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Preface 

Other than quarrying for the materials that it uses, building and con
struction is the most primary of all industries. Even where people exist 
on standards of living very close to the borderline between life and death, 
some form of shelter and the means of moving around are essential if 
this pattern of life is to be sustained for any length of time. The industry 
itself is therefore both global and universal, truly reaching and touching 
every part of the world and all those people who live in it. 

Throughout the world, there are great pressures on the industry. In the 
West, these concern especially the use of resources; effects on the en
vironment; pressures for conservation, refurbishment and recycling as well 
as building anew. There are also special pressures - particularly cost -
on those who commission publicly funded projects and activities. En
hancing the quality of life and the quality of working life, and all that 
this implies both for domestic and commercial building, and the infra
structure necessary, is a matter of fierce debate. Pressure groups and 
vested interests have learned to gain access to and command of the media 
and have succeeded in both raising the level of general concern and 
awareness, and in highlighting specific factors relating to particular issues. 

Elsewhere in the world there are extensive drives for 'civilisation' - in 
whatever terms that is defined in the given location. In general, it refers 
to forms of urbanisation, commercialisation and pressures towards con
sumerism from those who have not hitherto enjoyed their full benefits 
(real and perceived) and the opportunity that these bring. 

These pressures are compounded by 'the dash for work' on the part 
of the largest companies in the industry - the attempt to gain footholds 
in new markets wherever these can be found. The construction industry 
in Western Europe and North America was always traditionally domestic 
- it was almost unthinkable that foreign companies would be invited to 
bid, tender and contract for work, whether given the opportunity or 
invited expressly to do so - and certainly not at the behest of govern
ment policy or to contract for public projects. In the UK, this was com
pounded by extensive encroachment by European, Japanese and North 
American companies into the construction of major projects. More lo
cally, the domestic house building and commercial construction sectors 
were hit by loss of consumer and client confidence in these markets. 
This has therefore resulted in turmoil - some have said a crash - in all 
parts of the industry. Companies have been forced to compete with for
eign organisations, as well as domestic alternatives, on their own patch 
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for the first time. This has occurred at the same time as there has been 
a radical downturn in public sector investment and the piloting of new 
initiatives such as the private finance initiative; and whether these will 
succeed in the future it is far too early to assess. 

The companies involved have therefore both added to their own tur
moil and also caused the ripples to be felt among smaller, regional and 
local operations as they have sought work elsewhere. 'Elsewhere' has 
meant both at home - where in some instances they have sought to 
force their way into those markets hitherto dominated by smaller dom
estic or regional operators; and abroad - where they have joined with 
varying degrees of trepidation, investment and commitment, the trek to 
the tiger economies of Asia and the emerging markets of the ex-USSR. 
Others again have sought to open up operations in the established mar
kets of the USA and Australia; others, still, have sought niche opportuni
ties in South Africa and South America. 

Whether pursuing work in domestic markets or overseas, construction 
organisations have had to face the fact that their client groups now have 
a greater range of choice than ever before as the industry - like so many 
others - has become global and unprotected. In most, if not all cases, 
no contracting organisation bids for work unless it is determined to win 
it. The level of expertise in all those who tender for a given project is 
certain to be at least adequate. The client is therefore going to make its 
choice on grounds other than capability. The difference therefore lies in 
the ability to present the expertise in ways designed to persuade and 
influence the client to buy from one organisation in preference to others 
- and this depends to a great extent on the quality and professionalism 
of marketing. 

Marketing is concerned with presenting products, services and exper
tise as client benefits. These are offered to best advantage so that an 
enduring and profitable relationship is engaged. Many parts of the in
dustry do this extremely well. For example, building products are of
fered, both retail and wholesale, in ways familiar to the buyer and at 
known and accessible points of contact; specific items such as double 
glazing are offered through a combination of advertising, reputation and 
direct sales - also very successfully in many cases. 

For the rest of the industry, the main problems are attitude and under
standing. In previous times, there was always enough work around to 
ensure that a reasonable share could be undertaken by every company 
concerned and that this would support good levels of profits. Long-term, 
steady and stable relationships between contractors and clients were engaged 
- and this led to the creation of long-term effective relationships. Now, 
however, all this has changed. 

Hitherto, there was always more or less a balance between the con
tractor and client interests, and this was founded on the knowledge and 
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certainty that work would always be available. Now the industry is domi
nated by client groups. There are too many contractors chasing too little 
work - and these contractors come from all over the world as well as 
the domestic industry. The result is a downward pressure on price; an 
upward pressure on quality; an assurance of service; and an upward 
pressure on the ability to meet deadlines, deal with pressure groups and 
interests, undertake client liaison and manage any specific local factors 
such as traffic disruption or domestic and commercial inconvenience while 
projects are being undertaken. This requires a fundamental shift of un
derstanding on the part of all those responsible for the direction and 
strategic purpose of construction companies. 

Attitude is also all-important. In the past, companies of the industry 
concentrated on product and technological excellence supported by top 
quality staff. This remains important; but the difference is that these qualities 
have to be presented as client benefits given the great range of potential 
contractors from which clients are able to make their choice. It is neces
sary, therefore, for the attitude to be shifted from product excellence to 
service assurance - and this is only possible if those companies involved 
undertake major initiatives to ensure that they know their clients; know 
the pressures and drives under which they have to operate; and deliver 
the product, service excellence and expertise in ways that match client 
demands. 

With this in mind, there is a single lesson that the construction indus
try needs to learn above all others from marketing in the consumer goods 
sectors. The most successful consumer goods companies in the world -
Sony, Nissan, McDonald, Coca Cola - remain so because as well as en
suring the excellence and constant improvement of their products, they 
market. If they did not market, they would lose market share - and 
income, sales and profits - to those who continue to do so. The same 
applies to construction companies. Overseas companies that have made 
successful entries into UK markets have done so, not because their product 
or expertise is any better than the domestic industry (it is not); they 
have done so because they have been able to present their expertise in 
terms of client benefits and to engage sufficient confidence and trust to 
be awarded the work. The difference therefore lies in their marketing 
capability. 

There are also lessons for the larger companies from smaller operators. 
It is still perfectly possible to find sole traders, small partnerships and 
small company jobbing builders who have high and continuing volumes 
of work. While they will not necessarily think in the precise terms used 
in this book (indeed, many certainly do not), it is absolutely certain that 
they will have built a local, enduring and current relationship within 
their particular area so that work keeps coming in to them. As well as 
producing work to high quality and standards, this means offering and 
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delivering high levels of service and convenience, friendliness, confidence 
and reassurance - and all this means that their particular clients choose 
them above others. 

The outcome of all of this is the need for the construction industry as 
a whole to bring itself up to the marketing standards of those who do it 
well; and to learn to apply the principles of successful commercial activ
ity that are operated so effectively elsewhere, so that the best possible 
chance of securing work is achieved. And for those who say that the 
construction industry is unique - they are right, it is. So is every other 
industry. And, as for every other industry, marketing for building and 
construction means understanding and adopting the principles of mar
keting and applying them to your own particular circumstances. That is 
the purpose of this book. 

Chapter 1 is an introduction to the principles and practices of market
ing: what marketing is; what marketing is not; and forms the basis on 
which the marketing attitude and approach are adopted. Chapter 2 con
siders the customers' and clients' needs, wants and perceptions: the key 
elements of confidence and satisfaction; and more specific needs such 
as the ability to deliver on price (for public contracts) and quality (where 
price is not the main consideration). Chapter 3 is concerned with strat
egy - this is often mistaken for remote, corporate, head office activities; 
the reality is very different, although it is necessary to have a clear pur
pose in mind if this is to be supported with effective marketing activities. 

Chapters 4, 5, 6 and 7 consider, in turn, the key marketing activities 
of product, price, place and promotion. Often referred to as the 4Ps or 
the marketing mix, it is the combination of each in particular circum
stances and with particular customers and clients that provides the basis 
for choice. Each is therefore considered in some detail. Extensive refer
ence is also made to the concepts of 'service marketing' - in which 
construction is seen as service delivery as well as product excellence; 
and 'relationship marketing' - because of the importance of the direct 
contact between contractor and client, the professionalism necessary, and 
the ability to deal with clients who are not construction experts as well 
as pressure groups, vested interests and other lobbies. 

Chapter 8 is concerned with the need for information on the markets 
and client bases whom it is intended to serve. Chapter 9 then draws on 
examples where successful marketing is being carried out within the 
construction industry and the lessons that can be drawn for the rest of 
the sector for the future. It also looks in more detail at the need for 
attitude and understanding shift. 

The book is aimed primarily at undergraduate and postgraduate stu
dents on building, construction, surveying, civil engineering and con
struction management courses. Many of these courses do now have 
marketing elements. Where these elements are present, this book is a 
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key text. Where they are not, the book is nevertheless an essential reader 
in filling this particular gap. 

The book will also be of value to those following professional mem
bership routes - for example, of the Institution of Civil Engineers, the 
Chartered Institute of Building, Royal Institute of British Architects, Royal 
Town Planning Institute and the Royal Institution of Chartered Surveyors. 
It will be of great value to those learning the consultancy business -
especially for those who may be required to work in overseas or unfa
miliar markets at short notice. 

It will also be of value to those already working in the industry, many 
of whom still do not understand why they continue to have to compete 
harder for an ever-diminishing volume of work or the range of steps that 
could be taken to ensure greater volumes of work: greater strike rates in 
terms of 'number of tenders per contract awarded'; and some of the 
pitfalls (as well as opportunities) associated with moving into new areas 
of activity and overseas markets. 

University College London, 1997 RICHARD PETTINGER 
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1 Introduction 

Marketing is the competitive process by which goods and services are 
offered for consumption at a profit. This definition should be seen in the 
broadest possible terms. It is about building a reputation and making 
sales for generating long-term positive and profitable business activities 
in specific markets. It means gaining credibility and reputation in order 
to establish effective and co-operative working relationships. 

Quite apart from having sufficient expertise and products to offer for 
sale profitably, there is a requirement to generate images, reputation, 
confidence, positive attributes and expectations in order to ensure that 
these activities remain successful and productive. 

The fundamental concept of marketing is that all business activities are 
in some way the relationship between oneself and one's clients. Marketing 
takes the view that the most important stakeholders in the organisation 
are the customers and that keeping them contented and satisfied, and 
returning for repeat business, is the first concern of all the staff. Market
ing activities are thus central to the function of everyone in the organ
isation - and marketing (whether positive or negative) is carried out by 
everyone. Every interaction between the organisation, its staff, its clients 
and its environment has some input on the relationship between them. 

In support of this, organisations devise marketing strategies and carry 
out ranges of activities designed to assess and satisfy customer needs 
and wants. They gather market intelligence, conduct market research and 
obtain customer responses. They organise product and service packag
ing, promotion, sales and distribution. They generate product and exper
tise awareness through advertising, image formation, differentiation, 
promotions, sales methods and techniques, and presentations. 

Marketing is at the core of the strategic purpose of the organisation. 
Without a clear purpose of the nature of operations and the business 
that it is going to conduct and be in, it will have no impetus or clarity of 
direction. Marketing is an all-pervasive business concept. It is there to 
ensure that what is done is both effective and profitable. It is concerned 
with securing the continuity and long-term future of the organisation. It 
is the generation of and the bringing on stream of a steady supply of 
new and improved products, projects, initiatives and services that are 
suitable in both operational and quality terms for the markets in which 
the organisation operates or seeks to operate. It is about the develop
ment and identification of marketing opportunities that accord with the 
capability and mix of activities and expertise. 

1 



2 Construction Marketing 

Marketing exists wherever there is choice. People have to be persuaded 
to use one facility, service, product, project or item in preference to 
others. Even where on the face of it choice is very limited - there is at 
present no real choice concerning the consumption of electricity or water 
- people still have choice in terms of whether or not to switch the light 
on or how often to have a bath, do the washing or drink water - and in 
drinking water, whether from the tap or from the bottle. 

Successful and profitable organisations understand this. They know that 
it is not enough simply to have an impressive track record or to rely on 
general perceptions that 'everybody knows who we are and how good 
we are'. Indeed, the most successful organisations, those that are well 
known for their track records and product quality throughout the world, 
continually reinforce and re-present their products and services through 
continued attention to marketing and its media. 

Some construction companies are expert marketers. More generally 
however, it is clear that there are lessons to be learned by companies in 
all parts of the industry from other sectors. For example, there is no 
reason to buy Coca Cola - as a soft drink it is expensive relative to other 
offerings (above all, other colas) and in times where there is supposed to 
be a heightened awareness of what is good and healthy to eat and drink, 
a 50 cI tin contains 550 calories. The main component of Coca Cola is 
sugar. And yet people do buy it in their millions. On average one person 
in eight on the planet drinks a Coca Cola product everyday (the company 
has sales of one billion per day and there are eight billion people in the 
world). The company has the largest volume of product sales in the world. 
The word Coca Cola is the second most recognised in the world (after OK). 

