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This project is a multiple case study investigation into the effectiveness of The Marketing
Consultancy Initiative. It attempts to review the methodologies associated with assessing
effectiveness, and comes to the conclusion that in this study, a qualitative assessed
benefits approach is required.

Further, effectiveness is dependent on ones view of consultancy; indicators of
effectiveness based on the author’s view have been introduced and interventions in the
case study companies have been assessed accordingly.

The report concludes that the two most important variables in influencing effectiveness
of consultancy intervention are the strategic intent of the client company, and the style
model the consultant employed. The findings suggest that in the case studies, the most
effective intervention occured when the strategic intent was of the Analyser and the
consultants style was of the Enlightened Doctor/Patient model. Finally, based on the
research findings, recommendations are given to increase the effectiveness of
interventions, and therefore of The Marketing Consultancy Initiative.
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PREFACE

In documenting this research project I have presented the information in the following

way:

Part 1
The literature review has highlighted the relevent literature, and raised the issues that led
directly to the research questions listed at the end of the review.

Part 2
The methodology appropriate to answering these questions, and listing the case studies
and the research process at the end of this section.

Part 3

A summary of the research findings and a discussion of the implications. These findings
have been brought together under the headings of the research questions. In addition I
have also presented a summary of the findings with regard to Strategic Intent. This issue
was not highlighted in the literature, but has arisen out of the research process. These
findings have led to my proposed model of effective consultancy intervention, the

conclusions and recommendations.

The appendices contain additional information and detailed research findings.



"EDUCATION IS WHAT SURVIVES WHEN WHAT HAS
BEEN LEARNT HAS BEEN FORGOTTEN"

B.F.Skinner, Education in 1984,
New Scientist, 21 May 1964.

1. INTRODUCTION

The Enterprise Initiative was launched in January 1988 by the Department of Trade and
Industry (DTI). A major element of which, is the assistance to small and medium sized
enterprises (SMEs) in the use of consultants, to encourage the development of
management skills : The Consultancy Initiative.

Small and medium sized independent firms with fewer than 500 employees, can obtain
up to two thirds the cost of between 5 and 15 days of consultancy advice, in a flexible
response to their particular needs.

The aim of the scheme is to increase competitiveness by the use of external "expert”
advice in various management functions: Business Planning, Design, Financial and
Management Information Systems, Manufacturing and Service Systems, Quality and for
the focus of this study, Marketing. An independent Enterprise Councillor assesses the
needs of the business during a short free business review. This report is then sent to one

of the scheme’s regional contractors - independent organisations who maintain lists of
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eligible and suitable consultants. The consultant then works within the client company

to assess:

* The Present Marketing Activity.
* The Strengths, Weaknesses, Opportunities and Threats.
The Present and Potential Customers.

*

The Competitors.
* The Sales Performance.

The process of Strategic Marketing Planning is where these analyses are used in the
formulation of strategies that guide the business function. The consultant thus helps
develop an overall marketing strategy by focusing on specific elements of the marketing
mix, in an individualised response to the client firm.

This research project aims to assess how The Marketing Consultancy Initiative has
contributed to the understanding of, and long term use of marketing in small and medium
sized firms. It will focus on :

* The role or style of the consultant.

* The organisational issues, and implementation problems.

* The attitudes to, and knowledge of, marketing within the client firm.
* The strategic decision making processes that result.

The Marketing Consultancy Scheme has been widely taken up throughout the country by
SMEs. See Table 1. The scheme can therefore be seen as a possible major contribution
to an increase in knowledge and awareness of marketing and associated management
issues in the SME sector.



ARKE : E APPLI
Cumulative to 31st March 1992

Business
Applications  Reviews Completed Completed Projects
TOTAL 30400 27400 10400
By Region
NE 4% 4% 4%
NwW 9% 10% 12%
YH 7% 8% 9%
WM 9% 9% 8%
EM 6% 6% 6%
SW 11% 11% 10%
EAST 11% 11% 8%
LONDON 17% 15% 15%
READING 7% 7% 7%
REIGATE 9% 9% 8%
SCOTLAND 5% 5% 8%
WALES 4% 5% 5%
By S8ector
Manufacturing 43% 44% 46%
Services 57% 56% 54%
By S8izeband
<10 54% 58% 44%
10-24 28% 21% 26%
25-99 14% 16% 24%
100-199 3% 3% 5%
200-499 1% 1% 2%
Average Length of Consultancy 14 days
TABLE 1

The main theoretical problems associated with this study are concerned with answering
the questions:

* What is effectiveness?

