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consultant eificd [f the board is popu]a[Cd by those who thPed s['r e
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organization s sake. one hop e ' .
8 S ) a Maryland affiliate

Executive directol Robin Prothro o y ate of the Susap G

Komen Breast Cancer Foundatio.n had such ‘2‘1 problem. A,s’s she saw it. the
oreanization was at point descrlbed-as the “go-go stage.” According to
prothro. they needed to integrale'thelr fundraising efforts Ur}der the staff's
control. but many on the board still wanted to run the organization’s Signature
event—the Race for the Cure—themselves. Prothro won out and the boarq
chaneed but “1t was painful. We lost board members.”

Source: Holly Hall, “Getting Over Growing Pgiqs,” The Chronicle of Philanthropy,
April 6,2006, pp- 41-44. Reprinted with permission of The Chronicle of Philanthropy
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\s we have seen, a number of nonprofits are becoming large-scale organizatigng
avolved in a range of complex undertakings and more often are recruiting business.
eople and their concepts and tools to improve their performance. Nonprofit organi-
;ations must often manage significant numbers of partnerships with the private
ector, large and fluid volunteer staffs and, in many cases, work through multiple
‘hannels. Many nonprofits, such as Habitat for Humanity, are undertaking significant

nternational ventures.

) (')df course, the majority of nonprofit organizations are not large. Thus we begin by
?;?-Sl ering the challenges of organizations that are only beginning to think that mar-
ing might comprise a useful set of concepts and tools that may help them achieve

. “‘-‘J it
je = )

4
e

their missions more effectively.

ODUCING MARKETING—PUSHING ¢
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-mlﬁidcmhl.c intraorganization resistance, Which
LI]C marketing function a:-u] frequent a|
éhﬂ“llc agents are very hl.gh]y placed in
in their personal promotion camp
,mlongcd under a “push” scenario,
The other common pattern for the
ulled into the organization by environme
care in the 1980s as market conditions i
(o improve performance. Marketing cam
approaCh to such improvement, A similar .
“discover” social marketing. Pressures toi pattern is apparent in organizations that
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“pushed” into a sometimes reluctant institution

In the growth phase followi i
i Ing marketing’s i i
expand marketing’s role and formalize its Os'gt' ln.troductlon, :cltte.mpts are made to

e i : position in the organization. Typicall

keting is first formalized as a staff function coordinating programs and y,'d'

vice to 0 ) ket . providing
alcli - thers On.ly later,.ag- marketing proves its value and/or environmental pres-
sures become more intense, is it often changed into a specific line function with its own
staff and responsibilities for programs and specific volume results.

Even whc?n marketing becomes a formal department during the growth phase, its
role may be inconsequential. The mature phase can therefore be identified by the
transition of marketing from being just another division or function to being a top-
level management concern. In this phase, marketing philosophy has permeated much
of the organization’s planning. Marketing has relatively few detractors gm_j virtually .
no effort is needed to market marketing itself. Concern has shifted to this issue: how

to market well. _ N o
In this chapter, we first discuss where marketing should be positioned within the

orpanization. We then turn to a discussion of how marketing activities should be Strutf-
tuged and hc‘)w 2 marketing orientation can be implemented before turning to the

important challenges now facing the very largest nonprofits.

MARKETING’S POSITION IN THE ORGANIZATION : ‘
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. demonstrating how strategle
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pranding, reporting ﬁ_._a.Mr:_.__m: disagreement in many nonprofits about Where .
Even today. there 18 w. marketing should be at the very top of the org ar.
: anj.

In our vic

ion's mission, it may be a ia
. snding on the orgail ion’s :u._.f.,_o:. i K Q‘Mv._wwon:ﬁn P the
zation: Y ::_wn marketing skills and a :::rc.::r. mindset.” This follows our
CEO to :.._”r:_vc very start of this book that marketing is vital because jtg role jg o

8 a B . . . . . . :
:::::S:~ -havior and its armamentarium of conceepts ,_.:g tools is—ip the best
influence behi used in a laser-like fashion on this behavioral bottom ::o.\,:w <,F
nonprofits have a large number of constituencies that they

anmu:_.xu:‘s:ml?n
] apter 3 .
oo uen ators, commercial partners ang
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need to influence, including clients, E:QC.J. ?.r.:_ ‘ :
the media. Because influencing behaviors 1s critical to success, marketing must be

keting ought (o fit.

