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Investing In and

Building Your Compan
Marketing Machine

By Trudy Shay Petty
Petty and Associates

A well-planned, well-executed and sustained mar-
keting effort is essential to the continued viability and
success of every company. This is especially true when
marketing is defined in its most simplistic way as ‘get-
ting and keeping clients.’

Marketing construction services is about building rela-
tionships, not just projects. Contractors are at their best
in marketing when the front-line—your project manag-
ers, superintendents, general foremen—perform excep-
tionally well and more-than-satisfy clients. This leads to
repeat work and stronger client relationships which is
the most cost-effective form of marketing.

Some key marketing principles

1. Marketing is a process, not a program. It is a set of
processes for creating, communicating and delivering
value to customers and for managing customer rela-
tionships in ways that benefit the organization and
its stakeholders.

2. Marketing is both an art and science. It is a gradu-
ate field of study that also relies heavily on intuition,
insight and people behavior.

3. Marketing is a core business function like esti-
mating, safety and construction operations that
requires daily management, planning, strategy and
implementation.

4, Marketing and business development/sales are not
the same thing; however, the words are often used
interchangeably. Marketing is the big picture where

strategy is formed, client relationships are cultivated
and target markets are identified. Business develop-
ment/sales is the activity used to convert “suspects”
into qualified prospects that will result in new client
relationships and work.

. Construction is a service business and marketing ser-

vices is different from marketing a product. One key
difference is the intangible nature of services which
makes it much more challenging for buyers to pur-
chase. As a result, contractors have to find ways to
make their services visible and tangible. This is why
firm credentials and client testimonials are so impor-
tant—they provide concrete evidence to a buyer your
service has worked for other people. The conduct of
your business development staff during the sales pro-
cess is another tangible opportunity that gives buy-
ers a glimpse of what they can expect from your firm
when services are delivered.

. Marketing is a highly complex process—it is the

umbrella for many activities involved with getting

and keeping new clients. It includes the following:

a. Selling or business development—interacting with
prospective clients (in person, via email, on the
phone) to learn more about them and understand
their needs to see if there is a fit with what your
firm provides in the way of a service or product.

b. Promotion and advertisement—keeping your com-
pany’s name visible in the marketplace, especially in
front of your target markets, prospects and clients.
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Buyers of services like construction want and expect your help in
understanding what makes your firm unique or different.

c. Public relations—building good will with clients,
prospects and key influencers who impact your
business success and ability to win new work.

d. Brand development—enhancing your company’s
reputation and image.

e. Positioning and market segmentation—positioning
your firm among competitors for the same type of
market and customer base.

f. Pricing—understanding the value of what you
deliver and how it is special and then knowing
what buyers are willing to pay so you can price
your services/ products accordingly.

g. Marketing communications—knowing your key
marketing messages and how you are getting the
word out about your firm i.e. company website,
marketing collaterals, qualification packages, pro-
posal responses, etc. Also includes keeping clients
and prospects informed about your company and
the value received.

h. Client development—engaging in a process that
allows you to leverage and build current client
relationships into stronger relationships and new
opportunities.

i. Market research—understanding economic/demo-
graphic trends and psychographic information (i.e.
buying habits of specific buyer groups) and how this
impacts your business today and in the future.

7. It costs 6 to 8 times more to market and sell your
firm to a new customer than it does to keep a current
client. Marketing involves taking proactive steps to
strengthen current and past client relationships.

8. Strategy before tactics is a must when it comes to
crafting an effective marketing effort. There are
many marketing tactics to choose from and the art
is in knowing the right combination of tactics to use
for different purposes and with different buyers and
types of services/products.

9. Everyone in your company is responsible for market-
ing just like they are for quality and customer ser-
vice. In addition to your business development staff,
estimators, accounting personnel, your receptionist,
and others play a critical role in helping you market
your firm.

10.Effective marketing requires you to test and track
what in the marketing mix you are using to generate
leads and sales. You have to find out what is working
and what is not so you don't repeat ineffective tactics
that eat up your marketing budget.
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Focus on the buyer and buying process

The most effective marketing efforts focus more on
the buyer and their buying decision process and less on
the seller and what it is you are selling. This means you
have to ask buyers “open-ended” questions to learn more
about them and their needs, their objectives for the proj-
ect, and what they expect from this experience. What
you learn allows you to customize your credential pack-
ages, responses to proposal requests, presentations, etc.
so you are making a stronger emotional connection with
the buyer.