* How can it be assessed?

These questions go to the very core of the marketing concept, as marketing is about
being effective in business. I have discussed these issues, with regard to the effectiveness
of stategic marketing planning in Chapters 3 and 4. I have also returned to these
questions within the conclusion in Chapter 22, with regard to effectiveness of The
Marketing Consultancy Initiative.



2. BACKGROUND

The origins to the Marketing Consultancy Initiative can be traced back to
recommendations given in The Bolton Report (1971). For further information see
Appendix 1.

The Bolton Committee rejected positive discrimination in favour of small firms, but made
recommendations to remove discrimination, and to increase management skills by the use
of suitably qualified consultants with a very broad experience.

In the early 1980’s the Government policy of trying to control inflation by raising interest
rates, resulted in the uncompetitiveness of much of the older and larger capital intensive
industries. The demise of these industries, and the resultant increase in unemployment,
led to the encouragement of small firms, with initiatives introduced in the Government
White Papers "Lifting the Burden" (1985) and culminating in "DTI: The Department for
Enterprise" (1988). These initiatives added to the promotion of an "enterprise culture"”.

" It is the growth of enterprise, the efforts of millions of our people engaged in the
creation and development of businesses large and small that is the real driving force of
the economy."

"Lifting the Burden" (1985 p.1)

by reducing the amount of regulation, and here

"..the burden is much greater on small business..."
(Ibid p.2)

and creating the right climate to encourage enterprise by offering

"..a range of new business development initiatives covering...marketing...that will

encourage the development of management skills through the use of outside consultants
by small and medium businesses."

(DTI: The Department for Enterprise,1988 p.iv)
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A network of regional offices was set up to co-ordinate advice and help, and specifically
for the purpose of this report, the improvement of marketing skills at the regional level.

Throughout the 1980’s the government has been successful in the promotion of small
businesses, but as can be seen from Figure 1, this success is mainly limited to the very

small size bands (1-5 employees) and the self-employed.

Increases in employment share (given as a percentage of total employment) Figure 2, is
also limited to these size bands, although a discernable shift in employment share, from

large companies to the very small can be seen.

There is a slight increase in share of turnover within the 1-49 size groups, Figure 3, but
there is a reduction in turnover share within the 50-199 size groups, while the large
companies have increased their share. We could thus draw the conclusion that the very
small firms have increased their share of turnover at the expense of the lightly larger
SMEs, while large firms, 200+ are increasing their dominance. The large firms are

achieving this increase in turnover, while reducing employment share.

Comparing business statistics between countries is difficult. In Europe, the statistics are
based on VAT thresholds which vary between countries. The essential difference between
Britain and Germany, for example, is that Germany has fewer self-employed (without
employees), and that firms in the size band 2-49 employees are much larger (an average
of approx. 50% larger) than the equivalent firms in Britain. They have an average
employment of 9 employees while in Britain the average is 6. Since SMEs in Germany
are larger, their share of output is much higher.

Statistical evidence suggests that the government should concentrate its SME policy effort
on the size band 6-199 employees, especially on the 6-49 size band.

Figures 1, 2 and 3 adapted from Daly and McCann (1992)
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THE EMPLOYMENT SHARE OF BUSINESSES IN THE UNITED KINGDOM,
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Since the Bolton Report (1971) much work has been carried out to back up and add to
the findings concerning the small business environment in general, and the attitudes and
management skills of the entrepreneur and the small business owner/manager. Writers
such as Chisnell (1987) show that many small businesses suffer from inadequate
marketing information, and the skills to use it. Others such as Scase and Goffee (1980)
show us that small business owners can give a high priority to providing a service and
ensuring customer satisfaction, and therefore often undertake marketing in an intuitive
fashion. Stanworth and Curran (1973) show how attitudes and goals of the business
person change over the life cycle of the firm, and most markedly when the person in
their case study changed his role from owner/manager to that of managing director, when

his firm was bought out by a larger company. See Table 2.