82@: " ”u_“o \““__MJHNME have historically been dominated by skill sets other than
Em«rnmﬂw. >mmmmo‘ in point is the Centers m.oﬂ Ummmmm.n Oo:ﬁ.ao_ m.:n_ vmoé::o:.,ﬂ:m
organization is strongly influenced by medical scientists, on_a.n,\::o_omuw.ﬁmN and others
who historically thought marketing was too crass, L0o intrusive, too trivial for their
main mission. However, beginning in the 1990s, H.:o CDC slowly adopted social mar.
keting as a prime paradigm and marketing thinking slowly seeped through the orga-
nization. Finally, in July 2006, the CDC created the National Center for Health
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Marketing within its Department of Health and IcBm:.mQSSm (www.cdc.gov/
healthmarketing/). It defines health marketing as “creating, communicating and
delivering health information and interventions using target audience-centered and
science-based strategies to protect and promote the health of diverse populations.” It
is, of course, the interventions that distinguish a marketing approach from more tra-
ditional “health communication.”

If units like the CDC’s National Health Center are to be most effective, however,
the marketing function needs to have the resources and the control necessary to be
successful—that is, to bring about the organizational impacts the nonprofit needs to
prosper. This means that marketing must ultimately be a line position with significant
budgets and direct authority to make designated behaviors happen. In early years, it
may be prudent for marketers to adopt a staff role until such time as they prove their
merit and ingratiate themselves with suspicious traditional staff.

The next question, then, is this: What should marketers control? This issue was still
not resolved in 2006 in various organizations with which we have contact. Here are
some marketing titles we have run across:
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[t is clear from these titles thy in th
: ey

- ;s sometimes not even in the ; ery

€ job title. Fy, best Organiz, e

market-
more of

10 - .
he following functions—but ty

1

ations, the word ¢

L. compri
, Communications Prises one o

. Development (which usua]j

- iy Y me s
. Zmicmafn (w E.n: Can also .Enmmw ?:a::m_:mv
« Public affairs (which can meap :rw. E:asmmmsmv
. Brand management public relations)

Sales (which can include catalog ang retail o
Perations)

Most commonly, communications is in thei
ir

higher management’s view

tactical decision in moBMM of :.z:wmzzm as “the message people.” y reflects

 menclature. It may al rganizations to “hide” sm;az% cv%. It also may be a
imply b y also be that someone in a communi g behind nonthreatening

has simply been told munications or development role

‘you’re now also the i
: . marketing person”! i
choice of the title can cause one of several kinds of %MEMMM. e

work scope. This undoubted]

1. It may “ »

o MMM_MMMMNmMMMMM%MMHMM&%EQ@ marketing is seen only as communica-
5 its full potential.

2. Marketing may only be given control over communications or development and
not have responsibility over other departments and functions that have major
impacts on target audience behavior.

3. Tt may echo “turf wars” within the organization where other areas do not want to
be subsumed under “marketing.”

There are other challenges. In many organizations, a B”&on amm._w._oa will be what to
do with fundraising, membership development, and public .ﬂn_msg.w. mﬁ._ocE %mmmcm
part of marketing Of parallel to it? Early on, most nonprofit organizations sw._mﬂ M_w
these functions separate, arguing that they have a_mﬁmi.aoﬂmm mzw chnwsu i
expertise However, as marketers prove that they can be impactful and m g
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behavior, then hese other activities. Even where absorption awom not h g?._aas r
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Iv) or n;c of their portfolio. This could include: Man,

o staff interaction with a target audience can

Jave a o
" sejtively or negative !
(f n the marketing compor
tha !
« Volunteer management N
an resources (ncgnlt' g e
e the best marketing campaign:
cabotage st
- srship services .
Afembership ' ) .
) f ’f1nﬂ1li(7ﬂ technology and web sit
e [Nic < . a8 . . -
. not ironclad distinctions. Today. R e o
b site as jor marketing tool. Where the target au ISILCe is teena
v > ~ ﬂ_\- a nla : 0 -‘ - |
web ::;11L the <ii1gle most important tool for reaching and having an j
is perhaps Sing

anagement
and more organizations see
) Cir

BETS, the Wep,
PACt on i

iti eat Marketers _ o _ .
Recru:t:z%ifrﬂaﬁ positions are defined, the next critical step is TeCruiting first-rage
Once marketing since the early 1990s the pool of talent available to

ns encompasses a significant number of mainstream CoMmercig
Onprofit

marketers to fill them. Fortunately,
marketing people. No longer are nonprofit marketers drawn from within the p

group.

