect thousands of signatures.  Stations should not assume that because they have strong support from petitions, no further effort is needed.  Stations must continue to involve people in all aspects of the station.

A great danger of community radio is how easily staff, volunteers and management can forget the fundamental importance of involving and consulting the community in decision-making processes and the general running of the station.  When a community radio station stops being sensitive to the needs of the community it is serving, it has lost its reason for existing.  It has lost its identity. 

Guidelines on community participation

These are some questions-and-answers you can use to guide you in thinking about and discussing community participation:

*
Guidelines
What is community participation?
· Community participation is the involvement of the local residents in the decision-making and the work of your station. 

· It is about ownership and sharing in the benefits of the station.

· It is about identifying “felt needs” - what people say they want - and running your station with the aim of addressing those needs.

Who can participate?
· Community residents: anyone living in the area served by the station.

· Local leaders, including elected community leaders and traditional leaders.

· Community structures, such as civics, religious groups and sports clubs.

· Non-governmental organisations (NGOs) active in the community.

· Government officials, who could play a role in promoting or obstructing the work of the station.

· Outsiders, including donor organisations, volunteer organisations, consultants and experts.

How can participation be implemented?
· In various ways, e.g. planning, implementation and evaluation.

· Once only or at different stages of the project.

· On a voluntary basis or for some kind of payment.

· People can participate directly as individuals.

· People can participate as members of a group or organisation.

· A spokesperson or elected representative can represent people.

What benefits and powers are associated with participation in the project?
· Benefits are not only measured in financial terms.
· Benefits can also be the gain of specific skills in particular fields, access to training and self-reliance.
Who does the station belong to?
· Meaningful participation will enable community residents and organisations to "own" the project.

Why is it important to have community participation?
· It encourages the community to take responsibility for the project. This kind of commitment and pride will help people stay involved and keep the station going even when resources are very scarce.

· It helps to develop self-reliance and frees people from dependency. It is an empowering experience.

· It helps to develop an understanding of real community needs and priorities, taking into account language, traditions, beliefs and culture.

· If the station succeeds, it helps with further development in the community. It is an example of how community members can get together in an ongoing way to address their own needs.

Ongoing evaluation

As your station develops, it is important to build in ongoing monitoring and evaluation of your work.  You can have an internal evaluation or get an independent person in to help your station evaluate itself.

A central part of evaluation will be an assessment of the amount of community participation in the station.

*
Guidelines
These are examples of questions you can use in assessing community participation:
· When did the last community general meeting or forum take place at the station?

· Did you have an Annual General Meeting last year?

· Is your management team or board representative of the community?

· How have they been elected and for what period?

· What mechanisms do you have in place to ensure access of community residents to radio programmes?

· Do community residents have a say as to what type of programmes go on air?

· Does the station change and adapt its programmes according to feedback from the listeners?

· Do you have a constitution?

· When was the last time you looked at your constitution?  Does your constitution mention ways for community involvement?

· Does the station cater for all community residents according to age, gender, needs and interests?

· In what language are you broadcasting?  What are the languages spoken in your community?

· Do you cover local community events?

· How much air-time is used for musical programmes?

· How many women are involved in broadcasting and management at the station?

· Do you have children’s programmes?

· Do different religious groups have equal access to airtime?

· Your own questions....

In conclusion: there is no fixed formula for achieving community participation. There are different ways and processes for doing this.  Each community is unique and should develop its own ways of doing things. 

Most important of all is to have a radio station that is owned, managed and programmed by the community that it serves.  This is not easy to achieve.  There are always challenges, conflicts and obstacles. 

If you want to call your radio station a “community radio station”, you need to rise to this challenge.
Advertisers as customers

The media business is more complicated than the shoe business.  Apart from the different markets that listen to the radio station, or buy the magazines, there is another type of customer: they are the people who want to advertise their product in your medium.

In radio, in addition to the listeners, you also have another customer: the people who use your radio station to advertise. They are also customers: they are interested in the ‘advertising’ side of your product, rather than the programme side.


They are not really interested in the kind of programmes you deliver. 

What do you think advertisers are interested in? 

What is the ’product’ that they want to buy from a radio station?