F SME MANAGE

Owner/Manager Managing Director
1.Economic rewards 1.Achieving recognition in the
field of management

2.0Outlet for personal 2.Security
Goals abilities

3.Independence 3.Building something to
leave to the children

4.Security 4.Economic rewards

Adapted from Stanworth & Curran (1973 pp.129-148)

TABLE 2

15



Thus although Bosworth and Jacobs (1987) found that a conservative attitude and an
independent ethos of owner/managers can hinder the introduction of change. Attitudes
and goals of individuals are the main barriers to increasing managerial skills in the small
firm sector. If they wish to become “"better managers" they will be more likely to
actively seek more knowledge in this area. Bosworth and Jacobs (1987) state that:

"...the main conclusion, which is an important theme throughout..., concerns managerial
inadequacies particularly in the financial, marketing and planning skills."

(p.abstract)
Gibb in Watkins, Stanworth and Westrip (1982) complemented and added weight to the
Bolton Report recommendation of giving advice and support to small business. He
studied the Baden-Wurttenberg area of Germany, where there is a long and successful
track record in specialist assistance to small firms. He found a very prosperous
manufacturing and export orientated economy, based on a very substantial small firm
contribution, that had benefited from assistance such as:

* Six days free consultancy a year, plus up to 50 days at a subsidised rate for the first
5 years of operation.

*

Provision of free, full and part-time training courses.
* Subsidised long term loans at start up, and new product/process development loans
later.

A loan guarantee scheme.

*

Subsidised consultancy up to 75% of the cost for new product development.

*

Subsidy of up to 40% of staff costs of personnel engaged in Research and
Development (R&D).

It can be said that since Gibb carried out this research in the early 1980’s, Britain is
moving towards this comprehensive and integrated support for the small business sector,
with The Consultancy Initiative playing its part. Thus although The Consultancy Initiative

16



is a relatively recent scheme, it does fall within the recommendations that were given in
the Bolton Report (1971). Schemes similar to this initiative then, have been seen to
contribute to the small business sector in other countries at the regional level. Many
researchers have identified that there is a lack of management skills in small companies,
and this is particularly true in the field of marketing. The attitudes and goals of the small
business owner/manager can change over the the life cycle of the firm, and influence the

acquisition of skills.

Although many authors have highlighted that "intuitive marketing" does exist in small
firms, it is possible that the skills of many small business people do not progress from
this stage due to the complexity of much of the marketing literature. Comprehensive texts
such as Kotler’s (1991) give an indepth view biased towards large organisations and more
mature markets. While the more "popular" books that one is likely to find in the
highstreet bookshop, are more concise but still very general, theoretical and prescriptive
in their approach. The needs of small business are in contrast to this complex approach.
They require practical suggestions of how they can be more successful in dealing with,
possibly a more local or small section of a market. Thus they require relevant literature
that is uncomplex, and addresses implementation problems. Although we can partially
blame the "self help" literature, it is the small business people themselves that need to
change their attitudes and devote more time to acquire further skills in the field of
marketing. The Marketing Consultancy Initiative can be seen as making a contribution
to overcoming these problems by providing advice that is relevant to specific business
situations. Consultancy intervention may be useful, by building on, and adding to, any
"intuitive marketing" that already exists within small companies, allowing skills to be
used and organised in a more "professional” manner.

These issues will be investigated in this research project.

17



While working within The Marketing Consultancy Initiative the consultant helps the small
business develop a strategic marketing plan, but there are difficulties in assessing the
effectiveness of marketing planning during empirical research.

Greenley (1986) has discussed the different approaches in defining the nature of
effectiveness. These definitions can be classified within two distinct camps:

* Definitions reliant on measuring or trying to measure some form of end result.

* Definitions reliant on the nature of the planning process.

In this second approach the planning process is measured against attributes that are said
to represent effective planning. Labelled a multi-dimensional approach.

Measuring End Results
Most empirical studies have used this approach, by using measurements of performance.

Many difficulties arise:
- Determining a cause and effect relationship between planning and end results.

Isolating the effects of other variables on end results.

The long term nature of many possible end results.

Finding appropriate measurements of end results eg. performance.

The definition of planning, various forms exist.

These difficulties have led to contradictory evidence, so that while the majority of
empirical studies have found a positive relationship between marketing planning and
performance, for example Malik and Karger (1975), Welch (1984), Rhyne (1986), and
Verhage and Waarts (1988), others have not, such as Fredrickson and Mitchell (1984).

