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SMART
MARKETING
Making the Most of Your Competitor's Resources

Being aware of what your competitor is doing is an essential part of your business.  Even if you have no immediate competitor, you need to be aware of what the competition is up to in general.  In fact, having no immediate competition can often be an even more dangerous prospect for your business.  Complacency often becomes a real risk when there is nobody else to keep you on your toes.
You also must be careful when watching the competition.  The whole idea is to have one eye on them while keeping one eye on your own business otherwise you run the risk of becoming so obsessed with what they are doing that you lose sight of what you are supposed to be doing.  Sometimes it is simply a matter of neutralising the competition.  And here is a great example of that: 

In 1987 Bob Ansett, the CEO of Budget Rent-A-Car was caught napping.  Budget was beaten to the punch by competitor Avis when they introduced a super saver rate.  The concept was an adaptation of a product from the American car rental industry, but it was still an Australian first.  
Ansett saw red, not just because Avis had a better product but because he hadn't seen it coming.  Within 48 hours he held a brain storming session with key team members (remember that we spoke about this in our Don't Do It Better Do It Different session).  After the session Budget had a new and more competitive product on offer but that wasn't even the best part as Ansett describes;
"Avis fortunately gave us an opening too good to pass up. Their television ad featured a rental hostess touting their new rate structure and offering a Laser at $30 a day.  'And if anybody can beat that, she boasted, they can have my shirt.'  Within three weeks we had our own commercial offering the Laser for $28. I came out grinning wearing an Avis blouse saying, 'And that's why I'm wearing their shirt.'  Avis pulled their ad immediately and tried to seek an injunction to stop ours. Our response had served it's purpose, it neutralised their initiative and their marketing campaign"

This is a great example of utilising a competitor's resources and it didn't involve the time and expense of developing a whole new campaign from scratch.  In this case, they just piggybacked off their competitor's advertisement.  Remember, the best way to compete with your rivals is not to compete at all but instead to just make them irrelevant.

In our previous sessions on innovative service we looked at ways to grow your business. These were great ideas to keep you in the game and maybe even edge you ahead of your competition.  We are now going to turn our attention to carving out unique advantages and creating guerrilla profits.
We have already examined how you can be unique and innovative in the way you do business and in how you interact with customers and provide your products and services. 

This included:

· Initial contact;
· Presentation of information;
· Attention to customer desires and needs;
· Follow up;
· Handling of problems; and

· The intangible feelings customers have about you and your business.
At Inspire 2010 we spoke about how people buy people rather than products and how at the end of the day it's all a bit of a popularity contest.  In your industry it's often the safety in knowledge, expertise and trust which will win you the business.  It is why partnering with a supplier (which allows you to fulfil those criteria) is vitally important.

We are now going to see how you can embrace what your competitors are doing.  Many small business owners talk of how much they hate their competition and often wish that they'd go broke.  That is narrow minded thinking.  Competitors give you the opportunity to establish a point of difference.  Like I said earlier if there is no competition, then there is a real possibility of becoming complacent.  

We will also examine how we can use to our advantage, all the time, money and effort that our competitors (and other companies) spend on the development of their own businesses.  We will outline how you can make the most out of the marketing budget of another business and how you can even tap into the resources of your own customers to bring in new revenue streams and increase existing profit margins.  

These ideas should be easy to understand and ready to be applied in your business and to help you achieve that, we will examine the theory together in detail and then brainstorm ways which it can be applied in the retail pool industry.  Following that, we will also help you to develop a plan which will assist you in implementing these ideas and putting them into practice in your own business.  

This topic has been specifically designed for you to learn from both the information provided and from each other.  So, I encourage you to participate and take notes as we embark on the process of learning new skills together.
PART ONE PIGGYBACK MARKETING
How to Grow Your Business Using Someone Else's Money

Large companies and organisations spend millions on marketing and advertising their products, services or events every year.  Imagine how much money you could save by tapping into a fraction of those resources to increase your own business!  

This process is easy to apply no matter where your store is.  Opportunities for stealth marketing like this are in the general marketplace every day.  In this session we are going to look at a range of concepts and examples.  You will be able to take these concepts back to your business and apply them straight away.