nonprofit organizatio
world (e.g., former managers of fundraising, advertising, public relations, or dj
| volume,

divisions). They are—or should be—grounded in the principles set out in thisg
Part of this shift in the human resource pool is attributable to the growing sophisti-

cation of nonprofit marketing and to its significant size and scope of operations,
Commercial marketing managers who are thinking of a career move to the nonprofit

sector know they are much more likely today to have the resources and supportive
management that were not present even 20 years ago. However, there remain a number

of barriers to attracting the best talent, some of which we have discussed in earlier
chapters. An initial problem is salary.

The Salary Problem
One of the distinct problems managers have in attracting talented marketing people to
the nonprofit world is the low salaries that are routinely paid to managers and staff.

There are a number of reasons for this situation. First, decades ago, work in nonprofit
organizations was “women’s work,” and job categories in all sectors in which women
dominate have historically been underpaid.! Second, the culture of many nonprofit

organizations is one of sacrifice in the face of daunting challenges. Members of an
g about a dreadful social problem are not expected

organization trying to do somethin
g so. Such a culture is common in organizations still in the

to reap private gain for doin
‘ffounder stage,” during which they are dominated by dedicated leaders who will sacri-
fice for their cause and expect others to do so also.
Third, most donors to nonprofit organizations (and many staff people and mem-
rganizati evenues will go to
not supposed to tak
oughout this k, nonprofits

) expect
Finally, a

most of the o

3

tha

t

bers of boards of directors
services for their target audiences, Stz
should be going elsewhere, h. as
often have very limited bue
great many of those men and wor
lower salaries because they pain sie
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national nonprofit such as CARE or Childreach that provides cost-of-living adjust-

ments to their expatriate workers.*
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38 countries. )
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S00 participants in over
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Others are increasing supportive:

Marketing is increasing]

Association now offers

er 35 L. o
Examples of first-rats :onmemﬂmMWQMmm:m I its fourth year of existence.

: . : . .

Business Week, and Marketing News, g rouinely ppear in Advertising dge

Self-assurance is growing—marketing is easier to do:

There is a dramatically growing arsenal of written and electronic material available
for someone to develop familiarity and skills in using marketing approaches. These
Bmﬁozm._m can be mined for help in all stages of the design and W:EaBaamnos of
marketing strategies. Among the web sites specifically helpful to those involved in
marketing campaigns in the nonprofit sector are the following:

Science Panel on Interactive Communication and Health
www.health.gov/scipich

American Communication Association
iiébmnw.oa:\.mom\womﬂc&nmnw:ﬁmﬁrg_

University of Iowa Department of Communications Studies (Links to

communications resources)
222.&oim.mac\lnoEEmE&RmoSoom\
Purdue University (Health communications programs)
iii.m_m.v:acw.ma:\_._mm::noBB\WmmmEo:.EB_.
Centers for Disease Control and Prevention (Risk info)
7 www.atsdr.cdc.gov/HEC/primer.html
Centers for Disease Control an I
www.cdc.gov/od/oc/hcom
National Cancer Institute (Ca
www.dceps.nci.nih.gov/col
National Youth Anti-Drug €
www.mediacampaign.org
Health Canada’s social mar
www.hc-sc.gc.ca/hppb/so
Social Marketing Manual, €
oak.cats.ohiou.edu/~cm

Tools of Ormzmo

(Links to many communications sites)
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, the Re
d

A growing phenom
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e The Export Department. In this
single country such as the United

country carrying out their programs
Development, a major nonprofit consulting firm, adopts this approach
-Local) Organization. The organization has opera

e The Multinational (or Multi
tions in a number of countries. Each country has its own local manageme
a considerable amount of autonomy. Coordination is managed at romapcwmwaa
ers.