18



Measuring the Nature of the Planning Process

In this approach the planning process is measured against attributes that are said to
represent effective planning. This multi-dimensional approach also has limitations:

Determining the attributes that represent effectiveness.

Ascertaining a complete set of attributes.

Ascertaining the relative importance of each attribute.

Accuracy of the scales of measurement of attributes.

Both Dyson and Foster (1982) and Greenley (1983) have used this approach in empirical
studies, utilising measurements of attributes on a semantic differential, bipolar scale.
Both studies suffer from validity problems associated with the limitations stated above.

The measurement limitations of these two approaches, have led Greenley (1986) to
document an assumed-benefit approach, which lists the benefits that accrue to the
company as a result of planning. Thus although this approach has the benefit of
highlighting the process benefits, it makes no attempt at measurement or assessment. This
approach cannot therefore be used to assess the level of effectiveness.

The above considerations have led to inconclusive results. It is therefore difficult to
contradict or agree with Hayes and Abernathy (1980) when they suggest, that innovation
and thereby competitiveness has been stifled by the process of planning, and Hayes
(1985) when he argues:

"..under certain circumstances, the methodology of formal strategic planning and, even
worse, the organisational attitudes and relationships that it often cultivates can impair a
company’s ability to compete."

(p.112)

It could be said that these last two authors are highlighting that the bureaucratisation of

large companies stifles innovation. Rothwell (1989) has shown that small companies have
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increased the number of innovations in recent history, between 1945-1983, although no

account was taken of the nature and quality of the innovations or their impact.

PER A F VATIONS IN THE KINGDOM
1945-1983

Increasing size of firm

>
Employees 1-199 1000-9999 100,000+
1945-1949 18.6% 48.7% 2.2%
1980-1983 32.1% 29.3% 1.3%
(Adapted from Rothwell, 1989 p.54)
TABLE 3

Table 3 suggests that very large companies have rarely been innovative anyway, although
we can surmise that formalising or bureaucratising strategic planning can have an adverse
effect on large companies as this leads to a lack of flexibility and entrepreneurial
behaviour and ultimately lack of competitiveness.

Ackelsberg and Arlow (1985) found that during their research a similar effect can be

found in small companies:

" ... the more the manufacturers formalised their planning activities, the poorer their
sales performance."

(p.62)

The validity of this finding can be questioned, firstly because of the difficulties in
defining precisely "formalisation", and secondly in the use of short-term measurements
of performance. Despite these difficulties, the finding is consistent with the view that

formalisation of planning, such as producing and adhering strictly to a written plan, and

20



preparing strict budgets should be avoided.

Ackelsberg and Arlow (1985) also found that the more small firms used the analytical
aspects of planning: assessing strengths and weaknesses, identifying and evaluating
alternatives, reviewing and revising plans - the better the economic performance. This
finding seems to agree with the view of other researchers such as McDonald (1982), that
it is the process of planning that is important.

Robinson (1982) found that small firms that use outsiders in strategic planning have
significantly higher profits, productivity and sales than small firms who do not use
outsiders. I do not propose to try to replicate this type of study, which tried to compare
directly, the performance of companies that had received consultancy advice, with control
groups that had not received advice. I do not think it is possible to compare firms in this
way. No mention was made of the different management structures or attitudes that might
influence the results. Possibly it is only the better performing, more professional firms
that seek consultancy advice. I believe too many validity problems result from the use
of measurements of performance and directly relating any improvements to "expert"
intervention, and also the use of control groups that may or may not be equivalent to the

sample chosen.

Single and short term measures of performance do not encapsulate the concept of
competitiveness that is underlying any measurement of performance. Therefore if
measurement is to be attempted, full holistic measurements are required, such as those
proposed by Buckley, Pass and Prescott (1988):

competitive performance by export market share, export growth and profitability from
a product and firm perspective;

competitive potential by cost, productivity, price and technology indicators, again from
a product and firm perspective; and

21



management process by ownership advantage, commitment to international business,
marketing aptitude, management relations, closeness to customers, and economies of

scale and scope.

These holistic measurements take into account the future as well as the past. Therefore
simplistic, single, short-term measurements, and the use of equivalent control groups
encounter too many validity problems.