Piggyback Marketing
You may have read the article in the Focus Products newsletter about Piggy Bank Marketing.  The concept is very simple and easily applied.  You may recall the story involving a friend of mine who has had great success in his landscaping and garden supply business due to the programming on Channel 9.  Kerry Packer and Don Burke have made this guy a lot of money and he often jokes that he should have sent them a thank you card!   Every Friday night he was glued to the TV watching Burke's Backyard.  He then went to work very early on Saturday morning to create a display of the plants and garden products that were promoted on the program the night before.  Without fail those products would sell out by the end of the day.  All it took was a few hours of his time to prepare simple signs and displays placed in high visibility areas that said, "As seen on Burke's Backyard."   

The same opportunities exist for you.  There are a range of media at several levels that you can focus on (no pun intended).  The opportunities that exist include:

· Television

· Radio

· Newspapers

· Magazines

· Newsletters

The levels you can look at are:
· National

· State

· Local

· Community

A great way to view these opportunities is this:

· It is the job of the program producer or publication editor to produce the program or publication. 
· It is your job to help them fill it. 

This kind of piggybacking can work in a couple of ways.  Firstly, anytime there is an article at any level that discusses pools in any way and if the program or publications circulate in your locality then contact them and offer to contribute to the discussion.  If you are worried about whether you can contribute, you can arrange to have some articles pre-prepared or even get some PR advice on board. 
PART ONE PIGGYBACK MARKETING 
It is important to remember here that you are offering to give them some information which will help them to sell more of their product.  So, the important point about that is how you look at the process.  If you go to the media with a view that you have something to give them and hope that they may be good enough to publish your thoughts to help your business, then that is exactly the way they will receive it. 

The truth is that they will view you as looking to get some free publicity (which of course you are) however it moves the balance in their favour.  On the other hand, if you take the view that you are doing them a favour by offering them some information which they can use to fill their publication or program then the balance of power comes back to you. 

Editors and producers are always putting pressure on reporters and sub editors so if you can help them out by giving them something useful, they will be very grateful, and you will become a source they will check with in the future.

The other way that articles and programs can be used is exactly how my landscape friend used them.  Keep a close eye on TV and radio programs and local publications.  Anytime they run an article on pool supplies or equipment, feature the product or service in your own promotion.

Also, don't forget about local and community publications. They are: 

a) Always looking for content; and
b) Often featuring articles on seasonal issues such as swimming pools.
Now, if you want to really embrace the guerrilla concept, be cheeky.  Keep an eye on local publications and if your competitors advertise and feature a product or a service, promote that in your store. Obviously, you won't always be able to promote the same product but there is still plenty of opportunity.  If they are advertising a chemical product, promote the Focus Products equivalent. You may want to also promote it at a sale price or better still, offer and promote it as a value-added product.

Now if you want to be cheekier still, feature the actual ad in your promotion but with a better offer.  The object here is not to rile your competition (but they probably will!), the object is to get the consumer's attention. Remember, if someone has seen an ad in the local paper and they then see that ad in your window, they probably won't even realise they are not in the competitor's store.

If you are lucky enough not to have immediate competition, then you can still use this concept but by featuring ads on products or services placed by others who are not directly in competition with you.  It is cheeky, but it can also be a whole lot of fun!

There are other guerrilla opportunities as well.  If there is a local competition in your industry and you can get your hands on the entry list, contact them and offer them a prize. These opportunities involve thinking a little more outside the square.  We don't need to stand outside the competition's store and hand out your own promotional material...although that idea does sound like fun...it can be done with much more stealth.

PART ONE PIGGYBACK MARKETING
Now, let's have fun with this concept and brainstorm some ways you can use this in your own business:
	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	


PART TWO REFERRALS
Just about every business seminar and workshop you will attend will talk about the importance of developing a referral system.  The focus is largely on ways that you can have other people refer to you. This is an essential part of any business growth strategy.  You need to have a referral system. Here are some basic rules that you need to keep in mind when establishing a referral system;

· It needs to be easy to be included
· It must be easily explained

· There must be a simple system to reward referrers and thank referees
· There must be a system to follow up
· There must be a system to track the effectiveness of the program
There are several elements that you must consider also.  These basic elements are listed below, and we will expand on each one as we go.