There is a lot of competition for these customers: magazines, national radio, newspapers, billboard, and even rubbish bins and buses are all competing for the same advertising. 

If you are going to get people to buy advertising time from you, you have to understand your advertising customers too. You have to know their needs, you have to understand what they are trying to achieve, and you have to see how you can meet their needs.

If you were an advertiser, and you had a limited amount of money to spend on advertising, what criteria
 would you use when deciding where to advertise? 













Community media: still another customer

Because your are running a non-profit radio station, rather than a commercial station, you have another set of customers: the donors. 

These are customers in the sense that they can chose where to put their money. 

Donors, or funders, also have their own needs or wants. They are also ‘customers’.

If you were a funder, with funds to donate, what would you look for when trying to decide who to give the money to?













Marketing is about understanding all of your customers, and then defining your product to meet their needs, and then, only then, promoting the product.

In the next section, we are going to be focusing on selling advertising. Marketing to donors is dealt with in the Module on Fundraising.

Activity  AUTONUM : Presenting your station - The Station Profile

When you try to sell advertising time to a potential advertiser, you need to present your station to them. A station profile tells the potential advertisers the most important aspects of your station. 

A typical Station Profile has the following elements. 

Name of the radio station

Mission statement

Coverage
This is the geographical area that the station covers

Target Market

Who are you aiming you programming at. Describe their socio-economic standing, their age, lifestyle, and educational level

Listenership
Only give numbers if you have solid information (not guesstimates) 

Broadcasting hours

Format
The combination of each talk radio, music, etc

Content
Describe the types of programems you run

Contact details: 
Who to contact about advertising

Group work (60 min)

Do a profile for one radio station. Chose a radio station of one of the group members:







































Activity  AUTONUM Developing a Brand

When you go shopping there are brands that you recognise and buy, simply because they are so well known. You recognise the colours, the kind of writing they use and the logos. When the ad comes on TV, you immediately know what they are advertising. The brand has a high level of visibility. People develop loyalty to the brand and stick by it. 

Think about your favourite drink, the mielie meal you always buy, the soap you use to wash your clothes, the margarine you use. The chances are that you stick to the same brand. The stronger the brand, the more loyal people are to it. 

Radio stations can also have a brand. The brand includes the name, the emblem, and a slogan. The more visible the brand is, the more people will listen to the station, and the more advertisers will want to advertise on your station.

How can you ensure that your brand is promoted through your programming and through special promotional activity?

















Developing and promoting the brand, is the responsibility of the whole radio station. The management team, the programming staff, the admin staff, and the volunteers all have to get involved. It is too important to leave it up to the marketing department. Every person is responsible for promoting and protecting the brand.

Suggest ways in which each structure in your radio stations could promote and protect the brand.

















Selling Advertising: 

How the sales department works

The sales department is responsible for selling advertising. However, it is not just about selling. There is a lot of work to be done after the advertising slots are sold. 

The department is made up of a number of important functions. The following is the sales structure at Soweto Community Radio in 1998.



Sales Manager










Production team












Trafficking

Accounts

Client Service













Accounts Executives




Sales Manager

Develops a sales strategy, by workshopping it with the sales team

Puts systems in place

Co-ordinates and oversees the work

Checks that sales are in line with plans, and with policy 

Reports to the Station Manager, who has to make sure that the sales department adheres to station policy.

Accounts Executives

Get new advertisers by making sales

Promote the station, sell airtime, and get a clear brief from the clients

Each executive has an area to work in. 

They work to meet monthly targets and are paid on a commission basis.

Trafficking 

Responsible for telling presenters when and how often adverts must be on air. Monitor that presenters are working according to the studio log. Make sure that on-air promotions and campaigns are sanctioned by the station management and ensure that they are recorded for the advertiser.

Accounts

Keeps track of ads booked, fees and payments related to sales. Keeps track of discounts given to advertisers. Reconciles the money with the records every month. At the weekly staff meeting, tells the Accounts Executives how close they are to achieving their target. Liases closely with the station administrator. The Sales accounts are kept separate from the Donor funds, so that it is easy to keep track of sales. 