The difference lies in marketing. Coca Cola has identity, brand strength, 
confidence, expectations, images and associations which it has gener
ated over a long period of time - and most important of all, which it 
continues to generate now and for the future. All this is supported by: 

• Global and general advertising, promotion, hook-up and association 
campaigns and initiatives that ensure strong positive brand strength overall. 

• Localised and specialised promotions, hook-ups and association campaigns 
and initiatives that reinforce the positive images in response to specific 
economic, social, communal and ethical considerations. 

• Pricing levels that are set for the locality and outlet in question. 
• Distribution and presentation networks - shops, bars, restaurants, stalls, 

kiosks - supported by manufacturing and delivery systems that ensure 
the product is readily and continuously available. 

• Continually presenting the advantages and benefits of using the particular 
product. 

There are fundamental differences between marketing consumer goods 
such as Coca Cola and marketing construction and its activities. Yet there 
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are clear similarities and the overall purpose is the same. If a construc
tion organisation wants a distinctive presence, it has to invest in the 
marketing activities that will secure this. In any case, it must market itself 
in the localities in which it exists and works - and it must continue to 
do this in terms acceptable to these. It must set prices and charges that 
are acceptable and achievable. And it must also have distribution networks 
to support the promises that it makes or infers when bidding or tender
ing for work; and this includes access to subcontractors' plant and equip
ment, materials and resources. 

There are major differences between the markets served by the construction 
industry and consumer products. These include few buyers - compared 
with consumer goods sectors; and infrequent purchases - compared with 
consumer goods sectors. The following should also be considered. 

THE SIZE AND NATURE OF BUYERS 

Most of these are institutions of one sort or another, including compa
nies and organisations who commission project work, new developments, 
refurbishment and upgrades; and consultancy and problem solving. 

These also include governments and their departments, and other inter
national institutions such as the United Nations and NATO. Work may 
also be commissioned by institutions such as the International Monetary 
Fund and other global assistance activities. 

The same thing also applies at more localised levels and this includes 
the commissioning of hospitals, schools, social services institutions, roads 
and infrastructure projects by regional and other public bodies. Housing 
developments are commissioned as the result of public and local plan
ning inquiries. Public service bodies and private sector corporations commis
sion refurbishment and premises improvement work. Private individuals 
also commission this sort of work - and again, the basis on which they 
do this is that 'it will only have to be done once, for the foreseeable 
future at least'. 

NATURE OF DEMAND 

Demand for construction projects may be: 

• Derived, which means that work is created in response to political, 
economic, social and community demand for facilities such as shopping 
malls, schools, colleges and hospitals. 

• Creative, whereby these facilities are commissioned as part of new 
development or regeneration programmes to try and encourage further 
economic activity. 
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• Progressive, which concerns refurbishment and upgrading; and this 
also applies to the purchase of building services and building mate
rials at a consumer level. 

• Innovative, where it is proposed to transform a whole location from 
one social form (e.g. rural) to another (e.g. urban). 

PRIMACY OF DEMAND 

It is often said that the construction industry is now the first to suffer at 
the start of a recession and the last to benefit at the end when the 
particular economy starts to grow again. This varies between countries 
and regions and some governments and government departments take 
the view that the industry can be provided with work to generate local 
wealth which, in turn, will enable those .who work on the projects to 
spend money on other goods and services and increase tax revenues. 
Others take the view that the construction activity will follow in the 
wake of consumer and service led economic confidence. 

From this the following scenarios are extrapolated: 

• Where other economic activity is to be generated on the back of publicly 
commissioned construction projects, the emphasis of the industry is in 
generating and producing pioneering work, new designs, competitions, 
technological advances and supported by extensive capital investment. 

• Where activities are to be led by increases in other economic activi
ties, the emphasis in the first place is in the upgrading of existing 
facilities, refurbishment and rejuvenation of existing environments; 
and the capital intensive pioneering work will follow on subsequently. 

CUSTOMER-CLiENT RELATIONSHIPS 

In the supply of consumer goods, this consideration is distant, peripheral 
and transient. The relationship between consumers and suppliers is founded 
on product, branding and customer loyalty. This is generated through 
image, identity and confidence based overwhelmingly on advertising, 
promotion and differentiation. The result, at its best, is a strong cus
tomer-supplier relationship based around the product itself which is, 
nevertheless, remote from the supplying organisation (e.g. Coca Cola 
customers have great loyalty to the product, little or no identity with the 
company - and very little knowledge of the company's activities, institu
tions, ways of doing business, ethics and so on). 

In construction, this form of relationship exists only at the peripheral 
retail end of the market where building products, house fixtures and 
fittings and some plant equipment are sold over the counter. 
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Overwhelmingly in the industry, effective contractor-client relationships 
are based on continued extensive and influential, personal and profes
sional relationships between supplying and demanding organisations. 
Contractors are invariably expected to produce specific and distinctive 
products, projects, product mixes and project proposals - and this can 
only be truly achieved where there exists a high level of mutual knowl
edge - and high levels of confidence that arise as the result of this knowl
edge and understanding. 

Clients therefore commission work on the basis of professional knowl
edge and understanding rather than perceived product quality - and this 
is a fundamental difference with consumer sectors because it affects the 
entire emphasis of effective construction marketing activity. Many organ
isations - especially architects, designers, planners and specialist builders 
- expect or perceive that high quality of work, supported by an impres
sive track record, wide field of historic, recent and current performance, 
is enough. Often, and increasingly, this is no longer the case - clients 
commission work because expertise is supported by a continued high 
level of attention to all their specific needs. 

Moreover, in many cases the work is commissioned by people - insti
tutional boards of directors, governors of public institutions, politicians -
who have no particular knowledge or understanding of the construction 
industry. These people will have taken extensive advice from those who 
do know the industry; and once the work is in progress, continuous 
relationships covering project liaison, the purchase of equipment and 
primary materials, the commissioning of subprojects and subcontracts that 
now become necessary are all carried out between specialists, profes
sionals and experts. 

ABILITY TO CHOOSE 

Clients and client bases also have an ever expanding field from which to 
make their final choice of contractor. 

At the macro end, the largest construction and civil engineering organ
isations are now truly global and may, and often do, work anywhere in 
the world. Many major projects now have to be joint ventures simply 
because no single organisation has the capital, human resources, techno
logical expertise or cultural know-how to do the job on its own. 

Raw and primary materials for the industry are now available from 
many parts of the world. Control of supplies is no longer as easy as it 
once was, and this applies especially to Western European and North 
American companies that have hitherto been able to guarantee supplies 
from their own mining, quarrying and distribution subsidiaries. 

Expertise is also evermore widely available. This has arisen as the result 
of many influences: there are now both company based and independent 
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project management, geotechnical design and planning divisions and 
agencies; public service planning and related functions that have either 
been reconstituted or else completely privatised, are now able to offer 
their expertise on the open market; cultural barriers that historically led 
to the domestic industry being used for domestic and, above all, publicly 
funded projects have changed. 

The wider and increasing availability of expertise has come at a time 
therefore when clients and commissioners are taking a much broader 
and uninhibited view of where they can get work done, and with this 
comes the capability to ask, during tendering processes, for a much broader 
view of the finished project (see Summary Box 1.1). 

SUMMARY BOX 1.1 Economist Advertisements: The Project Seeking Format 

'International Construction Consultants (ICC) is a leading German construction, 
civil engineering and project and facilities management consultancy. ICC 
identifies, executes and evaluates projects worldwide for and on behalf of EU 
and non-EU government, international funding agencies and private sector clients. 

For upcoming projects we seek experts in: engineering; civil engineering; 
business processes; quality control; plant management; geotechnics; quantities 
and quantity surveying; finance and accountancy; marketing; economics; 
project management; rural and urban development; institutional strengthening. 

All applicants must have at least three years of international working 
experience; professional qualifications and experience in any of the stated 
fields; fluency in English (the normal working language of ICC projects is 
English); other European and Asian languages have a distinct advantage. I 

'OPM is an expanding consultancy firm which supports public sector 
and international clients with high quality, economic, organisational and 
specialist construction industry services. It seeks staff and associates with 
the folloWing: policy experience in publiC service contracts; public service 
reforms; public finance; rural and urban regeneration finance; EU develop
ment programmes; the provision of health, education and social facilities. 

Specialist/technological experience in the following fields: project manage
ment; surveying; contract management; cross-cultural and transnational 
activities; building and engineering quality assurance; water, drainage and 
other main subcontracting works. 

All applicants should have sound academic training with good higher 
degrees and professional, consulting, analytical and advisory experience.' 

This form of approach to construction projects is based entirely on build
ing a successful network of experts that are to be called on at the points 
required during activities. The expertise of the networker lies in drawing 
specific organisations, for specific parts of the work that are both capable 
and willing to work in this way. It is an increasingly familiar format in the 
prequalification and marketing of construction work capability in South 
East Asia, the former USSR, the former Yugoslavia and South America. 
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CLIENT CONCENTRATION 

Historically, client concentration in the construction industry was always seen 
as being geographically based - especially at the macro end; and otherwise 
regional or local. This worked well where there was sufficient (or even too 
much) work to be shared out on this basis. Now however, an over-supply 
of work in one region, nation or locality attracts players from elsewhere in 
the world where demand is slack and this has led to the view that it is 
possible to see client concentration in a variety of other ways including: 

• Expertise: this approach concentrates on parcelling up clients according 
to the nature of work that they commission, e.g. water supply (Middle 
East, central ex-USSR, Brazil, South Africa, Argentina); transport infra
structure (Western European Railways, the former USSR, Australia); 
urbanisation (China, Indonesia, Malaysia, South America, South Africa). 

• Process: this approach is more long term (even by the special constraints 
of the industry); and it concentrates on extending the precontract 
period and discussions to get the client to acknowledge the true 
extent of its requirements (see Summary Box 1.2). 

SUMMARY BOX 1.2 Construction as Process 

The Indonesian government requested bids to build a cement factory near 
Jakarta. An American firm made a proposal that included choosing the 
site, designing the cement factory, hiring the construction crews, assem
bling the materials and equipment, and turning over the finished factory 
to the Indonesian government. 

A Japanese firm, in outlining its proposal, included all of these services 
plus hiring and training the workers to run the factory, exporting the cement 
through their trading companies, using the cement to build needed roads 
out of Jakarta and also using it to build new office buildings in Jakarta. 

Although the Japanese proposal involved more money, its appeal was 
greater and they won the contract. The Japanese viewed the problem not 
just as one of building a cement factory (the narrow view), but as one of 
contributing to Indonesia's economic development, i.e. a form of added 
value. They saw themselves not as an engineering project firm, but as an 
economic development agency. They took the broadest view of the 
customer's need. This is true system selling. 

(Kotler, 1993) 

• Service: this approach concentrates on applying some basic princi
ples of consumer marketing. Expertise, capability and willingness are 
presented in terms of flexibility, dynamism and responsiveness demon
strably underpinned by a capital, financial and human resource base 
that can operate anywhere required. 
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• Corporate citizenship: this approach may also be called relocalisation. 
It concentrates on relationships with the locality/community in which 
the organisation is, or is to be, located. It addresses reasons other 
than the fact of its location as to why it should continue to be used 
for work. This approach means in effect becoming a community facility 
- for example, offering work experience placements to schools and 
colleges; sponsorship and support for local events; use of compa
nies' facilities for meetings (e.g. Women's Institute, Scouts, Guides, 
Brownies and Cubs). All of this is supported by good-quality, targeted 
public relations and extensive local media coverage (see Summary 
Box 1.3). 

SUMMARY BOX 1.3 Channel Tunnel 

In 1986 the contract to build the Channel Tunnel was awarded to Eurotunnel. 
During the inception period, Eurotunnel conducted extensive local public 
relations. The company concentrated above all on the future - producing 
high-quality educational materials for use by children in schools and colleges 
of all ages. The first facility that the company actually built was an exhi
bition centre - detailing the project from its earliest conception (in 1806 
during the Napoleonic Wars), through other failed projects to the present 
initiative. It deSigned and developed a resource, archive and library facil
ity. It opened its doors to local schools, social services and community 
groups. It trained its public relations and other point of contact staff to be 
positive and dynamic in its dealings with anyone from the local commu
nity (or anywhere else for that matter) and to make sure that any queries, 
questions or concerns that they had were answered. The company also 
went to a lot of trouble to get high-profile, high-quality and regular local 
media coverage. 

The result was that the company very quickly had an extensive, posi
tive local reputation - whatever the community thought about the actual 
construction of the Tunnel (and at the time there was substantial opposi
tion). Eurotunnel's emphasis was to concentrate on the benefits that the 
facility would bring to the community and because it was positive and 
dynamic about these itself, initial understanding and confidence were 
generated and a much broader acquiescence (if not outright acceptance) 
followed in its wake. 