1. Think about who you can ask to refer to you? (i.e. Existing customers).
	

	

	

	

	

	

	

	

	


2.  How are you going to ask them to refer you? (i.e. Give a referral card).
	

	

	

	

	

	

	

	

	


Step 3.  How are you going to track the referral? (i.e. Have the cards noted with referrer specific coding).
	

	

	

	

	

	

	

	


PART TWO REFERRALS 
Step 4.  How will you acknowledge and reward the referrer? (i.e. Have each referral worth a certain number of points).
	

	

	

	

	

	

	

	


Step 5.  How will you identify and acknowledge the referred customer? (i.e. Give them a welcome gift).
	

	

	

	

	

	

	

	


Once we have developed a range of options for each of these steps, you will have effectively created your own referral program which you can then take back and implement in your business.  A working referral system allows you to market your business using someone else's efforts.  Now, let's look at a guerrilla approach to referrals.

What if, instead of asking for referrals, you offered to give them?  If another business approached you and offered to refer their customers to you in return for a share of the generated revenue, it may just be an interesting proposition.  It is after all money that you would not have earned otherwise, so sharing it may be a lot easier then you think.

In the section on Service and Repairs we look at the opportunities for cross and up selling that these team members can generate for your business.  Keep in mind that they also represent an excellent opportunity to give referrals and generate a substantial income stream.  If you have a service run, you are perfectly placed to establish a referral giving program with other home service providers. There are a bunch of those that spring to mind:
· Mowing

· Gardening

· Antennas

· Landscaping

· Dog wash

· Garden edging

· Fencing

· House washing

· Car washing

· General maintenance

	

	

	

	

	

	

	

	


PART TWO REFERRALS
A referral giving system can also be established with some of your suppliers or service providers.  Setting up the deal is easy and straightforward, and you need to keep it that way.  It may be easiest to attach the referral giving to a specific or special offer so that it can be easily tracked.  Something simple like presenting a card provides the presenter with a discount or special offer.  In most cases, the referral giving deal will be short term and is much like an initial spotters’ fee but if you maintain the arrangement then it can form another income stream for you.  It is certainly worth examining.

Oh, and just one other point on the topic of referrals.  If you are going to thank people for referring business to you, thank them with something meaningful.  Research has shown that a gift is of greater value than a cash reward.  Similarly, a gift which is viewed as a luxury is more likely to prompt someone to refer again than a simple discount on future purchases.  

Here are some simple but well received ideas:

· Massage certificates
· Free lawn mows
· Dog washes
· A coffee machine (all these things can be sourced from your alliance and referral partners)

And of course, depending on the size of the sale, technology items such as an iPhone or iPad will always be a hit.

Remember that the gift itself must be a powerful incentive which is often why something unrelated to your business works well.  The items we have listed above are often considered to be splurge items, in other words they are something that people may not usually spend their own money on.

When you are debating what you are going to offer as an incentive for referrals, think about what the referral is worth to you and what you would normally spend in obtaining that customer. 

The other thing to consider is that if you give people a choice of referral incentives then you'll be able to easily test and monitor which works better for you, in your demographic.  If the referrer is buying from you regularly then a credit for a certain value of goods may work well and they can accumulate the value over time.

You will also want people to refer to you time and time again.  So, you will need to think about what you can offer them for their second, and third, and fourth referral and so on.  If you develop a reward system that increases in value, you may find that some of your customers start to put effort into referring to you on a regular basis.
I must admit that a customer who actively seeks to refer to you is a bit of a rarity but if they do come along, you need to make sure you treat them like absolute gold.

PART TWO REFERRALS 
Referrals as A Promotion

Once you have established a basic referral program you can use it very effectively as a separate promotion. 

Here is how it works:
Step 1
Think about what incentives you are going to offer as a referral reward.  Remember to think about multi referrals.

Step 2

Put together a multi step promotion that includes a series of announcements and encouragements.  You may want to do an initial mail or email campaign asking for the referrals.  Next you may want to give customers an update on how they are referring.  Maybe some form of points accumulation system will work for you.