Thus many marketing researchers have been "hung up” in the past, by trying to prove
the legitimacy of the marketing concept. By trying to link increased performance with
increase in marketing orientation or with the uptake of marketing planning. Many
difficulties arise, not only in the use of measurements, but also in the need for strict
definitions of the level of orientation or planning, as various forms exist. I do not believe
that these problems are resolvable. We have to turn to "language" to understand why not.
It is because marketing is a business philosophy, and what researchers are trying to do,
is to measure the legitimacy of a philosophy. We may borrow the language of law, and
state, that there is prima facie evidence to suggest that an increase in performance results
from increased marketing orientation, but it is difficult to see how we could go further
without resulting in a great deal of validity problems within our research.

If we study language a bit closer we can see that there are different types of assertions

or questions:

* Empirical assertions
These are areas where scientific and quantitative methodologies can help, as the
phenomena are observable and we can count them.

For example: Does brand A sell more than brand B?

* Conceptual assertions
These are concerned with meaning, description and definition.
For example: Are firms undertaking strategic marketing planning, even when there is

nothing in writing?

22



To answer this question we have to study the definition of the terms used. We might use
qualitative methods to define the term more thoroughly, and then use quantitative
methods later. If the phenomenon does not fit with our definition, we have to classify it

elsewhere, or create a new definition.

* Value assertions

These are not empirical or conceptual in nature.

Thus we may ask: Is capitalism the best political system? The answer depends on our
value judgement. Thus: Is marketing the best business philosophy? falls within such
assertions. This question does not lend itself to empirical verification or analysis of
definition.

What marketing researchers are trying to do, when they try to prove that increase in
performance results from an increase in marketing orientation, is to shift the assertion
from a value assertion to an empirical one. They may also be be legitimising the
language of the accountancy profession by the use of performance measures. They are
therefore on the defensive. It is often the accountancy profession that marketing has to

overcome in getting its message across.

I conclude that due to measurement limitations, that no conclusive evidence exists, to
suggest that the uptake of strategic marketing planning directly leads to an increase in
competitiveness. Formalised planning may in fact, lead to a decrease in competitiveness.
Companies should therefore plan in an informal way, indicating general direction only.
Due to both, measurement difficulties and the subjective nature of effectiveness, a
different approach is required in this research project, when assessing the effectiveness
of The Marketing Consultancy Initiative within the client companies.

23



McDonald (1982) reports the potential benefits of marketing planning:

* Procedural benefits - it requires a great amount of actionable marketing information
* Process benefits - greater co-operation, awareness, motivation and understanding

* Efficiency benefits - clearer priorities, reduction of waste, improved success.

Greenley (1986) also reports possible procedural and process type benefits:

* Allows for a combination of all marketing functions into a combined effort.

* Creates a framework for internal communications between personnel.

* Helps to integrate the behaviour of individuals in the organisation into a total effort.
* Gives an encouragement to forward thinking on the part of personnel.

* Encourages a favourable attitude to change.

It is the process of planning leading to the setting of marketing strategies that is of prime
importance, as it is this process that will enlighten the small business owner/manager to
the factors that affect the business and its market, and which source/s of competitive
advantage to employ. It is important to highlight these process benefits as the
standardised, formalised procedures written about so often in the prescriptive texts have
according to McDonald,

"..rarely brought the claimed benefits and have often brought marketing planning itself
into disrepute."
(reprinted in Leppard & McDonald, 1987 p.160)

Carson (1990) seems to agree with the process approach:

"..perhaps the major benefits...from marketing planning...are in enhancing the marketing
profile...in terms of stating and understanding objectives, motivating and directing staff,
establishing priorities and improving the quality of market information."

(.10)
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I believe that the benefits of marketing planning are more process based, expecially in
the areas of increased awareness and understanding. These potential benefits arise by
undertaking the process of marketing planning. ie. learning by doing. Marketing planning
should therefore be seen as a process to enable developmental education to take place.
It is doubtful that these potential process benefits are highlighted when companies try to
conform to some blueprint or prescriptive marketing plan. Also, many implementation
problems could arise. It is because the organisation and its people are unique that
consultancy should get better results than blindly following a prescriptive plan. The
process benefits of increased awareness and understanding should result in better quality
strategies and better timing of their implementation, but as the process should be
iterative, time must be given for quality to improve. We should expect that the
implementation of change to a more marketing orientated approach to be more straight
forward in small companies, due to their lack of size, less complicated structure, and
hierarchical nature. The owner/manager usually has complete control. The consultant
then, has to concentrate his or her efforts in educating this owner/manager if any lasting
benefits are to result from consultancy. It is this educational process that needs to be
evaluated and assessed. This can only be undertaken by an indepth analysis within the
context of the organisation.