It also means you are focused on communicating the
“benefits” of your services/products to the prospective
client rather than describing “features.” Often contrac-
tors tout “the extensive work experience of their project
team.” This is a “feature” and to communicate the same
thing as a benefit, you might say, “As the owner, you can
expect total confidence and peace of mind throughout
the project knowing our team has extensive work experi-
ence on this type of project.” Buyers buy benefits, not
features! However, the caveat is you don't ever want to
promise “benefits” you can't deliver.

To a potential buyer, most contractors appear the same
since each firm delivers construction services. It is what
you tell buyers about how you go about delivering this
service that makes your business special. Here is where
you will find your competitive advantage and what dif-
ferentiates your firm from others. Buyers of services like
construction want and expect your help in understand-
ing what makes your firm unique or different.

A deeper understanding of client needs, preferences
and expectations

In my experience, too many contractors assume they
know what is most important to each prospect or client
and fail to have an in-depth conversation about their
needs, preferences and expectations during the business
development phase. Once this is learned, it is critical for
business development to pass specific client information
on to the project team during the handoff meeting along
with project information. For example, if it is learned
early on an owner prefers a lot of detail and supporting
documentation, it is helpful for the project manager and
superintendent to come to owner meetings prepared to
provide this level of detail without having to be asked
for it.

The authors of the book The Service Profit Chain state,
“In any service business you get paid for executing



While budget, schedule and building quality are important, they become
secondary to whether an owner feels they were treated well or mistreated in

some way.

activities and success is measured
by an ability to execute these activi-
ties in a manner that meets the cli-
ent’s expectations.” Historically, the
construction industry has defined
the client’s expectations as meeting
a budget, meeting a schedule and
building to a certain level of qual-
ity. However, as Tarpey, Konchar and
Grinnell pointed out in their presen-
tation to the Design Build Institute
of America in 2003, there is “a fourth
category of client expectations that
is often missed by contractors and
this is the quality of experience a
client has with your firm....whether
or not the client articulates a posi-
tive experience as an expectation at
the start of a project, it is an inher-
ent requirement in a service busi-
ness to know this and most clients
will ultimately judge performance
accordingly.”

What these three gentlemen
suggest is certainly my conclusion
after studying and working with
service businesses for over 30 years.
When I am asked by contractors to
interview owners during or at the
end of a project for their feedback,
these conversations focus on the
quality of the customer’s experi-
ence. Rather than talking about the
budget, schedule or building qual-
ity, owners spend most of the time
describing how they were made to
feel by the people who oversee the
project—their behaviors, attitudes,
quality of communication, level of
trust and commitment, expertise,
etc. Owners with a positive experi-
ence say things like “the contrac-
tor really made me feel important
because they kept me in the loop
at all times,” or “the contractor
was respectful of my needs because
they always asked for my input and

asked if T had questions.” Owners
with a negative experience say
things like “the contractor made us
feel suspicious since we were never
able to get a straight answer,” or
“the contractor didn't make us feel
comfortable with the process so we

started to lose confidence in their
abilities.” While budget, schedule
and building quality are impor-
tant, they become secondary to
whether an owner feels they were
treated well or mistreated in some
way. In the end, it is the client’s
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Quality and service you
can get comiortable with

We work for you just like we're working for ourselves, because the job we do today
keeps us in business tomorrow. That's why so many people recommend Conditioned Air
Systems, Inc., a family-owned business proven to be North Georgia’s most reliable HVAC

source for 25 years.

With three company divisions - Commercial, Residential and Service — we are your single
source to design, build, install and maintain quality HVAC systems. Sixty-plus employees
make us one of the largest shops north of Atlanta, resulting in collective bargaining

power with suppliers and the manpower to
meet your deadlines.

From on-site sheet metal fabrication to
NATE certified technicians, you can depend
on Conditioned Air Systems for quality and
service you — and your customers — can get
comfortable with.

“] was so impressed with their work
on large commercial buildings that
| started using them to service my

home as well.”

Chris Parks, Asset Manager of Medical Arts, The Norton Agency

2410 Hilton Way S.W. e Gainesville, GA 30501
Phone: 770.536.7509 e Fax: 770.535.8096
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Doug Magnus, Company Founder and President

CONDITIONED RAIR SYSTEMS, INC.

www.ConditionedAirSystems.com




Typically no one strategy or tactic by itself can accomplish marketing or
business goals—rather it takes an integrated set of strategies

and tactics that are carefully selected to reach your

target audience and optimize results.

perspective about how they feel
that counts!