• Cost leadership: for clients (overwhelmingly those from central and 
local government institutions) that concentrate on price, the ability 
of contractors to present and demonstrate their cost leadership (and 
therefore the ability to produce effectively at the lowest possible price) 
is the key. 

Cost leadership also means taking the other factors indicated above 
into account - it is not an end in itself. However, it does indicate 
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the need for the distinctive point of view of the capacity for long
term price advantage to be presented to prospective clients in this 
context. For major projects, it is also necessary to take into account 
the enduring, potential and likely costs of the finished facility over 
the duration of its useful life. 

• Repeat business: there is no longer any guarantee of repeat busi
ness - either from a particular client or within a particular sector 
(e.g. public service; design and build) simply because contracting 
companies are casting about evermore widely for work. Part of con
struction marketing activity has therefore to concentrate on carrying 
out an initial piece of work as effectively as possible on the grounds 
that, if this is not done, there is no or little chance of repeat busi
ness being generated. 

• After-sales: quite apart from anything else, clients can demand after
sales support and maintenance activities as an integral part of the 
prequalification and tendering process. Contracting organisations have 
therefore to develop this aspect of their activities - and this must 
include both capability and willingness. Moreover, under private fi
nance initiative and similar arrangements whereby the contractor 
recoups its costs by charging for the use of the finished facility, it 
has become necessary to acquire operational and facility manage
ment expertise as well as construction. 

• Length of contract: the general rule is that clients now expect con
tracts to be completed in the agreed timescale. Historically, this has 
not always been the case - poor industrial relations, bad weather, 
unavailability of supplies, delays by subcontractors and late supply of 
details by architects have all been blamed at various stages for the 
inability of companies to complete work on schedule. From the cli
ent's point of view, none of these are acceptable any longer - the 
requirement is placed on contracting organisations to sort out their 
labour relations problems, sort out their problems of supply and take 
steps to minimise the effects of bad weather themselves. 

Table 1.1 compares consumer and construction marketing. The pur
pose of this summary is to indicate the groundwork necessary for effec
tive marketing activity. The key clearly lies in the nature of long-term 
personal and professional contact that is required in the marketing of 
construction activities; and this is distinct from the most effective form 
of contact for consumer goods, which is mass advertising and promo
tional activities. 

There are some other useful contrasts: 

1. Responsibility and consequences: the consequence of loss of sale of 
a tin of Coca Cola is minimal/negligible; and this would only be affected 
if product quality was known or perceived to have been reduced. 
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Table 1.1 Consumer and construction markets compared. 

Consumer goods 

• Many buyers 
• Cash/credit 
• Small purchases 
• Individual buyers 
• Low consequence 
• Easily disposable 
• Low responsibility 
• Universally available 
• Short-term benefits 
• Low obsolescence 
• Non-reusable 
• Low technological consequence 
• Low direct contact 
• Easily replaceable 
• Frequent purchases 
• Instant purchase 
• Low contract value 
• Non-specialist purchase 
• Individual benefits and satisfaction 
• Direct benefits and satisfaction 
• Satisfaction comes from immediate 

usage 
• Short useful life 
• No/low investment required 
• Loose supplier-customer 

relationship 
• Transient supplier-customer 

relationsh i p 

Construction 

• Few buyers 
• Capital 
• Large purchases 
• Corporate/public buyers 
• High consequence 
• Not easily disposable 
• High responsibility 
• Specialist availability 
• Long-term benefits 
• High obsolescence 
• Reusable/refurbishable 
• High technological consequence 
• High direct contact 
• Difficult/impossible to replace 
• Infrequent purchases 
• Long lead time to purchase 
• High contract value 
• Specialist expert purchase 
• Considered purchase 
• Indirect benefits and satisfaction 
• Satisfaction comes from subsequent 

usage 
• Extensive useful life 
• High investment requirement 
• Close contractor-client relationship 
• Extensive, professional contractor

client relationship 

Loss of a single sale to a construction company (from any part of the 
industry) has a direct financial bearing. . 

2. Repeat business: the keys here are the frequency with which repeat 
business is generated. For the construction industry 'repeat business' 
and 'long-term client relationship' may involve no more than two or 
three contracts per decade. 

3. The buying chain: consumer goods are decided on, bought and used 
by individuals and their immediate circle. For construction, the deci
sion, contracting, production and usage are often all carried out by 
different groups. 

4. Doing a good job: those who produce consumer goods receive negative 
feedback in terms of increases/decreases in sales, customer complaints, 
use of competitors in preference and so on. Construction profession
als in all disciplines may, and often do, carry out their work to the 
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best of their expertise and belief, and to the satisfaction of the client, 
only to find that the end-users may neither like nor want the facility. 

MARKETING OBJECTIVES OF CONTRACTORS 

These are: 

• To tender and bid for work in ways that relate their capacity, exper
tise and willingness to the client's needs and wants. 

• To generate a sufficient volume of work to support the size, scope 
and scale of the organisation. 

• To generate the next job or round of work; and to generate an 
adequate return for their work. 

• To compete with other players in the sector, discipline or expertise 
on the basis of particular strengths. 

The following have also to be addressed: 

• Promoting and generating confidence and expectations (see Sum
mary Box 1.4). 

• Building and reinforcing the organisation as a known sectoral player 
and sectoral brand. 

• Generating customer loyalty and repeat business. 
• Identifying new areas where the distinctive expertise may be applied 

successfully and effectively, and carrying out the research and ground
work involved in making sure that (a) those areas do offer genuine 
opportunities, and (b) that the new potential client base is aware of 
the new organisation in the field. 

• Preaching to the familiar and converted through general industrial, 
financial and trade media. 

• Preaching to the unfamiliar and unconverted through industrial ad
vertising, product placement, use of the specialist media of the cli
ent base. 

• Servicing the client base through substantial, expert and influential 
sales and client liaison teams; and generating substantial familiarity 
in new potential client bases. 

• Generating a positive and confident public relations, media and com
munity liaison facility. 

• Using specific documents and outlets - above all, the annual report, 
recruitment advertising, site presentation - to best advantage as these 
are the initial points of contact and familiarity to the public at large, 
as well as more interested parties and stakeholders (see Summary 
Box 1.5). 
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SUMMARY BOX 1.4 Luxury and Exdusivity 

'Being the best' has still to be marketed. For example, Rolls Royce cars 
are extensively marketed and in very distinctive ways - through media 
coverage on specialist motoring television programmes and in magazines; 
news coverage of royalty and show-biz stars who are seen driving them 
(and being driven in them). The car has a very distinctive logo - the 
figure on the bonnet. Product placement - using the cars in films and 
glamorous television shows - is also widely used. And this is reinforced 
by the very high price and by the performance of the cars in relation to 
customer needs. 

This applies to expensive and exclusive design, architecture, planning 
and technological consulting services. People have to know who is the 
best, the most exclusive - and why. This is achieved through the same 
means and methods as those used by Rolls Royce - extensive specialist 
media coverage; reference by national and TV news media when cover
ing their expertise (and especially when controversies occur); and product 
placement wherever possible (e.g. using particular buildings or locations, 
either for drama or documentary series, or business programmes). The 
most prestigious organisations are also those that are invited to tender for 
public competitions. Entering into these competitions is part of the mar
keting process - and whether or not the particular design is the winner, it 
can still be exhibited and given the media and public relations coverage. 

Other marketing objectives 

From the contractor's point of view, the following factors have also to be 
considered. 

Repeat business 

The object here is to create: 

(a) customer loyalty, whereby previous customers return to you because 
of the good job that you did for them in the past and where what 
you now offer continues to command the same perceived standard 
of quality, value, workmanship and expertise; 

(b) brand loyalty which is an association of you with all that is best and 
required in your particular line of work. 

The two are different sides of the same coin. For example, when they 
need (want) a cold soft drink, more people buy Coca Cola than anything 
else. This runs along twin tracks as follows: 

• 'I am thirsty, therefore I'll have a Coke' and 
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SUMMARY BOX 1.5 The Annual Report 

The Annual Report produced by public limited companies and others is 
the major source of published information generally available. In some 
cases it is the only source of published information available. Annual Re
ports are available for scrutiny by the public at large and copies have to 
be made available upon request, whether the requester has any direct or 
indirect involvement in the company or not. It therefore has at the very 
least a general awareness - and therefore marketing - function. 

More specifically, Annual Reports are scrutinised in depth by: 

• shareholders and their representatives, who want to know how well 
the company is doing, how safe their investment is and what their 
dividend is to be; 

• staff, who want to see the company's own published analysis of the 
current state of performance and prognosis for the future; 

• financial markets, journalists and analysts, who pronounce in finance 
sector specific terms on short-term future and confidence; 

• industry sector specialists, who pronounce in industry sector specific terms 
on short, medium (and sometimes also long)-term future and confidence; 

• students of the particular sector and of the company in question -
and this includes professional bodies and associations, trade unions, 
research organisations, universities, colleges and schools; 

• existing and potential customers and clients who scrutinise the report 
in search of evidence of what is important to them - existence of 
financial resources; long-term capability; projects undertaken and com
pleted; work in progress; where the company's priorities lie; and an 
indication of the quality of service that they might expect. 

In addition to this, as a marketing tool, the Annual Report operates at 
further levels as follows: 

• it reinforces (or not) everything that the clients and potential clients 
have been told by the company in the recent past; 

• it indicates general levels of confidence and expectation; and this is 
reinforced in turn, by stockmarket activity; 

• it provides a summary of the company's actual (or near actual) finan
cial position which again reinforces (or not) client and potential cli
ent understanding; 

• it enables the organisation to present its strengths, advantages and 
achievements in their best possible light; 

• it enables professional, academic and research bodies to add to their 
fund of knowledge about the company and about its sector. 

• 'I'll have a Coke, therefore I will no longer be thirsty'. 

So function (the former) and association (the latter) are both present 
and both have to be addressed. The outcome of this in construction terms 
is as follows: 
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• 'We need a factory designing, therefore we will use architecture practice 
X' and 

• 'We will use architecture practice X, therefore we will have a good 
factory'. 

While the marketing approaches are necessarily very different, the output 
is the same. 

Broadening the client base 

This means finding out who is commissioning work that you are both 
able and willing to do; meeting them; gaining their confidence; match
ing your capability with their requirements; and presenting it so that 
they want what you have to offer and will choose you ahead of the 
competition. This means above all, gaining a sufficient understanding of 
the potential client's needs and wants so that your capability can be 
presented as client benefits. This needs thorough and meticulous groundwork 
and is followed by individually targeted marketing (see Summary Box 1.6). 

SUMMARY BOX 1.6 'Why Use Us?' 

In simple terms, a substantial part of the process of developing an effec
tive approach to marketing is in answering the following questions: 

• Why do people use us? 
• Why do people continue to use us? and 
• Why do people not use us? 

The answer to this is based on knowing and assessing the following: 

• What do we do better than anyone else? 
• What do we do better than most? 
• What do we do worse than most? 
• What do we do worse than anyone else? 

and pinning these down as exactly as possible. The purpose is to get 
beyond self-perception and bland generalisation, acceptance and general 
awareness. Weaknesses are acknowledged, neutralised or remedied. Strengths 
become the starting point for effective marketing. 

This is then to be seen in the context that what an organisation actually 
does best may not have penetrated the perceptions, knowledge and un
derstanding of the client base. What it does best may not be important to 
the client base. At least understanding this gives pointers to the need and 
capacity for future market, marketing and organisation development. From 
this, an accurate and informed assessment of where and why the compe
tition can be beaten - again, in terms required and understood by the 
client base - can then be understood. 
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Information 

No contact with the market should ever be wasted. However negative a 
response from a potential client or ex-client may be, it always adds to 
the fund of information available to the organisation and this should be 
assessed, evaluated, judged and stored on its merits. The greater the 
fund of information, the greater the effectiveness and targeting of market 
activities. 

Relationships 

Organisations build relationships and networks with each other; and in
dividuals acting in the name of the organisation do the same. Personal 
and professional relationships therefore exist, as well as the impersonal 
relationship between the contracting and client organisation. Every con
tact at every meeting is an opportunity for enhancing this, developing 
confidence, emphasising the positive, showing commitment and placing 
the client or potential client interests at the centre of things (see Sum
mary Box 1.7). 

Off duty 

Preaching perfection, nobody should ever be completely off duty. Pro
fessional gatherings, courses and seminars all clearly offer opportunities 
for networking. So also does membership of sports, leisure and social 
clubs, and some organisations are sufficiently aware of the potential of 
this to pay the subscriptions of staff members who join them. And this 
may, and does, also extend to domestic dinner parties! 

In practice, organisations are increasingly taking the view that nobody 
is ever completely off duty. There is a prevailing collective mood in the 
UK that anyone who does anything that may possibly bring their organ
isation into disrepute through their private actions and behaviour is con
sidered a potential candidate for dismissal or discipline. As examples - a 
member of staff at a privatised electricity company was dismissed for 
embezzling the funds of the Brownie pack of which she was a custo
dian; a building society dismissed an employee for being involved in a 
nightclub brawl; a multinational car manufacturer introduced a smoking 
ban in all its company cars, and disciplined a middle manager for smok
ing in his car while he was on holiday. 