I propose an assessed benefit approach within this study. As the main benefits from the
uptake of marketing planning are likely to be an increase in knowledge and awareness.
A longitudinal study is required to assess these levels before and after consultancy.
Although it would be beneficial for such a study to take place, it is not possible for me
to undertake this comprehensive study in the time available. Therefore in this research
project I will investigate the benefits the clients have obtained through consultancy and

develop indicators of effectiveness.
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5. THE CONSULTANT

One of the most influential factors on the outcome of The Marketing Consultancy
Initiative will be the attitude of the consultants to their role within the client firm. The
consultant as "expert" enters into the organisational environment with his or her own set
of skills and experience, and own way of assessing what the "expert’s" role should be.
The consultant’s role or style will have a direct and influential effect on the uptake of the
process of strategic marketing planning within the client firm. I will therefore discuss the
different roles the consultant can employ.

Assessing the viability of a product or product range is dependent upon the information
the consultant finds in place within the organisation. Financial systems may not be in
place to inform the consultant which products are profitable and which are not. The
consultant will invariably be involved in setting up information systems, and addressing
a wide variety of problems not exclusively associated with marketing. The consultant as
“expert" in such situations will need to have broad expertise.

A consultant that I have interviewed described his role to be somewhat of a "company
doctor”. This consultant undertook a range of actions such as basic qualitative market
research by telephoning customers, establishing structures for departmental organisation
and team work, structures for information gathering, attempting to resolve conflicts, and
was involved in some companies with financial planning and budgets. This consultant
viewed his role as a facilitator rather than just producing a report. He found that he had
to take a holistic approach to overcome marketing problems. It is unlikely that the
marketing problems can be addressed in isolation within SMEs.

Both Archibald (1970) and Schein (1988) describe three roles of the "expert". I have

used a combination of both author’s descriptions to aid understanding.

The role mentioned above could be likened to the Doctor/Patient model, where the
consultant both diagnoses the problems and prescribes the remedy. This model involves
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an interactive approach, the outcome of which is mainly descriptive.

The Systems Analyst view led to Mintzberg’s (1973) description of the planning mode
which focuses on systematic analysis with the analyst playing the dominant role. The
outcome is a prescriptive plan which is hierarchically imposed. The manager diagnoses
the problems, the "expert" gives the advice. The outcome of the consultancy will vary
depending on whether the manager has correctly identified the problems, and whether
organisational problems are addressed or ignored, but the systems analyst ignores these
factors.

The Process model also involves an interactive approach, but there is joint diagnosis of
problems and the consultant passes on diagnostic skills, so that clients can manage their
own problems in future. The consultant has essentially a developmental, and educational
role, and acts as a "change agent".

Archibald (1970) argues for a link between the Systems Analyst approach and the
Process type approach. As this last approach should pay more attention to problem
solving, cost analysis, and deal with the real world consequences of action. This Process
type approach would be beneficial to client companies as they could literally learn to do
without "experts". It is also more concerned with developing management competences
which are useful in all areas of business, and does address implementation problems. If
this approach is increasingly being used, the scheme should be seen in a broader sense,
increasing knowledge and capability. Farhangmehr (1991) has highlighted the importance
of this aspect of consultancy within The Marketing Consultancy Initiative, but her
quantitative methodology did not allow for an indepth analysis. It is this indepth analysis
that I am proposing to undertake. Increase in performance of any client business might
be due to any possible means, either directly or indirectly influenced by the consultancy.
Therefore I shall concentrate on the broader, educational aspects of the scheme.
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TA

FOR

AGAINST

PROCESS APPROACH
Client knowledge
Client capability
Change agent

Holistic view.
Joint diagnosis of
problems.

Increase in client
knowledge &
capability.

Help to change

Less emphasis on
problem-solving.
Less concerned
with productivity,
effectiveness, and
short term gain.

SYSTEMS ANALYST
Systematic analysis
Prescriptive plan
Hierarchically
imposed

Concerned with
productivity,
effectiveness, and
short term gain.