This insight has important impli-
cations for the way many contrac-
tors are currently marketing and
conducting their business devel-
opment activities. Usually most of
the emphasis is placed on the con-
tractor’s work experience and their
ability to meet both the budget and
schedule. In addition, you want to
tell and demonstrate to the buyer
how you will take care of them, how
you will treat them, and how you
will communicate with them.

Keeping your sales pipeline full

One of the keys to building an
effective marketing machine is
keeping your sales pipeline full of
qualified prospects. Cultivating
qualified prospects not ready to
buy your service or product today
but who will have a need for what
you offer farther down the road
can be just as important to you as
responding to an RFQ or RFP for a
project starting in 60 days. Some-
times qualified prospects can stay
in your pipeline for a year or longer
before actual work materializes. It
is up to you to continue building
relationships with these prospects
over time so they don't leave before
they are ready to buy. This is one
of the best ways to stop the peaks
and valleys so many contractors
experience.

Developing an integrated marketing
and sales plan

While a competent contractor
wouldn't think of building or reno-
vating a new facility without plans
and specs, I am always surprised

at how many contractors choose
to operate and grow their busi-
ness without a written business
plan or strategic plan. The same
is true when it comes to having a

well-crafted marketing or busi-
ness development plan. Ideally an
effective marketing and sales plan
is coordinated with a company’s
business planning goals, vision and

www.BrownNelms.com
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770-461-5502
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get it done:

BrowN, NeLms & Co., r.c.

CERTIFIED PUBLIC ACCOUNTANTS
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No moisture. No delays
No problem!

When the pressure is on to finish
construction projects on time,
delays caused by moisture can
be a big problem.

If it’s your job to keep construction projects on
schedule, we’d like to help. We have decades of
experience in moisture control on construction
jobs. With 30 offices nationwide, the world’s
largest fleet of moisture removal and temperature
control equipment, and a staff of experts, we can
solve your climate control problems, fast.

Munters Construction Drying Services can end:

e Delays during drywall installation because joint
compound won’t dry.

* Mold problems caused by water-laden fire
proofing.

* Peeling paint and failed wall coverings caused
by water trapped in block walls.

e Wood floors/molding that bend, cup and warp.

e Flooring adhesive failures, when moisture
content remains high in concrete slabs.

e Interior dampness from broken pipes or humidity.

Call today to find out how your project can
benefit from our Construction Drying Services.
1-800-MUNTERS (686-8377) | www.munters.us
Munters Moisture Control Services

2000 Newpoint Parkway, Suite 950

Lawrenceville, GA 30043

™ Munters

AUNTERS
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mission. If for example a company’s business goal is to
grow by 25 percent over the next two years, it is up to
the marketing staff to map out the strategies and tac-
tics that will be pursued to achieve this. Typically no
one strategy or tactic by itself can accomplish market-
ing or business goals—rather it takes an integrated set
of strategies and tactics that are carefully selected to
reach your target audience and optimize results.

Marketing dos and don’ts
in a tough economy

Now more than ever is the time to get in front of your
current and past clients, architects, owners reps, and
other influencers you do business with to say hello and
find out what is going on with them and their indus-
try. Focus on building these relationships and getting
introduced to more of their personnel in decision mak-
ing roles. This is also a good time to get in front of new
owners and architects so when new projects come up, you
have already invested in the relationship. An absolute
don't in this down economy is to pull back on or curtail
your marketing and business development efforts. Out-
of-sight often results in out-of-mind and this is the last
thing you want to do.

To conclude, when it comes to marketing, it is all
about survival of the fittest. Firms with the most
knowledge and understanding of both the marketing
process and their buyers and those with a well-devel-
oped, fine-tuned marketing machine have the best
chance of succeeding! |

Sources

Heskett, J. L., Sasser, W. E. & Schlesinger, L.A., The
Service Profit Chain. New York, The Free Press, 1997.

John Tarpey, CEO of Centex Construction Co-Mid
Atlantic, Mark Konchar, PhD, Design Build Mgr. at Cen-
tex Construction Co-Mid Atlantic, and John Grinnell,
EdD. President, Grinnell Leadership, Inc. in an article
titled “Forging a Leadership Culture” based on their
DBIA presentation.

About the author: Trudy Petty is owner of Petty and
Associates, a Dallas, Texas-based management consult-
ing firm founded in 1989. She helps successful companies
in the AEC industry increase their market share, enhance
customer loyalty, and compete more effectively to win new
work. Recognized as an expert in marketing planning and
strategy, business development, customer service, and
corporate branding, Trudy works with high profile clients
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