Step 3

Set a time frame for the referral promotion.  You may do it by month or by season.  Try to keep it at three months or under otherwise it can easily lose momentum and interest.

Step 4

Give it a name.  i.e. The Winter Referral Give Away.  Or some other catchy name.

Step 5

And this is important!  Conduct a campaign to inform customers as your countdown to the end of the promotion.  Let them know there is still time for them to qualify but they need to meet the deadline. You can even offer bonus points in the dying stages as an added incentive.

Finally, and most importantly, have some fun with the concept.  If you have fun with it, so will your customers and the success of the entire promotion will be assured.  The other point to remember is that it doesn't matter how many take up the promotion initially.  If the referrals you get are worth more than the total cost of the campaign, then it has been a success.  Even if the cost is more than the return, keep the concept of breaking even on the front end in mind.

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	


PART THREE ALLIANCES
The concepts of alliances and referrals are often intermixed.  They can however be very different processes. When we look at a referral it is basically asking someone to refer to us or offering to refer to someone else. An alliance however is value adding to the relationship. It is using someone else's marketing, product, reputation and database to increase customers for your business.

Lots of businesses rely on strategic alliances but many stays within a safe list of businesses or within like industries.  One of the aspects of guerrilla style marketing is to push boundaries and think outside the square.  In this session, we are going to think of alliances in a new light.

Reciprocal Gifting

All around you there are businesses that do not directly compete with you but who have access to a customer base that you would like to deal with.  All you need to do is approach non-competing retailers and offer them a gift which they can give to their customers. Of course, you then ask them to do the same for you.  You will find some basic gifting guidelines below.  

The gift should;
· be of reasonable value;
· be useful;
· be clearly marked that it's from you;
· leave the recipient wanting more; and
· give you the opportunity to resell.
Now, once they have come back for more, you can then implement all your other selling techniques such as up selling, etc, but the trick here is to access another client list at limited cost to you.

To put this into perspective, let's use a real example.

Let's say you have struck a reciprocal gift deal with a local fencing supplier.  Everyone of their customers that buys pool fencing supplies will receive a free packet of Bling.  If they use the Bling and love the results, then they are likely to want to buy more. 

The next thing to consider is how to direct them to you for that follow-up purchase.  Obviously, the Bling had your details attached to it, but we should go one step further and offer a follow-up sale either at a discount or on a value-add basis. Which could be buy Bling and get two for the price of one.  So, this is basically offering a free sample with follow-on offer.

The advantage though is that you are providing samples to customers who are in your market, and it hasn't cost you any money in advertising. There is little hit or miss either. You will get some people who will take the gift and never follow up but equally the will be people that will take the follow up bait.

	

	

	

	

	

	

	

	

	


PART THREE ALLIANCES

Bring A Friend Kicker

A great way to generate revenue in your business is to hold a promotion or sales event.  Making a special offer to existing customers is an excellent business practice and it falls in line with a lot of the innovative customer service material we have already discussed.  Here's a twist on the idea.  Run a sales event or promotion but make bringing along a friend a requirement.  I have made note of the various ways you could do that in the paragraphs below.
If you plan a promotion, make an exclusive offer to your customers which gives them the opportunity to get the special deals first.  Concert promoters use this technique all the time.  Offer your customers access to a pre-event or pre-promotion offer.  Encourage them to bring a friend to the event or promotion.  This is easily achieved by offering your customer something extra, either a gift or points, if they bring someone with them.  This is like the multi-tiered referral program but what you are doing here is creating an active alliance...with your customers. 

You can also offer an incentive to the guest, but you will need to make sure that the gifts are fair for customer and guest alike, and that as we discussed in relation to reciprocal gifting, there are opportunities for reselling and following up.

If you plan this well then there will be ample opportunity to track the results and you should also be able to capture the data from the guests so that you can continue to market them as well.  "Oh, but I can never get people to give me their details," I hear you say.  Well then, you need to start thinking like a guerrilla marketer!