Only client
diagnoses problems.
No concern for
client knowledge.
Ignores organisat-
ional problems that
could influence
implementation.
Hierarchically
imposed.

DOCTOR/PATIENT
Descriptive
Interactive
Remedial

Objective diagnosis
of problems.
Persuasive

Only consultant
diagnoses problems.
Description of
problem does not
necessarily mean
iaction.

iMinor change only.

TABLE 4

The regional contractors for the marketing initiative, do issue guidelines to consultants

for the production of a strategic report. See Appendix 2. Consultants reports are assessed

at the regional level.

There are no guidelines for the consultant style (role) at present, therefore general

guidelines could be developed to introduce consistency in what should be a learning

process.
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The above considerations require us to identify the style of the consultant, and to assess
in what ways implementation, knowledge and capability have been influenced by this
style; illuminate any problems that were experienced, during, and as a result of
consultancy, and furthermore to assess if the consultant addressed or ignored these

issues. Thus the aim of this study is to answer the following questions, with regard to
the consultant:

* What was the style/role of the consultant in undertaking his/her job?
* How was effectiveness of the consultancy intervention influenced by this style?

* Did the consultant address organisational/other issues not directly associated with
marketing?
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6. THE LIFE CYCLE OF THE FIRM

The organisational and behavioural implications resulting from formalised marketing
planning led Leppard and McDonald (1987) to study these phenomena, and try to
develop some practical guidelines for implementation. This research led them to identify
that a relationship exists between how a company tackles marketing planning, and the
stage of development of that company. Although we might expect that small businesses
are at the start of this life cycle, Leppard and McDonald did not find a single marketing
planner at the initial "business formation" stage. The next life cycle stage - the "directed
evolution" phase is relevant to the larger companies undertaking the Marketing
Consultancy Initiative. Two approaches to marketing planning were found:

* The senior executive took responsibility or delegated the task.

* Appropriate members of staff were told what information to provide.

This second approach "..holds a prospect of generating more useful data without
sacrificing directive power-based culture."
(Leppard & McDonald, 1987,p.169)

I feel that this integrated, more process driven approach is more likely to succeed, as a
larger number of people "own" the plan and will be more motivated to act on its
outcome.

Carson (1985) has related the life cycle phenomenon to the small firm. He reports four
stages:

1. Initial Marketing activity involving personal contact with the customer, and mainly
concerned with getting the product right.
2. Reactive selling where new enquiries are increasingly coming from strangers, and

there is more formal information on products, prices, delivery, etc.
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3. The DIY Marketing approach in which the owner/manager tries to find out something
about marketing. The firm cannot afford or justify a marketing "expert". There is rarely
any co-ordination or integrated efforts.

4. Integrated Proactive Marketing involving each marketing activity supporting the
others.

Carson found that most firms have difficulty moving from stage 3 to 4 as they cannot
afford to employ an expert to help with the change at stage 3 until stage 4 is reached.
The Marketing Consultancy scheme alleviates this cost constraint to a greater or lesser
degree. Carson goes onto say that:

“..the time at which a consultant is brought in seems crucial to the overall success of the
relationship. If it is too soon then neither the small firm nor its owner will be ready for,
or receptive to, the input of the consultant expert; if too late, the part-time service will
be unable to satisfy the marketing needs of the firm."

(Ibid,p. 14)

This statement has important implications for the Marketing Consultancy Scheme as
Carson is implying that; small firms that are at stage 3 in the life cycle will benefit more
than others, from the intervention of the consultant. Although Carson’s statement
suggests a hypothesis along these lines, a comprehensive study would be required if any
generalisability of findings is to occur, and therefore to address such a hypothesis is
beyond the scope of this study. Within this study I aim to identify the stage of the life
cycle that existed when consultancy took place, and whether the firm has progressed
from this stage. I also aim to see if the expected marketing reponses with regard to life
cycle were present. The consultant’s report will form the basis for these analyses. The
aim of this study is to answer the following questions, with regard to life cycle
phenomena :

* What was the stage in the life cycle at consultancy?

* What is the stage at present?

* Did consultancy help to bring about any change that has taken place?

