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Introduction 

Mercer (1997) says that “Marketing is the one fundamental activity undertaken by all organisations. For most of them it is also the most important contributor to their success or failure.” 

However, above Mercer describes marketing as a fundamental activity, however, it is now recognised that marketing must be more than a mere activity – it must be strategic. Marketing must be closely aligned with an organisation’s overall business strategy. “Structure must follow strategy—not the other way around” (de Swaan Arons et al 2014).

Keefe (2004) describes marketing as “an organisational function and set of processes for creating, communicating and delivering value to customers and for managing customer relationships in a way that benefits both the organisations and the shareholder.”

Keefe’s definition was adopted by the American Marketing Association in 2013 (AMA 2013), expanding shareholders to read “clients, partners, and society at large”. Fellow cohort, Applasamy (2018) states that definition “places marketing within the strategy of the organisation, across its departments and beyond its boundaries. It looks beyond profit and focuses on adding long term value to the wider society”.

Keefe’s definition aligns with the aims of SNAP Cymru – a Welsh SME that is the principle object of this analysis – in that they wish to add value to the wider society and to keep customers at the heart of every decision.

In evaluating the role, activities and effectiveness of SNAP’s marketing department, the following aspects will be discussed, with particular reference to how closely they align with the overall business strategy:

· Role of the marketing department
· Key marketing targets
· Media channels used
· Measuring success








Background 

SNAP Cymru provides legal advice and support services to the families of children in Wales who have Special Educational Needs (SEN). It is a ‘Third Sector’ service provider, receiving direct funding from local government and, as many charitable enterprises have to do, competing for additional funds from specific Welsh Government and Local Authority (LA) grants. In this sense, it does not undertake business to customer (B2C) marketing, but business to business (B2B) marketing activities. Kotler et al (2018) describes this type of market as a ‘government market’ which “consists of government agencies that buy goods and services to produce public services or transfer the goods and services to others who need them.”

Alongside its B2B activity, SNAP promotes its services to the Welsh public, ensuring families and educational establishments are aware of what it can offer them. Reporting to commissioning LA’s on the number of people receiving the service directly effects the provision of funding. 

In certain regions, the LA does not purchase the service. Instead services are marketed publicly for individuals to buy, as they would the services of a solicitor (albeit at a significantly lower cost).

Additionally, SNAP receives income by selling of specialised training to professional people who are involved in the SEN sector. This is a popular service that has proven to be lucrative.


Role of the marketing department 

The marketing side of SNAP has developed greatly since the charity’s founding in 1986. Originally, staff consisted mainly of parents of children with SEN, but since then professional staff have been recruited. In the last five years a distinct marketing department has evolved, which was headed up and developed by myself and another colleague.

The Education Act (1996, Section 312) required each LA to provide the type of advice service that SNAP was already offering. After bidding for contracts, SNAP became a provider in 20 of the 22 LA’s across Wales.

Although mostly individuals are not ‘purchasers’, they are service ‘recipients’. Making them aware of the service requires marketing aimed at them and the service that they receive must be designed to fit their needs.  This is how the expectation and requirements of the funders are met. 

According to Mawhood (2012), the role of the marketing department consists of market research, product development and marketing and communications; however, very little market research was carried out by SNAP. The customer base grew organically by word of mouth – many parents being in touch with other families in similar circumstances. The service also developed incrementally, changing as people’s requirements and expectations became more exacting and sophisticated. Currently, around 3000 families in Wales receive support each year.

Marketing within SNAP may be compared to the ‘Culture Organisation’ as described by Modern Marketing Partners (2014) wherein “everyone in the organisation is expected to uphold the culture of the company, whether through events or fundraisers, social media, or one-to-one interactions”. 

In such a culture, every person contributes to increasing public awareness and contributions from across the organisation are welcomed by the marketing department. The advantages of this approach are that everyone takes responsibility for upholding the culture and visibility of the organisation. This means that every interaction with the public can be positive. It is also a low-cost strategy. 

The disadvantages of this method are that it is less strategic and targeted than it could be and has a lower priority in the overall business strategy. Large sections of the population miss out on being made aware of the available services – which ultimately effects funding and organisational success (Mercer 1997).

Furthermore, in practice the ‘Culture Organisation’, in my experience, remains an aspiration rather than a reality. De Swaan Arons et al (2014) states “Marketing has become too important to be left just to the marketers. All employees must be engaged in it”. Unfortunately, the reality is more often akin to Spurlock’s (2011) observation: “the idea of understanding your brand is a universal problem - companies quite often cannot easily state what their brand is”. The effect of this is that each individual tends to have a different take on what the ‘SNAP Cymru brand’ looks like and how it ought to be communicated.

A more coordinated strategic approach, across the entire organisation, would benefit marketing effectiveness immensely. The marketing department operates independently and its relationship with the finance department, in particular, has historically been poor. Consequently, the cost-effectiveness of fundraising campaigns and strategies have remained almost wholly unanalysed. 