If you're having trouble capturing data from customers and prospects, simply create an additional incentive. Run an extra competition, offer a free in-home service, or offer a gift that needs to be personalised in some way.  The other fun aspect of this is that you can expand this concept beyond your customers and use it just as effectively with alliance partners.

Joint Venture Marketing

The other way alliances can work well is by conducting joint venture marketing campaigns.  This can be achieved in several ways.  You could partner with a complimentary business and produce marketing material which promotes both of you and you may choose to use this in each business, in local business expos or even in paid advertising if you want to take that route.  Or you might run a promotion or event which is open only to the customers of the other business.  This can work well if you have access to specific information that their clients will benefit from.  For example, a workshop on pool maintenance could be of great interest to customers at the landscaping centre.

You may want to offer a free service or pool maintenance workshop to all home buyers with pools and this would be an excellent joint venture with your local real estate agent.  While you are at it, you could offer them a package deal on pool maintenance that they can offer to their buyers. This is an example of thinking outside the square.  Most pool shops will see real estate agents as an opportunity to service pools for landlords.  But what if the agent was able to offer buyers three months free pool servicing or a special offer on pool supplies as part of the sale?  
Imagine buying a home with a pool and on the day, you move in, the local pool shop turns up free of charge to make sure the pool is balanced and ready for you to enjoy. Imagine also, that the local pool shops also left you with a sample product or a special offer or promotion.

Alliances are an easy way to generate customers and revenue for your business without large outlays. The trick is to think a little laterally about how they can work for you. And that is exactly what we will do now in the developing alliances exercise.

(your business name)

Alliance Program
In the table below give details of the first five businesses you will target, and the alliance concept chosen for each business (i.e. reciprocal gifting, joint venture, marketing, promotion, etc.)

	
	Business Name
	Alliance Concept

	1. 
	
	

	2.
	
	

	3.
	
	

	4.
	
	

	5.
	
	


In the spaces below record specific details on each alliance concept (i.e. If the alliance chosen is reciprocal gifting, what is the gift or if you have chosen a promotion or joint venture campaign what will it be?)

	1.
	

	
	

	
	

	
	

	2.
	

	
	

	
	

	
	

	3.
	

	
	

	
	

	
	

	4.
	

	
	

	
	

	
	

	5.
	

	
	

	
	

	
	


Set a date for establishing each alliance:
	1. 
	

	2.
	

	3.
	

	4.
	

	5.
	


PART THREE ALLIANCES

Establishing Alliances

We are now going to examine some real-life examples and brainstorm some alliance concepts for those businesses.  I have begun the process below and provided some examples for your consideration.
A. Dry Cleaner:
· Reciprocal gifting

· Mutual loyalty (e.g. for every $100 spent at the pool shop get a $5 dry cleaning voucher)
· Mutual competition (both funded)

· Sample bags at your event or trade show

· Local small business expo

B. Toy Shop
· If you don’t sell pool toys the advantage is that you can deliver a product or service to customers without having to stock them.

· You can also up sell by packaging and adding a value add or discount voucher from the Toy Shop (e.g. buy extra from us to get a % discount from them).
C. Remote Control Hobby Shop
· Same as above but you could also ask them to do a demo in your pool shop.

Now, let's get brainstorming:


D. Landscape Centre:
	

	

	

	

	

	

	

	

	

	

	

	

	


E. Fencing Contractor:
	

	

	

	

	

	

	

	

	

	

	

	

	

	


F. Mobile Lawn Mowing:
	

	

	

	

	

	

	

	

	

	

	

	

	

	


G. Mechanic Workshop
	

	

	

	

	

	

	

	

	

	

	

	

	

	


PART FOUR UNTAPPED RESOURCES

Every business has a range of things they do on a day to day basis that are untapped opportunities.  Here are a few that you will have in your business now.
Sell then Sell Again

How many of you contact a customer after a reasonably major purchase?  
How many of you contact the customer to see if they are satisfied?

How many people contact a customer soon after a purchase and offer to sell them something else?