* What are the limitations to development into stage 4 in the life cycle?
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The stage in the marketing life cycle and the size of the firm have important implications
with regard to organisational and cultural issues, and impinge on the implementation of
strategic marketing planning. Some of these issues have been highlighted by Carson
(1990) in a small business case history - Kilco Chemicals. This more mature company,
established for over 25 years, employed a marketing director, so that one would expect
the company to establish a more professional, integrated proactive approach. This was
not implemented due to the:

“"resistance of the old established practices" and " because his co-directors decided not
to sanction additional resources for marketing."
(®.37)

We can contrast this case with others that were mentioned, that were more newly formed
and smaller concerns, and were able to implement their marketing plans with less
resistance. Therefore we can surmise that the larger, more complex, and more mature
the small firm, the more that organisational and cultural issues will have to be overcome,
whilst introducing strategic marketing planning. I will therefore have to include both
younger, possibly more entrepreneurial, and older more mature firms within this study.

Organisational and cultural dimensions led Leppard and McDonald (1987) to conclude
that:

"..marketing planning interventions in companies must be recognised as having a
“political” dimension and not purely educational.”

(p.170)

Although one would expect more mature small businesses to be more "set in their ways",

this can also be the case in younger establishments. A consultant recently informed me
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of an example that he experienced whilst offering advice under The Marketing Initiative.
A group of four individuals had come together to form a computer software company.
Things were going well, but they had applied to the scheme because their "sales record
was poor". The consultant found that the company had largely survived on the original
contacts the directors had brought to the company from their previous employment. No
one was taking responsibility for marketing. Shortly after the consultancy, the underlying
reasons for poor sales, ie. personality difficulties and conflict between directors, came
to the fore; the chairman resigned and left, and the company was split up. This
unsuccessful consultancy was experienced by the same consultant who viewed his role
as that of the company doctor (above), but was obviously unable to overcome the
organisational difficulties in this case.

Writers such as Morgan (1986) help us to set organisational and cultural difficulties at
a corporate level, into a national context. The main elements of these issues that concern
us in this study are:

* The structure of the organisation and the organisation of the marketing effort.

* Power struggles between management and barriers to change.

* Conservatism to change.

* Motivation of the workforce to change.

These factors not only impinge upon the contribution a consultant can bring to a
company, but also on the quality of strategic decisions and the timing of their
implementation. The reason for not implementing the consultants advice may not be that
the wrong or inappropriate advice was given, but that the organisational issues such as
conflict, make implementation impossible. The methodological implications of these
issues suggest that validity problems will arise from a purely quantitative study.
Therefore:

* We first have to identify what the company means by strategic marketing planning.
What they do and how they do it.

*

*

Limitations may be organisational and not the fault of the consultant or the scheme.

*

Benefits may be from a variety of sources, not only the consultancy.
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These last two statements are difficult to answer as they require the researcher to study
the before consultancy situation, the consultants report, question the small business
people concerned, and to obtain documentary and historical evidence to back up any
inferences reached. This study therefore requires a qualitative methodology, and is more
concerned with the procedural and process benefits of the scheme rather than any
performance or efficiency gains. Marketing and The Marketing Consultancy Scheme is
primarily concerned with effectiveness, doing the right thing, rather than efficiency,
doing it well.

Organisational and cultural issues lead one to ask the following additional questions

concerning the scheme:

* Has the scheme directly or indirectly stimulated a change in the structure of the
organisation, and the organisation of the marketing effort within the firm?
* How has it done so?

* What are/were the organisational barriers to this change?

Before we can address these questions we must identify the situation before consultancy,
and exactly what is happening now. Therefore we must ask the following questions

concerning:

g c Marketing Planni

* What do the firms understand by, and how far have they implemented strategic
marketing planning?

* What do they do, and how do they do it?

How often do they carry it out?

Which aspects have they found useful, and which not? Why?

*

*



The Decision Making P

* How are strategic decisions made now, compared with before consultancy?
* What are/were the strategic decisions, and why were they made?

Marketing Activity Within The Company

* What knowledge of the marketing concept exists within the companies?
* Has consultancy contributed to this knowledge? How?
* How integrated is the marketing effort?

As we wished to find out if The Marketing Consultancy Scheme has had a lasting impact
on the firms involved, we are invariably trying to assess and compare the marketing
activity now, with the before consultancy situation. Due to the fact that we are trying to
assess organisational and cultural issues, these assessments are going to be qualitative

rather than quantitative, as I believe such issues are impossible to quantify.
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