All these took place in south-east England in 1996; and while none 
involved the construction industry, the message is clear: if the negative 
applies, so does the positive - which is that reputation, contacts and 
orders can be gained in any situation. 
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SUMMARY BOX 1.7 Relationship Marketing 

In the past few years what marketing is about has been redefined again. 
Older ideas focused on techniques for winning new customers. The new 
approach says that the best route to growth and profit is to concentrate 
on keeping existing customers happy. This concept is called relationship 
marketing. It is having a dramatic effect on how companies do business. 

Relationship marketing was kicked into gear by studies from consultants 
who calculated the remarkable value of loyal customers. They showed 
that loyal customers were assets with enormous lifetime values. Loyal cus
tomers are more profitable because they buy more of the companies prod
ucts, require less time recommended to others and are less sensitive to 
price. In contrast, the cost of research, advertising and promotion is a 
very expensive way to grow. The average company loses 10% of its cus
tomers annually. Consultants, Bain & Co., found that if companies could 
increase customer attention by 5% they could massively boost profits. 

These findings emphasise the importance of continually measuring cus
tomer satisfaction and following up on why customers defect. Instead of 
assessing managers on profits, companies would do better measuring them 
on customer satisfaction and loyalty. Current profits result from past deci
sions; tomorrow's profits depend on satisfying today's customers. It also 
makes sense to encourage customer and client openness - even encour
aging them to complain. This way companies get a customer or client 
view of problems and, by addressing these, can keep their business. The 
key to creating customer loyalty is in the selection, training and motiva
tion of front-line staff - and for the construction industry, this means attention 
to those who are going to work extensively with customers and clients on 
the gaining and maintenance of work. It also means paying attention to 
the quality of initial response - and this includes telephone contacts, public 
relations material presentation and speed and convenience of access. 

Source: Peter Doyle - 'From the Top' (The Guardian, 18 January 1997) 

Indeed, at the jobbing end of the market, relationships and work are 
generated through conversations over a drink, chance remarks, conver
sations in the street, gossip between friends and neighbours. 

In summary, the overall objective is that marketing becomes an indi
vidual, group, organisational and corporate attitude. It is a state of mind 
that recognises, seizes and maximises any opportunity that may lead di
rectly to business, that generally familiarises, or that may do no more 
than plant the seed in the mind of the recipient. And while not all job
bing builders, double glazing and building products sales people may 
actually think in this way, it is undoubtedly what they do if they are 
successful. And the very best know when to talk shop and when to back 
off and talk about something else! 



2 Customers, Consumers and 
Clients 

Marketing in construction is concerned with presenting each of the fol
lowing as client benefits and enhancing advantages of doing business 
with the contracting organisation in preference to all the others that are 
available and willing: 

• The capability, expertise, technology and resources that it has avail
able; the capacity of these to support the length, scale and scope of 
activities required. 

• The capacity to carry out work and produce the finished product in 
the client's best interests and to meet the client's specific requirements. 

• The capability to produce work in such a way that the reputation of 
the client is not adversely affected; and that the client's reputation is 
enhanced as the result of taking delivery of the finished product, 
facility or specialist service. 

• The capability and willingness to service the contract in order to 
build a positive contractor-client relationship as required. 

• The capability to envisage the project and present the contractor's 
view of the client's needs in ways that meet and match the client's 
own projections. 

• The ability to deliver the finished project or service to deadline, cost 
and quality. 

CUSTOMERS, CONSUMERS AND CLIENTS 

It is useful to distinguish the following: 

• The client: commissions the project or activities and enters into the 
contractual relationship with the contractor; and entering this rela
tionship is often supported by the advice of professional consultants, 
both independent and in-house, and also expert internal functions. 

• The customers: pay for the project upon completion and some
times into the future (for example, if further work is found to need 
doing or is in response to unforeseen and uncontracted circumstances, 
or as the result of an extended service agreement). 

• The consumers: use the project now and possibly for its useful life; 
it should also be noted that consumer groups change - for example, 
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following refurbishment and upgrading activities long after the initial 
project has been completed. 

Customers, consumers and clients may be the same or they may be a 
combination (the client may be the customer; customers may also be 
users; and so on). In many cases, it is a fine distinction. It is important at 
least to note it, as although each is very different, everyone's needs have 
to be satisfied. 

CLIENT REQUIREMENTS 

These are as follows, though the mix and emphasis clearly varies be
tween size, range and volume of work and between contracts: 

• Ability to deliver to the agreed price, timescale and quality. 
• Adequate liaison during project inception, construction and completion. 
• Early warning anticipation systems for genuine problems and unfore

seen circumstances. 
• Presentation of construction industry expertise (from whichever dis

cipline) in terms of benefits and satisfaction to clients. 
• Professional support during critical phases, e.g. public inquiries and 

dealing with pressure groups and lobbies; and for managing public 
contracts, managing and addressing the concerns of politicians and 
project governors. 

• Limited liaison with anticipated consumers, users and community. 

Different clients may put specific emphases, especially on the following: 

• Public contracts are driven overwhelmingly by price. In the short 
term anyone really wishing to do this work has therefore to be pre
pared to compete on price alone if necessary, and to fit everything 
else in around this. 

• Private sector contracts are driven overwhelmingly by quality, value 
and deadline for which price will be less important until it is agreed 
- but once agreed, it is normally immovable. Private sector clients 
expect the same attention to quality, value and deadline, supported 
by the necessary level of service, which they give in turn to their 
customers. 

• Some clients have their own view of the balance of design, function, 
materials and durability. Others leave this - especially at the outset -
entirely in the hands of the architects and contractors. This is either 
because they themselves are not quite sure what they do want or, 
because while they do have a good idea, they want to see if it can 
be improved upon. 
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The onus is therefore on the potential contractor to find out the cli
ent's actual requirements in advance of any tender or firm bid for work. 
The only way to do this is to engage in discussions with those at the 
client organisation who have real influence in the commissioning of work. 
Conversations between contractor and client public relations departments 
are much more comfortable; they are also lightweight and insubstantial 
- and any work that does come the contractor's way will be in spite of 
this form of contact and not because of it. 

CLIENT EXPECTATIONS 

Client expectations are based on the following: 

• Price, quality, value, volume, time: the contractor will produce and 
deliver the promised facility according to the price, quality, value, 
volume and time mix agreed and contracted at the outset. 

• Suitability: that which was proposed at the outset is actually what is 
delivered at the conclusion. Often this is based on the most general 
of perceptions only, though it can be addressed in part at least by 
computer drawings and projections, and also small-scale models and 
mock-ups. It is also addressed in more detail during client liaison 
activities while the work is being carried out. 

• Responsibility: clients do not expect to hear excuses for late work, 
however 'valid' these may be. 

• Problem solving: at the outset of a contract, contractors and clients 
establish, as far as possible, who is to be responsible for specific 
problems as they arise. This is essential. It is extremely bad market
ing (and therefore bad business) to get involved in claims and counter
claims. This is exacerbated where potential problem areas are not 
clearly identified at the outset. 

• Confidence: confidence is based on integrity, credibility and exper
tise; and on demonstrating that what is promised and implied is 
delivered in fact. 

A critical step on the path to successful marketing lies in the ability to 
know and understand what the client's expectations are, where their 
priorities lie (e.g. in UK public contracts at the end of the 20th Century, 
the first priority is the price). The best way - some would say the only 
way - to achieve this successfully is to go out and meet with potential 
clients and ask them. 

It is necessary to recognise that client expectations change, especially 
over long and expensive contracts. This may be outside their control, 
e.g. public sector clients may have their budgets cut unilaterally by their 
political masters. It may also be well within their control, e.g. 'this is not 
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quite what we had in mind', and it is for this reason that effective and 
continuous client liaison is so critical to project success and forms a 
critical part of a project as well as marketing management. 

Clients expect that everyone involved on the contractor side is there 
to respond to their every need. It is therefore essential that everyone 
who has contact with the client has full and complete understanding of 
the project purpose, style and methods of work and the intended out
come. Bad client liaison and management are the construction market
ing equivalent of a bad TV advertisement to the fast moving consumer 
goods sector - and the result is loss of confidence, the desire not to be 
associated with a particular item and the beginning of the search for 
alternatives. Fast moving consumer goods can be disposed of easily -
and so can companies in the construction industry. It just takes longer. 
Once confidence is lost or damaged on the client's side, it takes exten
sive and lengthy direct marketing activity to get it back. 

Finally, clients expect their projects to be loved for all time. Where 
this is not the case - where the project is badly received by the commu
nity or final user group - a part of the negative response always gets 
back to the contractor. 

TENDERS AND BIDS 

In marketing terms, tenders and bids are submitted with one or more of 
the following purposes: 

• To obtain the work on the basis of capability, expertise and quality 
of finished product. 

• To obtain the work at any price. 
• To obtain the work on the contractor's own terms, e.g. they will do 

it provided that everything is suitable to them. 
• To obtain the work if the known preferred contractor cannot do the 

work (Le. to become 'first reserve'). 
• To obtain the work knowing that if a good job is done, it will lead to 

the real prospect of a long-term relationship with the client. 

Tenders and bids may also be submitted in general terms: 

• To demonstrate capability to the given field and to the given client base. 
• To expand the potential client base and field of work. 
• As part of the general marketing, public relations and familiarisation 

process. 
• In response to both general and specific requests to tender. 

In marketing terms also, the tendering process starts with the following 
questions: 
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• From which of the above points of view are we tendering? 
• Why are we seeking to gain this work? 
• What are the consequences of getting it? 
• What are the consequences of not getting it? 
• Are we demonstrating our expertise to best advantage and in terms 

acceptable to the client? 

This is the support for addressing the operational aspects of the ten
der, whether or not there is a legalised, standardised or expected format. 
There may also be contract compliance elements. Whatever the con
straints, the final pool of tenders is certain to consist of those who are 
capable and willing to do the work, and to work within its given guide
lines. The difference is therefore in the quality of marketing. 

Companies may and do bid for work that they know they have little 
or no chance of getting. There are two main reasons for this. Either the 
client asks them to bid as a comparison so that they can see any differ
ence of approach or possible alternatives. Or the contractor tenders any
way, using the process as part of its total marketing, public relations, 
awareness and image raising efforts. In either case, these questions have 
still to be addressed in case the client changes his/her mind and awards 
the contract to the particular company. Nothing is more frustrating, ag
gravating - and therefore downright bad marketing - than to be awarded 
a contract only to turn it down on the grounds of present lack of capacity. 

From this, a picture of the marketing of construction may be built up 
(see Figure 1.1 on page 22). 

This is a summary of the relationships, expectations and pressures that 
have to be accommodated in effective marketing of construction indus
try activities. The main emphasis is on relationships - and the conse
quent necessity to build relationships through direct personal and 
professional contact. 

It should also be noted that there is a difference between capability 
and willingness, and the ability to satisfy everyone involved on both of 
these grounds; for example, the client's representative may be very will
ing to use a particular contractor based on knowledge of the contractor's 
capability - but this may not accord with other client organisational press
ures (e.g. boards of directors, boards of governors) who may be unwill
ing to use the particular contractor for other reasons. 

CLIENT RELATIONS 

Good client relations are essential for the success of any business or 
activities. Good customer relations are based on finding out from cus
tomers and clients what their needs are, before and after-sales; supporting 
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Figure 1.1 Marketing construction: the hour glass. 

activities with high levels of service; developing new products and meth
ods of service that accord with customer and client demands; and keep
ing in regular contact to ensure the continued ability to meet demand. 

Bad client relations are normally due to poor service; inability to de
liver that which was promised or contracted; a lack of interest in the 
future needs of the client; insensitive pricing, credit control and other 
cost-related elements; lack of personal and professional contact; unpro
fessionalism of contacts. 

A balance has to be struck between each. This is because over-emphasis 
on customer relations means that service costs are driven up to a point 
at which the profitability and value to the contracting organisation are 
diminished. It may also mean high product and quality development 
charges to standards that are neither warranted nor expected. It may 
also mean giving clients over-favourable payment and charge terms -
again, which are neither required nor valued. 

Having said that, high levels of customer relationship are essential for 
the development of effective marketing activity. It is also essential that 
those responsible for marketing present this as a priority within their 
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own organisations. It is very easy for those not directly concerned with 
marketing to lose sight of this - many executives when asked what is the 
most important success point on which they should focus their attention 
will answer: profit, efficiency, productivity, management information, sales 
turnover, human resource performance, technology and information sys
tems. Identifying and satisfying customers' needs do not necessarily figure 
large in their list of priorities. The best organisations retain the customer 
at the centre of their scheme of things, supported by high-quality, capa
ble and willing staff - and engage in productive and effective customer 
relations as an integral part of successful marketing. 