CARE operates as a multinational.
e The Global Organization. This organization treats the world as one single

market and develops universal strateg
1 gies that apply everywhere. Local
may adapt programs slightly to meet local needs. Habitat for E:Bmswzﬁwpwmaz

programs reflect this thinking.
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S applies mainly ©
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There are two important dimensions here. First, a manager must ask this: Should
local units be independent and to what degree? In the Boys & Girls Clubs of America,
like many other nonprofits, each club is independently run with its own board of direc-
tors and its own set of activities. At the American Cancer Society, individual chapters
are,in a sense, local offices of a central organization. In comparison to the private sector,
the Boys & Girls Clubs of America is like General Motors or Ford with independent
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and to demonstrate the ways in which the desired behavior (Cooperation) will meer
local interests. This is, of course, oftentimes easier said than done. especially when thers
is a history of friction and/or where strong personalities are tnvolved. It also can e
very troublesome when the national efforts are ineftective or counterproductive. It is

not surprising to find large locals concluding that they can do it better.
Of course, friction between headquarters and the field will be especially high
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trategies. or both. . .
) ,:m@ functional approach also has other disadvantages:

1. Informal criteria for performance may become centered on what the function
values and not on what is good for the nonprofit enterprise. Thus ma<@§mm=m

people working with each other may tend to feel rewarded for “impressiye”
advertisements. Public relations people may pride .anmm?om On industry
awards for their brochures or public education campaigns. Peer accolades may

take the place of market performance. .
2. Coordination is more cumbersome. If the organization has several products of

services, the general marketing manager will have to spend a lot of time Tunning
between functional specialists to ensure that campaigns complement each other,
that work is done on time and in proper sequence, and so on.

3. Bottom-line responsibility is diffused. If a product or service is unsuccessful or if a
major target audience group is stolen away by a competitor, functional specialists
will blame “the other guy.” If, for example, a new adult extension program in a
hospital is a flop, the advertising people may blame the public relations people for
not getting enough free TV time or news releases in local papers describing the
program. For their part, the public relations people may blame the adult education
staff for not being target audience-oriented enough in actually running the classes.
No one person takes final responsibility for the disappointi g periormance.
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adult education. This internal competitiveness in the private sector seems to keep
marketers even more alert and aggressive than do other structural designs.
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The Target >cQ_M:nmn.nﬁnﬂ_wm_mﬂw“xm:mw organizations should be target ayq:

If. as we :.ﬁ,d ..,;mmr*:. wMumo_,d,mE% be asked why this shouldn’t apply to their 52..%:.2,
centered. ::.J uﬂ_ﬂm%a Figure 18-1C). Take the case of the YMCA, for nxusv_o.;nﬂssm
Mﬂﬁmm:me%nﬂ,mwlﬁ:zm_.nw_ fitness programs, arts msn__anam_ma programs, nacnm:oﬂw

_,“um.EEm. and so on. An offer :_m:mmc._:m:m mv\mnm:.ﬂ would call for appointing 5 Person ¢,

hmmm each major program. Thus a physical fitness a:mngom would m:._mq people’s needs g
interests in physical fitness and ,<oc.E develop plans for mxvm.:.a_:m ::.w onolsmm and
attracting more users. as well as for pricing the ﬁ.nom_,ma.m non.svw::g_%,;_m person would
advise various local Y units on how to make H:m:” N_Qm_nm_ fitness programg Stronger,
The Y also serves a variety of markets divided by sex G..:w_m. female) anq a
(teens, young adults, adults, senior nENo:m.v and could organize itself arounq them. 1p ,
marketing system organized by target audience group, a person would be appointeq tq
focus on each major market. Thus the market Emsmmon.mon teens would study teepg’
needs and develop programs that satisfy these needs while another person focuses op
elderly women. These individuals would consult local Ys that are having troup)e
attracting teens or elderly women and propose new programs that might be offereq,
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IMPLEMENTING A TARGET AUDIENCE ORIENTATION