Here is why you should.  
Making contact within 10 days of a major purchase has the following benefits:

1. 10 - 20% of people will buy something else

2. Removes buyer's remorse

3. Tends to reduce if not eliminate the threat of refunds

4. Reinforces the trust aspect of the relationship

5. Makes the customer more receptive to your next offer

6. Create an opportunity to offer a continuos or TFN buy

7. Creates an opportunity to solicit referrals and testimonials

	

	

	

	

	

	

	

	

	

	

	

	

	

	


Service and Repairs

Many businesses with a service department fail to properly train their service and repair staff in sales skills. Often that is because the service and repair staff believe it is not their job to sell. They leave that to someone working in the retail side of the business.

What is ironic about that is that the service or repair people are often best placed to be able to identify exactly what the customer needs and to meet that need. This need fulfilment is not limited to replacing irretrievably broken equipment. A repair or service person should also be able to identify additional needs the customer may have and should be actively trained and encouraged to do so.

In a couple of large service providers, I work with, management offers cash incentives for any lead the service department delivers to the sales department. That may not apply as easily in your pool shop as there may not be the same level of distinction between departments. But the principal remains the same.

Every service or repair person in your business should have at the very least training in the products you offer. You don't have to train them in hard sell techniques, but they need to know enough to be able to make a sensible suggestion and at least ignite the interest of the customer so that when they are followed up they are a ' warm ' lead.

And remember this is not just about suggesting replacing something the customer already has. This is about recognising an opportunity to up sell or cross sell to that customer.

Think about your business. Would your service people know how to? 

· Recognise a sales opportunity?

· Suggest to the customer?

· Follow through and make the sale?

Equally important though, does your business have a process to enable the service person to recognise and report the opportunity?  Is there a dedicated follow up process in place? 

PART FOUR UNTAPPED RESOURCES

As a part of every service report, both in store and in home there should be a section or provision to specifically list other things that a customer may need.  It could even be developed as a sort of formal evaluation check list.  Keep in mind, if we think outside the square, the opportunities are limitless not only for your business but also for any alliance or joint venture partners.

Imagine if your service person went to a customer's home and noticed that they needed their skimmer cover replaced, lawn mowed, outdoor furniture repaired, house painted, concrete repaired, or a whole range of services or products.  Imagine the opportunities that presents to you for your business, for referral or alliance partners.

Now here is where the guerrilla aspect comes into play.  The reality is that your service people, or you in service mode, are non-threatening and customers are far more likely to offer less resistance to a suggestion made at that level.  So, when we talk of sales and product training, remember to include service staff. 

On Hold  and After-Hours Opportunities

When customers call your business and get placed on hold, what do they get?  If it is bells and chimes or some scratchy rendition of Greensleeves you need to take some action, NOW!  Bells are for churches and Greensleeves ought to be the sole domain of the Mr Whippy van on a summer afternoon. 

Having customers on hold for any length of time is never a good thing but in busy peak times it sometimes can't be avoided.  What it does present however is an excellent guerrilla moment.  Have a recording with your specials on it.  Talk about the package deal you have available this month or use the time to promote an upcoming event such as a pool school.

And here's the sneaky part.  Get your recording to last about 30 seconds.  Make sure it sounds professional but gets the message across about what you are promoting and don't forget to invite the customer to ask you about it when they come off hold.  Some of my clients have weekly or monthly recordings and just about every caller to their business is on hold for...you guessed it...30 seconds.

If you are operating a small pool shop don't despair.  Message on hold facilities are very affordable and readily designed for even the smallest of micro businesses.  I have a client who operates a one-man web design business.  His very affordable system allows him to queue calls, play messages, record all calls and produce telephone logs.

The other opportunity that exists is in after hours contact.  Most, if not all your customers will know what your trading hours are. But what about those who haven't dealt with you for a while or who may have forgotten or even new customers?  What happens if they contact you after hours? Does your phone ring out?  Do you have a message that gives your trading hours?

What about a message that asks them to leave a detailed message of what their query is, so that someone from your store can call them back the following business day? And while you're at it, what about a message that gives details of this month's latest promotion or even an incentive to ask about the promotion when you call them back? 
Or how about a message that lets them know that you know how frustrating it is to have missed you but that you look forward to being able to help them?  
These are simple and easy to implement tools that can add genuine guerrilla profits to your business.
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