CUSTOMER/CONSUMER/CLIENT PROTECTION 

In the West, extensive legislation exists to ensure that customers, con
sumers and clients in every industry, commercial and public sector serv
ice get the products and services that they think they are buying when 
they decide to make the purchase. People who are not satisfied with 
what is provided have recourse to the law in order to get their money 
back, to have products and services replaced and also, where appropri
ate, to seek damages. 

These disputes are expensive in financial terms and also in terms of ad
verse media coverage. They are also extremely bad for general morale among 
the staff involved. Word always gets very quickly around the industry and 
market sectors - and again, this is damaging to reputation and morale. 

The best procedure is therefore clearly to avoid this form of dispute 
and to engage in practices that ensure that the interests of the customer, 
consumer or client are protected. Part of this means setting standards so 
high that mistakes and litigation become a remote possibility only. The 
other part means taking enough time and trouble at the outset to ensure 
that customers and clients know what sort of product and service they 
are to receive so that they choose on the basis of excellent knowledge 
and understanding - and this is a part of all direct sales and also more 
general marketing activities such as advertising and promotion. It reinforces 
the need for readily available after-sales activities so that any problems 
that do occur can be identified and resolved early and before anyone 
even thinks of going to law. 

Moreover, most parts of the construction industry underpin their ac
tivities with codes of conduct and practice. The first point of any legal 
inquiry normally addresses the extent to which these codes were fol
lowed. Codes of practice vary in precise detail between sectors but their 
overall purpose is always to set clear guidelines of activity and perform
ance for the quality and conduct of business relationships. 

It is also necessary to take this view when dealing with lobbies and 
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pressure groups. Increasingly, such groups are resorting to the law, espe
cially when they do not receive proper information, fair hearings or re
spectful treatment; and also when specific issues have not been precisely 
covered in the contractor-client relationship. 

STAKEHOLDERS 

It is also useful to identify those groups who have interest and influence 
in the outcome of a proposal. These groups are called stakeholders and 
they are: 

• Contractor stakeholders: shareholders; other backers; staff; custom
ers, consumers and clients; the wider community; professional asso
ciations; consultants, both in-house and external; guarantors; professional 
critics; the media; shapers of trade reputation; competitors; suppli
ers; distributors. 

• Client stakeholders: shareholders; other backers; political backers 
and factions (in the case of public projects); lobbies, pressure groups 
and vested interests; consultants and advisers; other opinion shapers 
- the media, trade press, generalists; customers; consumers; those 
with influence; those with expertise. 

Notes 

1. Clearly, some of the groups are the same. The demands of these groups 
differ and vary in each situation. Their influence also varies. Custom
ers and consumers expect the contractor to do the work quickly and 
effectively, to restore the environment and then to withdraw - and 
failure on any of these counts may give a bad reputation to the facil
ity and constitute a factor to future usage, and this loss of reputation 
is handed on to both contractor and client. Attitudes to the client are 
more directly influenced by the extent to which perceptions and an
ticipations are satisfied by the reality of the finished project - and this 
is further coloured and enhanced by any subsequent (positive and 
negative) media coverage and community perception. 

This continues for the duration and possibly the useful life of the 
project. For example, a shopping mall may have positive responses 
initially; but its reputation may decline if cleanliness, upkeep, security 
and vandalism subsequently occur (or are perceived to occur). Main
taining, servicing, upgrading and refurbishing projects are therefore a 
clear obligation on the part of those involved (whoever eventually is 
commissioned to carry them out). 

2. It is essential to pin down the importance and influence of the particular 
stakeholders in each situation. The purpose is to identify these when 
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marketing, public relations, general communication and constant con
versational efforts need to be applied, and the approach that is necess
ary in each case. 

3. It is important to recognise that great influence may be exerted in 
spite of the level of knowledge or expertise in a particular area. Jour
nalists and public figures pronounce on the built environment, often 
on no more serious a basis than they do not personally like what is 
proposed (or that they do personally like what is proposed). Ignorant 
or not, credibility is often damaged, sometimes destroyed - and some
times unwarrantedly enhanced - and this, in turn, affects the general 
viability and long-term prospects of the given project - and of the 
contractors and clients involved. 

4. The role and influence of consultants on both contractor and client 
sides has also to be considered. Organisations engage experts (whether 
independent or in-house) so that they are able to make better in
formed choices and decisions. The recommendations and advice of 
acknowledged experts normally therefore carries great weight, espe
cially with those at the top of organisations who may nevertheless 
have no particular expertise in the field. They therefore lean very 
heavily on the recommendations of the experts that they engage. 

5. Perception - public perception may be very different from what is 
actually proposed. Again, this is often generated by influential figures 
and lobbies - with or without real knowledge. It is certain that nega
tive perceptions are enhanced by incomplete or indirect public rela
tions (see Chapter 7). Negative perceptions have to be nipped in the 
bud otherwise the lasting impression is that neither contractor nor 
client are sure of their purpose, aims and objectives. 

6. Stakeholders also have different and often conflicting legitimate inter
ests. For example, the contractor's staff seek security of long-term 
employment; and this is invariably founded on the ability of the con
tracting firm to secure a wide variety and large volume of high-priced 
work. Many clients seek low-price, high-quality work, quickly deliv
ered. Lobbies and pressure groups may set themselves against par
ticular projects in spite of the fact that their area actually needs the 
employment. Public and political clients very often require monuments 
to their own periods of influence - and projects that may start off as 
very positive monuments may turn into nightmares as the result of 
cost overruns or the inability to produce and finish the facility to the 
standard that was originally envisaged (for example, as the result of 
budget cuts). Shareholders and guarantors require quick short-term 
returns on their investment; shareholders in the UK, at least, require 
dividends and this may affect adversely the amount of resource that 
the company itself requires to invest in its own future. The media 
often produce a good story as the result of a failure or error. 
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It is the responsibility of the contractor to recognise all of this and to 
appreciate that invariably many divergent and conflicting interests have 
to be reconciled as part of entering into the contracted relationship. 

This is the context in which client behaviour takes place in the con
struction industry. Within this context however, a golden rule of market
ing still applies (as it does everywhere else): 

• The client buys, the contractor does not sell. 
• The client buys the benefits that accrue from the product, project or 

service and not the product, project or service itself. 

The specific benefits bought by clients in the construction industry are 
as follows: 

• Association: in the use of high prestige contractors especially in the areas 
of design, architecture, planning, consultancy and profeSSional services. 

• Confidence: by engaging a particular contractor, the matter can safely 
be left in its hands and the result will be fully satisfactory. 

• Quality: that once the project is completed, it will look the way 
envisaged; and that it will do the job or provide the facility for which 
it was commissioned. 

• Usage: that the end-users - the consumers - will use the facility 
profitably and that it will bring real benefits to the community and 
environment. 

• Environment: the finished product or facility will enhance the built 
environment; and will enhance the quality of life, quality of working 
life, communal well-being; and that it will be a general enhance
ment to the wider environment rather than causing blight, pollution 
or congestion. 

• Problem solving: where a problem requires solution, it will be solved 
to the satisfaction of all concerned. 

• Priority: the contractor will act in the client's best interests at all 
times and accord resources, expertise, project and service priority 
when necessary. 

• Value: the cost or price agreed upon represents good value and the 
basis of a mutually satisfactory relationship; the price paid and facil
ity delivered represent a good return on investment. 

• Extension: the purchase by the client will lead to repeat business 
and a long-term mutually satisfactory relationship. 

• Extrinsic: the physical benefits that accrue from the completion of 
the project, ownership of the product, use of the service or what
ever are as previously perceived. 

• Intrinsic: benefits of association and identity that accrue from using 
a particular company, product or service range that meet or exceed 
client expectations. 
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CONSULTANTS 

On large and complicated building and civil engineering projects, it is 
usual for a range of consultants to be necessary. These may be engaged 
by contractor or client. Their role is to advise on any specialist aspects 
of the total project. This includes design (core and peripheral features; 
and also any secondary, tertiary or specialist features); drainage; lighting; 
sound; and landscaping. Other consultants are engaged to advise on specific 
estimates for both quantity and cost of materials and components (espe
cially estimators and quantity surveyors). Increasingly, experts are also 
brought in to advise on the general management aspects of a particular 
project; the management of the finished project, especially facilities, 
environment, refurbishment and long-term consumer management ex
perts; and again, in the provision of specialist management services. 

In recent years there has been a great proliferation of consultants -
with both technological and also managerial expertise. In marketing terms, 
the main issues that consultants have to reconcile when presenting their 
services to clients are as follows: 

• The presentation of a distinctive high-quality professional expertise 
without appearing to be too specialised or compartmentalised. 

• The presentation of desired qualities of flexibility, dynamism and re
sponsiveness without appearing to be too generalist and 'all things to 
all people' (and therefore nothing to anyone). 

• The ability to adapt both expertise and flexibility to any situation 
without appearing to be too bland or prescriptive. 

It is also necessary to recognise current criticisms of consultancy prac
tices (both within the construction industry and also elsewhere). The main 
criticisms are: 

• They are too prescriptive - effectively acting as sales people for their 
own distinctive (and often very good) ways of doing things but without 
sufficient attention (real or perceived) to clients' specific requirements. 

• The sheer expense of hiring top brand or exclusive consultants puts 
a great pressure on clients to accept their recommendations. This 
means that the client may often feel railroaded in a particular direc
tion (whether or not this is indeed the case). 

• People with a vested interest in a particular outcome or course of 
action are often perceived to hire consultants that they know will 
support their point of view. 

• Using consultants to produce an independent point of view is often 
seen within the contracting client or hiring organisation to give an 
entirely spurious rationale to what may otherwise be a contentious 
plan of action, or controversial project. 
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Consultants from all disciplines have to be aware of these criticisms. 
Those who hire consultants are extremely aware of them. The key to 
effectiveness lies in the ability to harmonise expertise, flexibility, exclu
sivity and presentation in such a way as to ensure that the client is 
getting the best aspects of each; and that the result of hiring the consult
ant (from whatever discipline) is either to increase the value of the project 
or to reduce its cost. 

The main difference between these benefits in the construction indus
try and in other sectors is the need to pay attention to the wider pic
ture. Each of these has to be seen in terms of the ultimate end-users as 
well as the client. They in turn will have their own perceptions of each 
of the points above - and as already noted, these may not accord with 
the client perceptions. 

CLIENT EMPATHY 

Seeing the client's needs from the point of view indicated above is the 
first step towards empathy or identifying closely with the clients and their 
purposes. Beyond this, it is necessary to recognise where the proposed 
contract occurs in the client's 'hierarchy of needs'. 

Hierarchies of needs 

This means considering and placing the product, project or proposal in 
the following ways (see Figure 2.1 and also Summary Box 2.1): 

• Basic or fundamental needs: extreme pressure on clients to pro
duce basic facilities such as housing, roads, other infrastructure; some
times this extends to commissioning industrial, commercial and public 
development with the view to providing work for the locality. 

-----Monumental needs 

Commercial needs 

Basic/Fundamental needs 

Figure 2.1 Hierarchy of needs adapted: an indication of likely and possible 
sources of work, and client perspective. 
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• Commercial needs: the provision of facilities and amenities that in 
turn provide the client with long-term commercial returns. 

• Esteem needs: the need to identify with, and be identified with, the 
commissioning of prestigious public and commercial works. 

• Monumental needs: the need to provide long-term, eternal, enduring 
monuments of some sort. In the past, these were cathedrals, castles 
and city walls. At present, and for the foreseeable future, these still 
include some religious buildings; and also industrial, commercial and 
domestic facilities (e.g. the Barbican Centre in London; the regen
eration of the London Docklands; the refurbishment and rebuilding 
of the Royal Docks at Liverpool). 

• Client needs: these are security and confidence in all situations. What
ever the product, project, service or expertise applied, the client's 
need for a basic level of comfort in dealings with the contractor 
must be addressed. This then becomes the basis for establishing the 
precise nature of needs in given circumstances - but without this as 
the basis, no further progress is possible. 

In marketing the construction industry two further pressures are 
apparent: the cost of the contract; and the quality of the contract. 
In this context, these are the foundations that underpin security and 
confidence - once the relationship is entered into, the client is en
titled to expect that the work will be delivered to the required cost 
and required quality; and usually within the agreed timescale. 

SUMMARY BOX 2.1 Contrasting Views of the Customer Position 

Stew leonard 
Stew leonard is a highly profitable supermarket on the edge of a small 
town on the eastern seaboard of the United States. The company has 
been studied extensively during the 'Excellence' investigations of the late 
1970s and 1980s. As far as the customer position is concerned, the super
market has two rules: 

1. The customer is always right. 
2. If the customer is wrong, see rule 1. 

The customer/client is always right 
In a speech in 1986 Alan Sugar, the Chairman and Chief Executive of 
Amstrad, described this statement as 'rubbish'. It certainly has to be seen 
in context. Clients may not know precisely what they do want but expect 
this to become clear in preliminary discussions with prospective contrac
tors. The client's representative may have been given a brief (for example, 
by a board of directors or political masters) that they know to be unwork
able - and are expecting all prospective contractors to tell them this. On 
the other hand, clients certainly do not want the reality or the enduring 
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perception that they have had their arms twisted by the contractor to 
adopt a particular approach, to go in a certain direction or choose a par
ticular project contrary to their own wishes. 