Establishing the marketing structure appropriate to a particular organization does not
necessarily make the organization target audience-oriented. Nonetheless, it is crucial that
the departments and key managers and staff everywhere in the institution—whether
called marketers or not—have the proper philosophy. Inculcating this philosophy may be
the marketing manager’s most important task. This can be a challenge if the marketing
manager has limited influence on how many in the organization think and behave toward
target audiences and other publics, The marketing officer in a college, for example, cannot
order professors to show a stronger interest in their students. A marketing vice president
in a hospital cannot require nurses to smile and act promptly to meet patient needs or dis-
charge clerks to be solicitous of patient anxietie : keting manager, instead, must
work patiently to build up the right 1 ,
organization to be transfo
overnight. 5&&::% t
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In-Company Marketing Training

An early. task of any new {narketing executive should be to develop a series of work-
shops to introduce marketing concepts and tools to various groups in the organization.
These groups are likely to have antiquated or biased views of marketing and limited

understanding of its potential benefits.
The first workshop should be presented to
bsolutely essential if marketing

management. Their understanding and support are a arketin
is to work 1n the organization. The workshop may take place _at the organization's
at a retreal; it may consist of a highly professmnal presentation of
marketing planning exercises. From there, further presentations
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Rewarding Market-Oriented m:.ﬁ_ozmmm o o
One way for top Bm:mmoamzﬁ to noz.«::nm m,<on:r in the organization of the .569..
e of target audience-oriented m:::amm._m to nm.,«ma those who demonstrate these
g can make a point of citing employees who have dope ,
outstanding job of serving target audiences. Many .no=mmm.wm :m<w “best teacher” miw:w
based on student voting. Some hospitals carry a picture in their employees’ magazing
showing the “nurse of the month™ and describing how this person handled a difficyy
situation. By calling attention to examples of commendable target audience-orienteq

performance through internal marketing, it is hoped that other employees will pe

motivated to emulate this behavior.

tanc >nce
attitudes. The organization

TARGET AUDIENCE-DRIVEN ORGANIZATIONAL CHANGE:

AN EXAMPLE
The American Cancer Society is the fifth-largest charity in the United States. In the
1980s, the American Cancer Society was extremely successful, dominating the field of
cancer research and treatment. Gains in donations were double digit every year.

. However, pressure was building inside and outside the organization. Like many non-
profits, the American Cancer Society operated with a national office and regional and
divisional affiliates. The latter collected funds and remitted 40 percent to the national |
office which, in turn, supplied services and support to local efforts. ,

By 1990, regional and local officials were criticizing the central operation. A member
of the national board accused the organization of having “a sort of stuffy tradition, anda
lot of sacred cows.” The biggest complaint was that “national” was not target audience-
oriented. The organization w i its local affiliates and not giving
them the kind of help they ative vice president
of the New Jersey d hat it wanted 10

and offer it to us, ne B | cxample ofthe
| ¢ 2. The pational

set audiences the

American Cancer §

regions, and divisions
In the 19905, cor om oher 1
that focused on sp: o
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clear that any eventual downsizing and

As a result i
of this ch i
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) € materials and trainin
g programs that the

The resuit of the . i
s o o e A o s B o
president of the Vireiis Divis :< Into t e next century. >m. 90. mxw.o:%o vice
k gima Division noted, “If this fails—and I don’t think it will—then we
.m: mm.: together. It’s not something that has been imposed upon us divisions, we bought
into it from the very beginning.” g
Clearly, being target audience responsive applies as much to organizational change

as it does to raising funds and changing final target audience behavior.
. A description of how these changes have affected the American Cancer Society’s

marketing efforts is offered by the vice president for international marketing, Cynthia

Currence, in Exhibit 18-1.

EXHIBIT18-1

IONAL
THIA CURRENCE, VICE PRESIDENT FOR _ZAmsz._O
o THE AMERICAN CANCER SOCIETY'S

MARKETING ON
MARKETING nI>rrmZOmm

all segments of the

Internal marketing 15 € :
Emmrmsm goals at H.r._‘ ! R s 1
Society. The America , v SR o0 ¢
a large organizationi € e one who is taking
of talented and p?
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ctrategics. and activities that would make
progress in bringing cancer under control
within the shortest amount of time. In
order to achieve and maintain strategic
focus for measurable outcomes, the orga-
nization must build and sustain consensus
around the priority areas that will gener-
ate the greatest gains for the cause.
Internal communications and marketing
regarding rationale and accomplishments
related to strategic directions help
achieve this focus.