Client Services

Ensures that clients are satisfied with the service they get. Ensures that ads produced by the station are acceptable to the client and are on air at the right time. Takes care of clients' satisfaction, keeps in touch with them, handles complaints, etc  

Production team

Produces the ads based on the client brief received from the accounts executive. The client must approve the copy for the ad, before the ad is produced. The final ad must also be approved before it goes on air. The Production Team and the Client Services officer have to work very closely together to make sure that the ad meets the client's needs.

(Note that some clients bring you a prepared ad.)

Activity  AUTONUM  Planning your Sales Strategy






1 hour

Plan a strategy aimed at getting advertising in your area. 

As part of your plan, work out: 

1. Who you will target when trying to sell advertising time

2. What your product is, and what the ‘selling points’ are

3. How you would approach the potential customer

4. What information you would present to the potential customer to promote your station

5. Any ideas you have for ensuring that the customer actually buys advertising time from you

Activity  AUTONUM : Marketing Role Play





30 minutes

Plan a short role-play of the first meeting with a potential advertiser. 

Assume you have written a brief introductory letter, and arranged the appointment with a secretary.

Tell us what material you would take along when you are making your initial presentation.



























The sales presentation kit

A sales kit an include the following:

· The station profile 

· What you offer: include the programme schedule, success stories and photographs 

· Rates, discounts, and terms of payment. The rates vary according to the time of day, the type of programme the ad is linked to, the frequency of commercials, they length of the contract and the size of your listenership

You need to explain the discounts you offer for packages - e.g. when advertisers take a number of spots over a period of time, or when they take a regular spot. You can also offer sponsorships - when an advertiser sponsors a particular programme slot - such as a news bulletin, or the CD of the week. 

· A copy brief for recording information about your client

· The advertising agreement or contract

Example of a Copy Brief

The copy brief is used by the Account Executive, to record the initial meeting with the client. The form works as a reminder of all the questions the Account Executive must ask, and is a good record of important information about the client and the kind of ad they want.




Advertising Logging Form

This form is useful for summarising the adverts sold by the Accounts Executives. It can be used by the rest of the sales team to keep track of the follow-up work that needs to be done. 

Client
Advert Producer
Account Executive
Date Received
Copy Deadline
Due date
































































Working out what to charge

When you sell advertising time, or you charge people for producing ads or programme for them, you need to work out your costs, and then add on extra so that you get a profit. The cost plus the profit is the price you charge.

Working out the cost 

The difficult part is working out the cost of your time. You need to work out what it costs you to produce a programme, or to air an ad for a certain period of time. 

You need to look at all the inputs - all the things that go into your work. Think about all the costs:

The materials you use (e.g. tape cassettes, paper, ink, etc)

The staff costs (when you work out an hourly rate for your staff, make sure that you include the tax, pension and medical costs in your calculations.)

Admin costs: how much admin backup do you need, to put a programme on air?  Divide the cost of the administrator's salary among the main departments in the radio station. Then work out a daily and hourly rate.

For staff who work during weekdays only, the following calculations can be used: 


The cost of running the equipment (e.g. the cost of the equipment spread out over three or five years, the cost of servicing your equipment, the cost of supplies such as batteries and ink) - you can work out the annual cost, and then break that down to get a daily and even an hourly cost. 

Transport costs: are you running your own car? Then get the AA rates for the use of your car - they cover the petrol, and maintenance cost. If you are using taxis, then you will need to include the taxi costs.

Overhead costs include your rent, your electricity and water, the cost of stationery, mail, telephone, etc.

The cost of the time you are selling is based on all of these costs. All of these costs would need to be worked out per hour and then per minute. 

Working out a price

The price is what you will charge for your time. 

The price must at least cover your costs. If you cover your costs, we say that you have achieved the break-even point. 

But the price should also give you an income over and above the cost. This is sometimes called a profit.

How do we work out a price?

Usually we have to look at a number of factors: 

· What does it cost us?

· What are the buyers willing to pay? 

· What are others selling the same item for?

The price cannot be too high, or you won't have any buyers. They will either go without, or they will go to someone else who is cheaper than you are. 

The price cannot be too low, or you will not cover your costs, and you will make a loss.