Olenski (2015) states that “It is vitality important to work closely with the finance department, to ensure campaigns are accurately costed and approved, budgets are adhered to and to feedback on the effectiveness of campaigns in turning promotions into revenue, which feeds into making decisions about budgets for marketing campaigns in the future. All this requires that clear, accurate and honest lines of communication are kept open between departments.”

Along with the finance department, marketing should be working closely with all departments as Kotler et al (2017) states “success depends not only on how well each department performs its work but also on how well the various departments co-ordinate their activity".

Other departments that need to be linked closely with marketing strategy include:
· HR – to compete for talent using effective marketing techniques and to ensure organisational branding is effectively communicated by employees (Schaefer 2016) 
· IT – to ensure social media and other web-based platforms are accessible and effectively utilised because “marketing is increasingly powered by technology” (Protexter & Shumway 2016) 

In the case of SNAP, relationships with the IT department have been good in recent years, helping to develop certain aspects of marketing.





Marketing targets 

The marketing department is responsible to get the message out to the appropriate demographic, in line with SNAP’s strategy which includes both B2B and B2C categories:
· Children and young people with SEN
· Families of children with SEN
· Professional people who work with children with SEN e.g. teachers, educational phycologists, GP’s, health visitors, early years providers etc. – so they can inform families they come into contact with 
· Welsh Government departments – for funding bids and grants
· Local Authorities education departments – to purchase a county-wide service for families in its jurisdiction, including training any resources 
· Other relevant organisations e.g. the Public Services Ombudsman for Wales, to purchase training or resources 

The ‘Segmentation, Targeting and Positioning model’ is “one of the most commonly applied marketing targeting models used in modern practice” (Hanlon 2018). Applying this model to SNAP, segmentation is easy to do because the principle audience falls into a specific, easy to identify ‘niche’ demographic i.e. parents of children with SEN residing in Wales. Targeting then is straightforward, since it may be assumed that most of these parents will require help at some point during their child’s education, as is the Welsh Governments states in the current SEN Code of Practice for Wales (2004). Positioning means ensuring advertising takes place in the right arenas to ensure appropriate people are reached and can easily understand what SNAP can offer – the majority of which will already have a ‘need’ for the services SNAP provides. It also means ensuring the customers perception of what SNAP can do is very clear. “Positioning is just not something you do, but rather, is the result of your customer’s perception of what you do” (Cult Branding 2018).

Additionally, there is a need to promote services to key governmental departments, both regionally and within the Welsh Government. This can include lobbying and awareness-raising to ensure funding bids are awarded when they become available. This B2B area of marketing is primarily “based on relationships”, as described by Brosan (2010).

Olenski (2013) expands this concept by stating that "Relationship marketing is a strategy designed to foster customer loyalty, interaction and long-term engagement. It is designed to develop strong connections with customers by providing them with information directly suited to their needs and interests and by promoting open communication.” A lot of effort is put into building these relationships with key government contacts. 

I organised a promotional event at the Senedd in Cardiff recently, setting out several ‘market stalls’ to demonstrate the different aspects of the work we do. All the Assembly Members were invited, along with senior civil servants and relevant heads of LA departments. It was well attended and the feedback from everyone was excellent, including the Senedd staff who said it was one of the best events they had ever seen hosted there. However, the effectiveness of this kind of exercise is very difficult to measure because it is all about relationship building, hoping they will pay off at some point in the future. 





Media channels used 

Increasingly clients contact SNAP through a multitude of media, including telephone helpline, web forms, email, drop-in. Accordingly, information is being presented in more ways than ever. Integrating multiple platforms is necessary to create a better experience for the customer and to enable the organisation to respond effectively and seamlessly. Bringing new technology online is not a panacea but has created increased complexity. System processes are required to adapt quickly with additional staff training required.

Swensrud (2017) says “In many organisations, the HIPPO (highest paid person’s opinion) has historically driven decision-making. Now with the marketing technology we have, we can use data and analytics to make more informed decisions.” The HIPPO effect frequently obscures vital marketing issues within SNAP, including the 
increasing need to rely on external vendors and a more highly trained marketing team. This is a difficult situation for SME’s to navigate where funding and resources are limited. (Daykin & Storey 2015)

SNAP’s chosen media channels include: 

· Leaflets – for use in schools and medical centres. Effective for reaching. families with newly diagnosed children. Costly in terms of production and distribution. 
· Website – expensive yet useful resource for existing customers to. Attracts few new customers.
· MailChimp – direct mailing to professionals, of relevant events, resources or training. Very low cost and effective in reaching people with whom there is an existing relationship.
· Facebook – particularly useful for reaching families and professionals (somewhat surprisingly). Low-cost, enables demographic targeting. 
· Twitter – some value for reaching schools and other educational establishments. Minimal responsiveness.
· Word-of-mouth – foundational for attracting new families to the service. Additionally, a successful route to lucrative training marketing.
· Local events – raising awareness amongst families, young people and other organisations. Moderately effective.
· National events – used to influence and raise profile to government departments. Expensive, in terms of direct costs and employee time. Hard to measure effectiveness.