The introductory problem 
This occurs especially in the planning, consultancy and design sectors. It 
occurs when the contractor is invited in ostenSibly to address one prob
lem, when the reality is different and often far more serious and funda
mental. Effective marketing here means identifying this at an early stage of 
the discussions and, if necessary, leading the client into the broader argu
ment (though very often this will not be necessary, rather the client will 
be extremely grateful and suitably impressed that the prospective contrac
tor has latched on so quickly). 

The politicians' monument 
This is a major concern in the run up to the year 2000 - the Millennium. 
Politicians of all nations - including the UK - are seeking prestigious projects 
and schemes of a distinctive design and unique features as lasting monu
ments to their own brilliance. This is of greatest concern to high prestige, 
high reputation and highly expert design, planning and building consult
ants, contractors and architects for national and international mega-projects 
- where they are going to receive the commissions to design and build 
these monuments; and where they have to be completed at the latest by 
31 December 1999 (the fact that the Millennium genuinely does not start 
until the year 2001 is not an issue in this context!). They are also inevita
bly going to have to put up with political interference - and the unilateral 
withdrawal of backing if such projects suddenly become unviable, or if 
the political mood changes, or if the particular politician who backed the 
initiative falls from grace. 

The problem is the same in some locations for smaller operators. Prob
lems occur - and are starting to occur in Millennium projects - where an 
initially brilliant idea runs out of steam, or is downgraded, or is super
seded by something even more brilliant. Problems also occur where politi
cal funding and priority changes occur; and where the particular politician 
or over-mighty figure resigns, moves on, is disgraced - or where the politi
cal influence changes and replaces the previous brainwave with its own. 

CONVENIENCE, CHOICE AND SPECIALISM 

Customers and clients in every sector expect a combination of convenience, 
choice and specialism when making their purchases. Whatever the sec
tor, the following generally holds good: convenience is a key factor once 
general confidence in the product or contractor has been established; 
where this confidence has not been established, customers and clients 
go to a lot of trouble - and inconvenience - to seek sources of satisfaction. 

Everyone expects a measure of choice, whether they are buying for 



Customers, Consumers and Clients 31 

themselves or on behalf of an organisation; they do not like to be told 
that there is no choice - whether or not that is the case. 

The purchasing of specialist products and services are those for which 
a significant effort is needed or given; clients and customers therefore 
tend to put themselves out when they want a very precise product or 
service; and the greater the accessibility and deliverability of this on the 
part of the contractor, the less of an effort required by the customers or 
clients (see Summary Box 2.2). 

The relationship between convenience, choice and specialism has to 
be reconciled in the presentation of construction products and services. 
Problems with this arise from: 

• Time, resource and other pressures on the client. 
• The expertise of the client which is: at least on a par with contrac

tors at the prequalification stage; at best on a par with contractors at 
any presentation to client boards of directors; very unlikely to be on 
a par with contractors in the presentations to boards of governors 
and other political elements; extremely unlikely to be on a par with 
the contractors in presentations to lobbies and vested interest groups. 

• Other behavioural factors: key features are where the client does 
not have the contractor's level of expertise. Choice is therefore cer
tain to be made on a combination of the client's perception of the 
contractor's expertise, together with personal empathy, perceived un
derstanding, personal like/dislike - and a return to the buyer behaviour 
with which they are most familiar, the combination of convenience, 
choice and specialism that they themselves use when making indi
vidual purchases. 

PERCEPTION 

Understanding perception is a major step in becoming an effective mar
keter. Perception is the term used to describe the ways in which differ
ent people and groups see and understand their environment and the 
ways in which they use, limit and interpret the information and impressions 
with which they are presented. This information can then be transformed 
into something that is useful and usable. Part of the process is based on 
the senses - sight, hearing, touch, taste and smell. Part of it is based on 
instinct - for example, one's view of what is edible is clearly coloured 
by how hungry one is. A part of it is learned - and this comes from a 
combination of civilisation and socialisation, which, in this context, gives 
rise to the organisational ways in which behaviour is regulated and atti
tudes are formed. It is the basis of the formation of norms, expectations, 
customs, etiquette and realpolitik; and forms the basis for concepts of 
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SUMMARY BOX 2.2 Buying Behaviour: Planning Committees 

In 1984, a local government planning committee had two items on its 
agenda - the siting of roads and pedestrian signs to a public library in one 
of the towns in the district; and the commissioning of a major medium to 
high quality housing development in another of its small towns. Two hours 
were allocated for the purpose. It took the two items in this order: 

1. The signs to the library 
These were considered from every possible point of view. The number 
of signs; whether to locate them on the left or right of the approach 
roads (or on both sides); the colour to be used on the signs; whether 
they would be equally convenient for drivers, pedestrians, tall, short 
and disabled people; whether to subcontract the work or whether the 
in-house contractor would have the resources to do the work - all 
were considered and debated at length. Finally, seven signs in specific 
locations were determined and the work given to the in-house contractor. 

2. The housing development 
This was a proposal for 30 detached and semi-detached houses with a 
combined value at the time of £2.5 million. Less than ten minutes was 
available at the end of the meeting to discuss and approve this. By 
chance, one of the members present had thought to ask a potential 
contractor for some ideas and had brought along an outline sketch pro
duced by the company as the result. This was approved as the plan
ning committee members were putting on their coats to go home. 

There is also another aspect which has, from time to time, influenced 
county council committee meetings in the past. Large constructional projects 
are passed quickly as many lay people cannot decipher the plans or com
prehend such vast sums of money. At the other extreme, lengthy debates 
ensue on the award of contracts for the supply of small items, such as 
dusters, as everyone is familiar with them. 

This may not represent a typical planning committee meeting. However, 
it is an extremely useful indication of the importance of considering the 
behavioural aspects of buying and purchasing. 

fashion and desirability, and confidence in doing business with others. 
There are also more general situational factors such as peer group pressure, 
value judgement, media pressure and business activity. And marketing 
is directed in large part to the formulation of positive and acceptable 
impressions. 

Comfort and liking 

The initial basis for confidence between customer and client is based on 
a positive initial meeting point. Comfort and liking occur when elements 
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and features accord and harmonise with each other. Instant rapport is 
achieved when initial perceptions coincide, meet expectations and lead 
to an initially productive relationship. This is developed as people be
come more familiar with, and knowledgeable about, each other and about 
situations and circumstances. 

The greater the continuing coincidence, the greater the harmony and 
accord, and the more flexible the boundaries of this become. 

Discomfort and dislike occur when the elements are in discord. This is 
usually founded in strong and/or contradictory initial and continuing 
impressions. For example, a high-quality and beautifully presented con
tractor specification may arrive on the client's desk; a meeting is ar
ranged with a contractor's representative; and the contractor's representative 
turns out only to have a very general knowledge of the broader situation 
and no understanding of the client's needs. Or it may be as simple as 
the fact that the contractor's and client's representatives can simply find 
no personal positive meeting point. To the unwary, this simply becomes 
the instant basis for a non-productive relationship. In practice, this may 
turn out to be the case; however, the initial limitations do first have to 
be accommodated (see Summary Box 2.3). 

Inference 

People infer or make assumptions about others and about things, situa
tions and circumstances based on the information available and their 
interpretation and analysis of it. 

For example, it is not possible to define attitude from behaviour or 
performance from attitude; it is only possible to infer this. This means 
that while it is possible to predict to a certain extent, there are too 
many uncertainties and the full range of actual results remains possible 
and available until the situation is developed further. For example, a 
contractor's representative may have an excellent personal and profes
sional relationship with his/her opposite number at the client organisation; 
to the unwary the inference is that this will 'inevitably' or 'certainly' 
lead to good volumes of work. Great disappointment is experienced 
therefore whenever this does not happen. Clearly, therefore, the rela
tionship has to be seen in broader terms - part of the composition of a 
'strong and positive personal and professional relationship' must include 
the delivery of results as well as the comfort of the interaction. 

Extreme forms of inference are jumping to conclusions and gut reac
tions - in which quantum leaps are made about the outcome of some
thing from a limited range of information available. In each case, individuals 
select those elements before them with which they are familiar, and place 
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SUMMARY BOX 2.3 Perceptual Errors and Limitations 

The sources of error and limitation are as follows: 

• not collecting enough information; 
• assuming that enough information has been collected; 
• not collecting the right information; collecting the wrong information; 
• assuming that the right information has been collected; 
• seeing what we want and expect to see; fitting reality to our view of 

the world; 
• looking for in others what we value for and in ourselves; 
• assuming that the past was always good when making judgments for 

the future; 
• failing to acknowledge other points of view; 
• failure to consider situations and people from the widest possible point 

of view; 
• unrealistic expectations, levels of comfort and satisfaction; 
• confusing the unusual and unexpected with the impossible. 

The remedies are: 

• understanding the limitations of personal knowledge and perception; 
that this is imperfect and that there are gaps; 

• deciding in advance what knowledge is required of people and situa
tions, and to set out to collect it from this standpoint; 

• structure activities where the gathering of information is important -
this should apply to all marketing research, questioning, product de
velopment, project prequalification activities, sales pitches and sales 
staff; 

• avoid instant judgments about people and organisations however strong 
and positive or weak and negative the first impression may be; 

• building expectations on knowledge and understanding rather than 
instant impressions; 

• ensure exchanges and availability of good quality information; 
• ensure open relationships that encourage discussion and debate and 

generate high levels of understanding and knowledge exchange; 
• train and develop self-awareness and understanding among all staff, 

especially marketing staff; 
• recognise and understand the nature of prevailing attitudes, values, 

beliefs and prejudices; 
• recognise and understand other strong prevailing influences - especially 

language, nationalist, culture and experience. 

their own interpretation of the likely or 'logical' outcome based on their 
knowledge and understanding of what happened before when the ele
ments were present. The range of misunderstandings possible is virtually 
limitless. There may be three elements out of six present with which the 
individual is familiar; or this may be three out of ten; three out of forty; 
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or three out of a hundred. In each case, it is the familiar three that form 
the basis of judgment. 

Halo effect 

This is the process by which a person is ascribed a great range of capabilities 
and expertise as the result of one initial impression of an overwhelming 
characteristic. The person who has a firm handshake is deemed to be 
decisive. A person with a public school education is deemed to be offi
cer material. The person who can play golf is deemed to be an expert in 
business. 

The converse of this is the 'horns effect' (the halo apparently comes 
from heaven; the horns therefore clearly originate elsewhere). This occurs 
when a negative connotation is put on someone or something as the 
result of one (supposedly) negative characteristic. Thus the person with 
the soft handshake and lisp is deemed to be soft and indecisive. Anyone 
who wears fashions from a past era is deemed to be eccentric or old 
fashioned. 

Stereotyping, pigeonholing and compartmentalisation 

It is a short step from the halo effect to develop a process of stereotyp
ing, pigeonholing and compartmentalisation. This occurs at places of work 
whereby, because of a past range of activities, somebody is deemed to 
be 'that kind of a person' for the future. This may both enhance and 
limit careers, activities and organisation progress dependent on the nature 
of the compartmentalisation. In any case, it gives specific and limited 
direction. The contracting company that has worked for a long time with 
public service organisations is likely to get pigeonholed by its sector as 'a 
public service contractor'; if it wishes to work elsewhere, it has to get 
over this broader perception as well as convincing future clients of the 
extent of its capabilities. 

Self-fulfilling prophecy 

Self-fulfilling prophecy occurs when a judgment is made about someone 
or something. The person making the judgment then singles out further 
characteristics or attributes to support this view and edits out those that 
do not fit in. 
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Perception mythology 

This occurs where myths are created by people as part of their own 
processes of limiting and understanding particular situations. A form of 
rationale emerges which is usually spurious. Thus for example, people 
will say such things as: 

• 'I can tell as soon as someone walks in the door whether he can do 
this job'; or 

• I always ask this question of potential contractors and it never fails'; 
or 

• 'I never trust people in white shoes/white socks/with moustaches/ 
with tinted glasses'; 

in order to give themselves some chance of understanding and therefore 
mapping the person who stands before them. 

People also use phrases such as 'in my opinion' and 'in my experi
ence' for the same general reasons and also in support of general views 
of the world's stereotypes and business developments. 

People also relate the present situation to something that happened in 
the past or elsewhere. The line of argument is 'X did this and it worked 
so we should do it and it will work for us'; or 'it happened liked this in 
1929 and so this is the way to do it in 1998'; or, more insidiously, 'we 
had to do things like this in my day and it never did us any harm and so 
this is how it has got to be done now'. 