When you are selling to business people (e.g. to big companies) be careful not to under-charge them. They sometimes seem to think that because non-profits charge low prices, they are not very good at what they do. Make sure that you present a professional image, and charge good prices.

Variable pricing
It is possible to charge different prices to different types of clients.  For example many commercial radio stations do not charge anything for ads from charities that they support. 

Some Community Radio Stations have two rates, one for big national and multi-national corporations and another for small local businesses and non-profit organisations.  

Discounts

Discounts (cheaper rates) can be given to attract advertisers. 

You can give discounts for many things: 

· To get more advertising in quieter periods (e.g. in the week after Christmas) 

· To get people to buy their spots more than 2 months in advance

· To get people to buy a package of advertising spots (e.g. a regular spot linked to a particular programme)

Admin backup

The Accounting function is crucial in the Sales Department. 

You have to keep track of your ads and make sure that they are paid for. You need to reconcile your ads and your income. 

Make sure you are invoicing your clients in good time. Insist that they pay your invoices on time. 



Advertisers





Donors





Community/ potential listeners





Specific listener target groups





Radio station





Example: 





If you were selling shoes, you would define your customers as being the people who buy shoes. 














Copy Brief





Date:		


Account Executive 	


Client		


Address:		


		


		


Phone No		





Production and flighting details


On air dates		


Length of spot		


Number of spots per day	


Copy Deadline		





Description of client's product and service 


(Give as much background information as possible)


		


	 (need a page for this section)				


		

















Physical Address


Postal Address


Telephone and fax


Numbers








Rate Card - Local Businesses





Rates effective from 4th March 1998





Channels�
Times�
Weekday Rate (for 30 second spots�
Saturday �
Sunday�
�
1�
5h00-6h00�
R125.00�
R122.50�
R120.00.�
�
2�
6h00-8h30�
R555.00�
R240.00�
R220.00�
�
3�
8h30 - 10h00�
R230.00�
R150.00�
R125.00�
�
4�
10h00-11h00�
R230.00�
150.00�
R125.00�
�






 � 





INVOICE





Acc. Number		Date: 	


Client: 		


Address:		


		


Tel:		


Fax:		





Description�
Amount Payable�
Balance�
�
�
�









�
�
Due Date: 		Amount due:	





Functions of the Sales Department


Provide ways for advertisers to reach their customers - help clients to solve their problems


Maintain a strong base of support among advertisers


Generate revenues for the station


Produce a profit








Description of client's target market (who are they, what kind of lifestyle do they have, what do they earn, where do they live. etc.)


		


	 (need a page for this section)		


		











What does the client want the target group to do? (e.g. buy a product, go to a special event, phone in for information, remember the brand name etc)


		


	 (need a page for this section)				


		











How the client positions the product or service - what is the most important factor that will attract people to your product or service, what is special about it, what sets you apart from your competitors, how are you positioning yourself in the market. What is the general image you want to convey?


		


	 (need a page for this section)				


		





Rough guide for working out hourly staff costs 


Hourly cost = 	Monthly Salary x12 				


		1600 (number of working hours in a year)





Hourly costs x2 = cost and admin and management costs


Hourly costs x3 = cost and admin and management and profit





Example: 





You could decide that you want to make shoes for teenage girls, or for people who wear uniforms (e.g. the police, nurses, prison warders etc) or for disabled people who need special shoes. 





Example: 


Huisgenoot is a magazine aimed at Afrikaans speaking housewives; SAfm is aimed at English speaking, probably middle-class people. Yfm is aimed at the urban, youth market, etc











� Gabriel Urgoiti is a medical doctor working in the areas of health promotion and communication. He as worked broadly in the community radio sector in Latin America and South Africa. He was one of the founder members of Radio Zibonele in Khayelitsha. He sits on the Radio Advisory Committee of the OSF-SA. His contact details are phone: 021 470672 / 082 24652971, e-mail �HYPERLINK "mailto:urgoiti@dockside.co.za"��urgoiti@dockside.co.za��





� Criterion  n. (pl. -criteria) principle or standard of judgement. [Greek, = means of judging]


� This material is based on the sales kit of the Soweto Community Radio station.
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