Ritson (2015) believes “advertising is not welcome in the social media space”, whilst Kotler et al (2018) argues that “digital marketing involves engaging directly with carefully targeted individual consumers and customer communities to both obtain an immediate response and build lasting consumer relationships.” SNAP’s experience is that Facebook has rapidly become our primary marketing tool. 

When I first took over the Facebook page, there were very few followers and minimal engagement. Now the following has multiplied several times over and it constantly proves to be a very effective platform.

Gale (2018) states brand marketing “needs to change with a focus on building relationships via authentic storytelling.” Authenticity, trust and honesty are important to contemporary customers. We have learnt to incorporate stories of interest within the Facebook posts, facilitating a sense of understanding of our customers’ practical and emotional needs. This has led to a large and varied customer base which actively engages in discussing vital the issues, creating an effective form of ‘self-advertising’. This is backed up by the 2015 Content Marketing Institute survey (Social Media Examiner 2016), which showed a 66% return on investment effectiveness rating for B2C marketing using Facebook. 

Facebook’s commercial advertising provides advanced segmentation. It is also cheaper than traditional advertising (Marketing Supply 2017). SNAP have also successfully used it for recruiting employees and advertising events, enabling specific audiences to be reached effectively, at a significant cost saving. 



Measuring success 

Service
In SNAP Cymru’s case, the provision of quality services has led to a high rate of contract retention. Effort has been put into improving systems, advancing the quality and effectiveness of the service. This includes comprehensive staff training and introducing new technology to effectively facilitate a ‘state-of-the-art’ service. “technologies hold valuable opportunities for efficiency and growth” (World Economic Forum 2017).
Although Vorhies & Morgan (2005) state that “benchmarking has the potential to become a key learning mechanism for identifying, building, and enhancing marketing capabilities to deliver sustainable competitive advantage", it has not been a realistic proposition to benchmark SNAP’s performance against competitors. This is simply because SNAP has no significant competition within Wales. In fact, SNAP recently won a contract for one of the two counties with whom they previously did not have a contract. 

As a consequence of focusing on service quality, SNAP receives very few complaints – arguably one measure of success. More usefully, it garners a lot of positive feedback from satisfied customers, via feedback surveys. It also has high levels of customer retention, many remaining for several years. A large-scale study by Ranaweera & Prabhu (2003) confirms that “both satisfaction and trust have strong positive associations with customer retention and positive word-of-mouth recommendations”.

However, although bids and contracts have been won, in real terms the prices charged have gone down - a reflection of the austere times we live in where many charities are having funding cuts as governments cut their costs and services. In the UK, “spending on children and young people’s services has been axed by nearly £1bn in real terms over the past six years.” (The Independent 2018). 

Training
Measuring the success of providing training and developing resources for various outside organisations has been straightforward to measure, in terms of the amount provided, number of people trained, profitability of sales and positive feedback and recommendations obtained. This area of raising addition income was an area that I developed, before then training had been provided for free. It certainly been a growth area and one that can be further developed in years to come by utilising the both the niche market and SNAP’s expert level of knowledge in this area. “Knowledge is the most important resource in the non-profit sector, and should be managed with increasing effectiveness and efficiency” (Lettieri 2004)

Social media
Using Fernando’s (2018) approach, “I would measure the impact of social media based on time spend and cost savings that exist in a given part of the organisation with which social media is assisting”. Facebook has saved SNAP time and money, and this can be calculated quite easily based on a comparison with previous advertising costs.

Fundraising
By contrast, fundraising, whether by corporate or individual efforts, has been difficult to access. Effectiveness has frequently seemed ‘hit-and-miss’ – some events seeming worthwhile, others making a loss. Measuring effectiveness has been made worse by a marked lack of cooperation with the finance department. 

Withal, the negative effect of the macro economic, social and political environment (Kotler 2018 pg 92-96), has, by some measure, been cancelled out by a positive micro-environment – particularly with respect to customers with whom SNAP has managed to create strong relationships and customer loyalty.



 
 




Conclusion 

My analysis has critically evaluated the role and activities of SNAP Cymru’s marketing department. Several aspects of the organisation have been scrutinised for effectiveness and to see how closely they align with SNAP’s business strategy. In conclusion:

· Although SNAP aspires to have a ‘Culture Organisation’, better internal communications and a joint strategic approach could lead to a more coordinated experience for both individuals and across-departments.
· Marketing targets have historically been niche and developed by relationship This accords well with the organisations strategy.
· Facebook has become SNAP Cymru’s most effective marketing tool, reaching a wide range of customers and significantly reducing advertising and promotional costs. This has been in line with the marketing departments strategy, despite not being driven by high-level management.
· Providing an excellent quality of service, with highly trained staff, state of the art technology and social media marketing, plus effectively marketing SNAP’s ‘knowledge resources’, have together facilitated business growth and success. This is in spite of government funding cuts and poor fundraising efforts. Providing a good quality service is at the heart of the organisations business strategy.
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