It is a short step from this to comparisons, again often of dubious 
value. Industries publish league tables of company performance by busi
ness volume, business value, wage and salary levels, numbers employed, 
variety of locations and so on. These are then used to justify and explain 
a range of other issues of varying degrees of relevance and substance. 
Companies, for example, say 'we are 6th in the league' or 'we are no 
worse than anyone else in the sector' or 'we are doing alright given the 
state of the industry at large' - without attaching any rationale to any of 
the points made; and without any reference to the fact that the com
pany must stand on its own in the end. Different parts of the construc
tion industry publish these league tables without any real explanation or 
understanding of what they mean; for example, a civil engineering com
pany that comes top of the sector for having work worth £10 million in 
a given month/quarter normally gives no indication as to whether this 
£10 million is for one contract or whether it is ten contracts at £1 mil
lion or a hundred contracts at £100,000. 
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Mapping and constructs 

People, situations, activities, images and impressions are being fitted into 
the perceived map of the world in ways which can be understood, man
aged and accommodated. Any information gathered is broken down into 
'constructs' - characteristics that are categorised as follows: 

• Physical: by which we assume or infer the qualities of the person 
from their appearance, racial group, beauty, style, dress and other 
visual images. 

• Behavioural: in which we place people according to the way they 
act and behave or the ways in which we think they will act and behave. 

• Role: whereby we make assumptions about people because of the 
variety of roles that they assume; the different situations in which 
they assume these roles; their dominant role or roles; and the trap
pings that go with them. 

• Psychological: whereby certain occupations, appearances, manifesta
tions, presentations and images are assumed to be of a higher order of 
things than others. This reflects the morality, values and ethics of the 
society of the day, as well as the environment and organisation in question. 

This part of perception aims to build up a picture of the world with 
which the individual can then be comfortable. Comfort is achieved when 
people and situations are perceived to have complementary characteris
tics or constructs. This comfort occurs when characteristics and constructs 
are contradictory. For example, there is no difficulty placing an indi
vidual who is kind and gentle on the perceptual map; there is difficulty 
however, in being comfortable with an individual who is both kind and 
violent (see Summary Box 2.4). 

First impressions 

First impressions count - this is received wisdom throughout the world. 
It applies everywhere. Yet first impressions are plainly misleading: prima 
facie we must know less about someone after 30 seconds than after 30 
minutes or 30 years. Yet, overwhelmingly, the converse is highly influen
tial and this should be understood. 

The first impression gives a frame of reference to the receiver. The 
appearance, manner, handshake and initial transaction are the writing 
on a blank sheet. Before there was nothing; now there is something on 
which to place, measure and assess the other. The impact is therefore 
very strong. It is essential to recognise this. The consequence of not 
doing so is that a one-dimensional view of the individual or organisa
tion is formed. Everything that is contrary to that dimension, or that 
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SUMMARY BOX 2.4 Perception: Other Factors 

The other elements of which those involved in marketing should be aware 
are as follows: 

• Closure: which occurs where an individual sees part of a picture and 
then completes the rest of it in the mind; or hears part of a statement 
or conversation and then mentally finishes it off. 

• Proximity: based on the desire to understand and be comfortable 
with that which is close at hand to be at ease in the immediate en
vironment. Matters that cause discomfort therefore assume importance 
out of proportion to their actual effect. 

• Intensity: the effects of extremes of heat, cold, light, darkness, noise, 
silence, colour, taste, touch, smell, comfort and discomfort. 

• Attribution: the explanation put by individuals on behaviour or ac
tivities; especially when trying to explain a quirk or inconsistency. 

• Confidence: people who have complete confidence in each other 
speak in direct language; people who do not must couch what they 
say in safe phrases to avoid giving offence. 

• The messenger: messages from one quarter may be unacceptable; 
the same message delivered by someone else may be eagerly accepted. 

• language: people perceive situations partially according to the lan
guage used; and according to the language used, the same situation 
may be seen as an opportunity, challenge or chance for progress, or 
as a threat, risk or uncertainty. Moreover, the more direct, clear and 
unambiguous the language used, the greater the general and positive 
response generated. 

• Repetition: the repetition of message gives currency, familiarity and 
validity; repetition must therefore be consistent. 

• Authority, responsibility and position: influencing the propensity of 
the receiver to accept or reject a particular message. A person who 
understands well the strength or weakness of his/her own position is always 
likely to be a more effective communicator than one who does not. 

• Visibility: a prerequisite to effective communication. Visibility greatly 
helps in the generation of confidence, familiarity and interaction. Lack 
of visibility is both a perceptual barrier in itself and also compounds 
any others that may be present. Misunderstandings occur least often 
and are most quickly and easily sorted out at face-to-face level. 

indicates complexities, other dimensions and qualities is edited out (see 
Table 2.1). 

This table is a useful (but by no means perfect or complete) means of 
compartmentalising the cues and signals that are present when coming 
into any situation or into contact with someone or an organisation for 
the first time. There are certain to be contradictions. It is essential to 
recognise and understand this in order, in turn, to understand the impact 
and influence of first impressions. 
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Table 2.1 First impressions. 

People 

Appearance, dress, hair, handshake 
Voice, eye contact 

Scent, smell 
Disposition - positive, negative, 

smiling, frowning 
Establishing common interest! 

failure to do so 
Courtesy, manner 

Age 

Objects 

Design 
Colour, colours 

Weight 
Size 

Shape 
Materials 

Purpose, usage 
Price, value, cost 

Defence mechanisms 

Service 

Friendliness/lack of 
Effectiveness 

Speed 
Quality 

Confidence 
Value 

Respect 
Ambience 

Appearance 

Organisations 

Ambience 
Welcome 

Appearance 
Image and impression 

Technology 
Care 

Respect for others 
Confidence 

Trust 

People build defences (blocks or refusal to recognise) against people or 
situations that for some reason are unacceptable, unrecognisable, threat
ening or incapable of assimilation. Perceptual defence normally takes 
one or more of the following forms: 

• Denial: refusal to recognise the evidence of the senses. 
• Modification and distortion: accommodating disparate elements in 

ways that reinforce the comfort of the individual. 
• Recognition but refusal to change: where people are not prepared 

to have their view of the world disrupted by a single factor or example. 
This is often apparent when people define 'the exception to the 
rule', 

• Outlets: where the individual seeks an outlet, especially for frustra
tion or anger away from its cause - for example, brow-beating a 
subordinate or blaming a junior offers a sense of relief to someone 
who has failed to get a contract or who has previously been brow
beaten themselves by a superior. 

• Recognition thresholds: the higher the contentiousness or emotional 
content of information, the higher the threshold for recognition (that 
is, the less likely it is to be readily perceived). 



40 Construction Marketing 

• Adaptation: our view of the world is influenced directly by the cir
cumstances and surroundings in which we find ourselves; and this 
relates to priority levels - what is important now; and this changes 
as situations change and progress is made. This is often apparent 
where, for example, an organisation fails to win a piece of work -
the organisation refuses to see why it has failed and how it can 
adapt itself for the future. 

ATTITUDES 

Attitudes are the mental, professional, moral and ethical dispositions adopted 
by people to others and the situations and environments in which they 
find themselves. They can be broken down as follows: 

• Emotional: feelings of positiveness, negativeness, neutrality or indif
ference; anger, love, hatred, desire, rejection, envy and jealousy; sat
isfaction and dissatisfaction. Emotional aspects are present in all work 
as part of the content, working relationships, reactions to the en
vironment and the demands placed on particular occupations. 

• Informational: the nature and quality of the information present and 
the importance that is given to it. 

• Behavioural: the tendency to act in particular ways in given situations. 
This leads to the formation of attitudes where the behaviour required 
can be demonstrated as important or valuable; and to negative atti
tudes where the behaviour required is seen as futile or unimportant. 

• Past experience: memories of what happened in the past affect cur
rent and future feelings. 

• Specific influences: especially those of peer groups, professional groups, 
work groups and key individuals such as managers, supervisors, con
tractor representatives. These also include family and social groups 
and in some cases religious and political influences. 

• Defence: once formed, attitudes and values are internalised and be
come a part of the individual. Any challenge to them is invariably 
viewed as a more general threat to the comfort of the individual. 

VALUES 

Values are the absolute standards by which people order their lives. Every
one needs to be aware of their own personal and professional values so 
that they may deal pragmatically with any situation. This may extend to 
marked differences between individuals or between an individual and 
demands of the organisation or between the representatives of contrac-
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tors and clients. Conflicts of value often arise at places of work; anything 
to which people are required to ascribe must recognise this, and if it is 
to be effective, must be capable of harmonisation with the values of the 
individual. These values may be summarised as follows: 

• Theoretical: where everything is ordered, factual and in place. 
• Economic: making the best practical use of resources; results orien

tation; the cornerstone of people's standards and costs of living. 
• Aesthetic: the process of seeing and perceiving beauty; relating that 

which is positive and desirable or negative and undesirable. 
• Social: the sharing of emotions with other people. 
• Integrity: matters of loyalty, honesty, openness, trust, honour and 

decency; concern for the truth. 
• Political: the ways and choices concerning the ordering of society 

and its subsections and strata; the ways and choices concerning the 
ordering of organisations. 

• Religious and ethical: the dignity of human kind; the inherent worth 
of people; the absolute standards of human conduct. 

• Professional: carrying out professional and organisational activities; 
accepting recognised and agreed obligations; conducting activities in 
ways with which the individual is comfortable; working within stan
dards, codes of practice and legal constraints. 

• Shared values: the ability to harmonise different values - contractor
client; contractor-client representatives; client-consultant; contractor
consultant; contractor-client-consumer-user; work commissioners; 
industrial and sectoral standard setters; pressure groups and vested 
interests; rules and regulations; absolute standards of conduct. 

Training in the understanding of perceptions, attitudes and values is a 
key feature of the best marketing development programmes. It is the key 
to building positive and effective working relationships and developing 
opportunities for profitable activity. Especially at the civil engineering and 
contracting end of the industry, the formation of long-term, enduring 
and consistent attitudes and perceptions is certain to help to give a sus
tainable competitive advantage in contractor-client relationships. 

The point that is being addressed here is the difference between: 

• 'Would you like to use us?' and 
• 'Will you use us (and if so, when, what for and how often)?' 

'Would you?' is a general comfortable question. It binds nobody to 
anything. The answer, all things being equal, is therefore invariably 'yes' 
- and if this is confused with 'will you?' gives a dangerous over-estima
tion of the prospect of work. This is known as 'the generally favourable 
response' and is not to be confused with 'will you?' to which the answer 
is either yes, no or maybe. The result of getting to this point is that 
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people have a much clearer indication of where they stand at an early 
stage in the potential relationship and can therefore structure and sched
ule things accordingly. 

Marketing effort is required that has the purpose of getting potential 
clients from 'would you?' to 'will you?' - thus turning them into actual 
clients. Much of this is based on developing the perceptions, attitudes 
and values, and recognising and understanding the constraints indicated 
earlier. 

This is true at all levels across the industry and in all its activities. A 
domestic based multinational corporation may tender for major projects 
on the grounds that it can do them and that it is well known in general 
to the potential client - and yet fail to get them, or may be even losing 
out to foreign competition. A local or regional builder may have an ex
cellent image and reputation in its own area, and yet again not gain all 
the contracts expected. A sole trader jobbing builder may be known, 
liked and respected for the quality of his/her work, and yet still lose out 
to others less well regarded. In each of these cases, the brief description 
given can be summarised as a generally favourable response rather than 
as a fundamental cornerstone for a profitable working relationship. 

The converse is also true. The answer to 'would you?' may be 'no' -
and yet the answer to 'will you?' when it is finally asked in this way may 
nevertheless be 'yes'. This may be brought about by a lack of choice at 
the precise point when the work needs doing or by the fact that the 
contractor in question can start and finish the work more quickly than 
others or because it offers the lowest price and the client has to take the 
lowest price (as, for example, in public service contracting). The oppor
tunity therefore arises to do the work and from that, to build a direct, 
specifically favourable, response and to change attitudes as well as, and 
alongside, generating repeat work. For a view of this converse, see Sum
mary Box 2.5. 

Understanding customers, consumers and clients therefore means un
derstanding human and professional behaviour, and the constraints placed 
upon it. The chief concern is recognising what is important and essential 
to clients and client's representatives in particular situations, and pre
senting the capabilities of the contracting or potential contracting organisation 
in ways that meet this to best advantage. Clearly, therefore, the rational 
approach is not enough - it is no use having the best products, technol
ogy or expertise if these cannot be presented in ways that meet cus
tomer and client needs. And it is also not enough simply to say 'we can 
and will meet your needs'! Time, trouble, energy and resources have to 
be invested, in finding out what those needs genuinely are, learning and 
understanding the particular situation and, from this, generating effective 
marketing activity and forms of presentation that meet the human and 
professional aspects. 
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SUMMARY BOX 2.5 Attitudes: Japanisation 

japanese industry has had a major influence on all aspects of consumer 
society and Western civilisation over the past thirty years and this is set to 
continue. japanese tourists account for a significant percentage of the glo
bal travel and tourist trade. japanese manufacturing has transformed the 
standards, quality and performance of cars, shipping and domestic electri
cal goods and made these goods more widely accessible and available 
than ever before. japanese construction and civil engineering practice has 
transformed the ways in which contracts are carried out in the Far East 
and United States and is increasing its influence in Europe and the UK. 