. The organization’s nationwide pri-
orities are (a) providing high-quality
and understandable information 24 hours
a day/seven days a week, (b) funding
research, () improving cancer patients’
quality of life, and (d) increasing preven-

ork of the
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Cance

American
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Marketing Strategies
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Relay For Life is the Society’s mmm:wﬂsa.
event and generates over $300 million .
year with people from over 4,000 85%2
nities in the United States and 20 &mﬂmﬂ
countries involved.

Scanned by CamScanner



Questions

orientation, atarpet audie M8 o
r._:w.,,n: should depeng c:r:n b "
zation, _.:c tarpet audien ,.._E CXPerienee
r._:_u_:_z_.xﬁ_ in this _Joorwr-nc.:cqf_ arr
chosen, it is essential (e And cy
can be accomplished by .
and a reward z:.:n::.cuﬂrr..

Target audience-dyj
change and training, ¢
regional divisions .

adon - ..
OPlatarge “.camaﬂn:.nqna for

Aining, ox m is not

A nn
ATl plicit Perspectiy .
.—:r—_n:nc.na:g:,ﬂ amzumn_ﬂn:n mh.;_m
an alse red behavior, pport,

¢nsu
arge no re cffectj
: nprofi clive orpanizat;
audiences, T fits whose national %m;s_oi_
i ices have

, Approache
B CSpecially fo _:.m :
as their larget

1. You are eager i
. : ager to bring
re ¢ more sta
you have 325 people, of s_:owS:n; B e e Cross reg
. s regional office. At th
5 ¢ moment

would you look for i only 28 ha .
oF in potential business o business back
usiness candidat grounds. What characteristi
. qufrupioca . eristics
<o=u<o_%

2. You have just hired fi
: >d five marketj
Performing Arts arketing specialists
import g Arts. You want to brief them bef, or the Kennedy Center for the
portant things they need to Snresint co:w they .ﬂ»:.cﬁ:: are the five most
; M,__,:ﬁ_owﬁm and their ncw one? ¢ about the differences between their old
. The marketing director for :

) . a new Philadelphi .
marketing program to get more African ob,vr_m.mzx.}_cm program decides to run a
those at risk. The first campaign feat fmesioans to urdestaks festing—sspesially
bold stat rst campaign features dozens of dramatic bus stop posters with a

ement urging viewers to get tested and/ i
exceed $40,000. F > and/or call a hotline number. Expenses
) ,000. oi.nm:m ..“.s,n received after the campaign is launched and no
appreciable change in testing appears to have taken place. Staffers who are jealous of
the marketer’s large budget urge you (as the CEO) to cut back on this activity. How
would you respond?

4. The executive at your largest cha
tives at other chapters—has decided t
have devised and plans to develop her
city and suburbs. How would you Rmno.n%.

5. You believe that your Oo_o%s: operation 1s
you go about changing this?

often emulated by execu-
randing approach that you
more appropriate o her

pter—one whose practices are
hat she does not like the b
own, one she says will be

insufficiently customer-oriented. How would

Notes i A. Ferber Them Best of Both Worlds,” pﬂ%m oﬂﬁﬂ:%«
1. Francine D.Blau and Marianne A= = of Philanthropy Zoéawﬂ 20 .
“Qccupations and mmmnwn, onya Freeman n&o_u_.acwﬂn%w._
Workers,” in Karen Shall¢ + A Nonprof! _ oou.. o
Michael H. Moskow, ang . .:%@:%
Tanner (Eds.), Working , o pects of
‘ veness in ,

2.

3.

Voluntas:
gntary and
)\, ﬂw. ZO. N

and Future (Washingtol
National Affairs, InC., ]
Marianne G. Briscoe,
Are Low Salaries Dant
Nonprofit Times, Sep

Debra E. Blum and D
- 1 Maienre ﬂm—.—g m..

Scanned by CamScanner