Prevailing attitudes and prejudices towards japan and its industry re
main mixed. Globally, there is concern about the economic conquest and 
dominance achieved in these fields, and the consequent dependence of 
consumers on japanese organisations. Organisations from elsewhere have 
had to adapt or die - and in many cases it has been the latter. And 
individuals from many parts of the world who have fought in wars against 
the japanese, often suffering greatly as a consequence, nevertheless buy 
and use the japanese products in preference to those made elsewhere. 

In the UK, the domestic construction industry has planned, designed, 
built, fitted out and maintained the facilities for incoming japanese banks, 
factories, schools, social and leisure facilities. And again, this is not be
cause of a generally favourable attitude. It has rather been driven by the 
hard side - that the japanese companies were willing to do rather than 
discuss; that they were willing to invest and commission work; that, pro
vided the quality was right, they were willing to pay well; and that, pro
vided the finished facility was delivered to time, quality and cost specifications, 
they were willing to provide repeat business. 



3 Strategy 

Like all business activities, marketing needs a strategic approach - a clear, 
long-term and sustainable direction as the basis for activities. This relates 
directly to organisations' overall chosen strategies and directions because 
marketing is the prime activity that is to translate what is envisaged into 
effective and profitable action. The only remote exception to this is where 
a company has a long list of work extending into the far distant future -
and even then, clients may and do go elsewhere if new players come 
into the sector with their own version of capabilities and expertise that 
gives them a sustainable advantage. 

Lack of marketing is normally a sign of complacency or uncertainty, 
and this is often borne of having had a long and assured series of con
tracts from similar or familiar sources on which considerable levels of 
prosperity have been founded. In general, there is now no such thing as 
a protected sector or assured source of work. Clients have choice. Mar
keting is therefore essential and for best effect this is designed to have a 
direct and positive purpose - of strategy or direction. 

The purpose of this chapter is to go through the different stages by 
which successful and effective marketing strategies are established. This 
means: 

• Analysing the environment, searching for opportunities, niches and 
segments capable of exploitation. 

• Analysing the markets and segments that are to be concentrated on; 
analysing the actual and potential customer bases and establishing 
their needs, wants and expectations. 

• Identifying and establishing a clear strategic standpoint or position. 
• Developing this into profitable, effective and successful activities. 
• Developing a long-term future. 

ANALYSING THE ENVIRONMENT 

The purpose of analysing the environment is to match external condi
tions and trends with organisational capacities, capability and willing
ness to operate in the chosen area. The basis for doing this is given in 
Figure 3.1. 

This approach is then further developed as shown in Figure 3.2 and 
Table 3.1. 
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EXTERNAL CONDITIONS AND TRENDS 

Reputation 
Technological 
Legal 
Economic 
Technical 
Political 
Social 
Environmental 
Local and regional 
National 
International 
Global 

OPPORTUNITIES, 
THREATS AND RISKS 

• Identification 

Strategy 45 

INTERNAL CONDITIONS 

Reputation 
Image 
History 
Traditions 
Skills and 

capabilities 
Functional and 

operational 
capacities 

Organisational 
style 

Structure 

CORPORATE RESOURCES 

• Enabling or constraining 
opportunities 

• Assessment 
• Evaluation 

• Identification of corporate 
strengths and weaknesses 

_ _ _ _ _ _ _ _ • Assessment of corporate 
potential 

External and 
Market Review 
Process 

Internal Capacity 
Review Process 

Figure 3.1 Matching opportunities with capability. 

Table 3.1 Indicators of organisation strength and business potential. 

Indicators of organisation 
strength 

Market share 
Marketing activities 
Customer service 
Confidence and image 
Nature of operations 
Financial structure and strength 
Product range and potential 
Product strengths, quality and reliability 
Managerial quality and expertise 
Technological quality and expertise 
Staff quality and expertise 
Managerial and staff willingness 

Indicators of business 
potential 

Market size 
Market state: growth, maturity, decline 
Market potential 
Cyclical and seasonal factors 
Market structure 
Nature of competition 
Nature of profitability 
Entry and exit barriers 
Legal factors 
Social and cultural factors 
Ethical factors 
Specific drives and constraints 
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ASSESSMENT 

DIRECTION 

CHOICE 

APPRAISAL 

IMPLEMENTATION 

Figure 3.2 Indicators of organisation strength and business potential. 
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The outcome of this should be a thorough general understanding of 
the markets, segments and niches in which activities are being considered. 
To be successful, considerable resource investment is necessary - at this 
stage, organisations need to have a clear picture of likely or potential chances 
of success or failure and the main factors that have to be considered. 

Once the decision has been taken to pursue matters further, much 
more detailed analysis of the environment is required. A detailed exami
nation is conducted in much more depth of the given areas of activity. A 
familiar approach to this is the use of Porter's 'five forces' model, as 
shown in Figure 3.3. 

The outcome is a detailed understanding of the ways in which the particular 
sector behaves and operates. It makes distinct reference to five specific areas: 

• Rivalry: the current nature of competition between those conduct
ing their business and competing at present. 

• Threat of entry: the potential effects of new players into the sector 
on existing activities; the extent and prevalence of potential entrants. 

• Substitutes: choices and alternatives that the client base could make 
away from the current range of activities; alternative routes to the 
same destination; extending the range of choice available to clients. 

• Backwards integration: in which the potential for existing players to 
strengthen their position by buying up sources of supply and compo
nents is examined. 



Bargaining 
power of 
suppliers 

I SUPPLIERS I -. 

Threat of new 
entrants 

INDUSTRY 
COMPETITORS 

Bargaining 
power of 
buyers 
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o +- BUYERS 

Rivalry among 
existing firms 

t Threat of substitute 
products or services 

I SUBSTITUTES I 
Figure 3.3 Michael E. Porter: 'Five forces' model of competitive and 
marketing strategy. 

• Forwards integration: in which the ability of existing players to domi
nate the means of distribution is considered. 

This information can then be used to pinpoint specific issues. 

Entry barriers 

The main barriers to entry are: 

• The existing strength of current operators and the propensity of the 
client base to continue to use them. 

• The availability of the necessary technology and the expertise to use it. 
• The extent and nature of capital investment required to gain a foot

hold and a competitive position. 
• Any other cost barriers that may be incurred - especially 'switching 

costs' which are incurred when an organisation decides to move from 
one sphere of operations to another. 

• Familiarity and behavioural barriers - which refer to the willingness 
of the sector to take on or consider new operators in preference to 
those already present; and which refer also to the willingness of the 
organisation, its staff and other stakeholders to consider itself a seri
ous player in a new sector. 
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• Legislation - the extent to which the sector is protected by specific 
legal boundaries and any specific steps necessary to work within these. 

• The ability to differentiate, in order to be able to offer a real or 
perceived distinctive advantage to the client base in preference to 
existing players. 

Exit barriers 

For the new or potential entrant, the costs and consequences of failure 
have to be assessed in advance (see Summary Box 3.1). The main exit 
barriers are: 

• Costs and charges that will, or may, have to be borne if the activities 
do not match up to their perceived or forecast potential. 

• Confidence - especially the adverse affects in confidence on staff 
and clients if withdrawal does become necessary. 

• Reputation - again whether this would be adversely affected as the 
result of having to withdraw. 

• Destabilisation - whether the withdrawal from one sector is likely to 
lead to destabilisation, either within that sector or within the organisation 
itself. 

• Wastage and losses that have to be borne as the result of hiring 
technology and expertise that subsequently are no longer needed. 

• Excess and spare capacity that may have to be sustained in the short 
and medium-term, at least if withdrawal leaves a part of the organ
isation under-employed. 
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SUMMARY BOX 3.1 Risk Analysis 

The information gained from using the 'five forces' approach may also be 
used to study and evaluate risk. The purpose of risk analysis is to measure 
and evaluate the possible range of outcomes that may be expected to be 
achieved - and therefore the extent of risk incurred in going into a particular 
sector or range of activity. This is distinct from uncertainty - which is the 
outcome of unplanned and unstructured activities. 

The components of risk analysis are as follows: 

• market and sectoral trends - whether they are growing or declining; 
static, stable or stagnant; 

• assessment of substitutes and alternatives and factors that may lead 
the client base to consider these; 

• social, political, legal, economic, ethical and environmental considerations; 
• operational aspects, including levels of resources, staffing, skills and 

capabilities; and projections of these for the future; 
• organisation constitution, style and attitudes; 
• critical success requirements - both in hard terms of profit turnover, 

sales and activity volumes; and also the soft elements of reputation, 
ethics and standing; 

• full consideration of the best, medium and worst possible outcomes 
of the proposed range of activities; 

• factors outside the control of the organisation and its managers; 
• crises and early warning systems; and processes for crisis and early 

warning management; 
• the ability to support these with quantitative, statistical, financial and 

mathematical approaches; 
• the view of influential stakeholders, pressure groups and lobbies; the 

organisation's political systems and the extent to which they are able 
to accommodate or block the proposed range of activities; 

• decision-making processes, chains of command and channels of 
communication; 

• the prevailing culture values, ethics, attitudes and beliefs of the 
organisation. 

The purpose is to arrive at an assessment of risk; the ability to conduct 
risk-free activities is not possible. It is the basis for informing strategic and 
managerial judgment. It needs to be applied to all aspects of activities: 
the organisation and its capabilities, the markets served and their properties, 
potential markets, the wider environment and the community at large. 

Rivalry 

This refers to the real nature of competitive activity currently being con
ducted in the sector. It means considering the marketing processes and 



50 Construction Marketing 

activities currently present and the extent to which these are familiar 
and acceptable to the client base. It is also necessary to consider the 
industry structure, e.g. whether the sector is dominated by one or two 
key players, the size of market share commanded by the main or major 
players, and whether it is necessary to take business from existing play
ers in order to be successful, or whether the market can be expanded 
by new entrants. It is also necessary to consider the nature and strength 
of marketing activities and the extent to which these can be varied (a) to 
suit the client base, and (b) because of the potential entrant's current 
marketing position and activities. 

Substitution 

This means assessing the sector in terms of the alternative uses that it 
could or might make of its resources. This involves considering the rela
tive price of substitutes, their relative availability and what may trigger 
the client base to use them. It also means consideration of new ways of 
carrying out existing activities and using new materials to produce exist
ing equivalent products. 

Command of resources 

This refers to the relative ability to gain access to the technology, sup
plies, components and primary resources necessary to operate effectively 
in the sector. In some activities, this is no problem - primary resources 
and generic technology are readily available. In others, it is necessary to 
have specific direct access to these resources - and the problem may be 
compounded by the fact that existing players have already secured pref
erential agreements with the suppliers or indeed, bought up the sources 
of supply themselves. 

Distribution 

This refers to the ability to get the product or service to market, either 
directly or through the use of intermediaries. Again, it becomes a prob
lem when the means of distribution are not easily available to the po
tential entrant. It may also be a problem when it is necessary to use 
agencies that have continuing obligations to existing players; or when 
the means of distribution and outlet have been bought up or dominated 
by existing players. 
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Figure 3.4 The components of a competitor analysis. 
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From this a much more detailed assessment of the other players in the 
field can be undertaken. This includes evaluating the initiatives that they 
take to promote their own marketing advantage and also to measure the 
likely responses to initiatives on the part of others in the sector and of 
those seeking to come in. The components of a competitor analysis are 
shown in Figure 3.4_ 

The outcome of this is a detailed discussion and analysis of the main 
competitors, at least in the field_ Consideration is given to: strategy of 
the competitor; its driving and restraining forces; its current operations 
and capacities; its current marketing operations and activities; and its 
confidence and reputation. This is considered in relation to any general 
assumptions held about the competitor and about the industry itself. Detailed 
profiles of each competitor can then be drawn up. The outcome is fur
ther development of the strengths and opportunities present in the field 
and the ability to draw any lessons that are there to be learned from 
existing players in the sector. 

This range of activities (or the equivalent) is essential as a prerequisite 
to establishing a competitive position. From this range of activities an 
indication of market strength and organisational capability is gained, and 
these can then be matched together. The next part of the process is to 
develop this into the establishment of a basis on which to compete. 

ESTABLISHING A COMPETITIVE POSITION 

Competition is the process of striving against others to win or achieve 
something. Competition always exists where there is choice. Choices are 
taken in varied and sophisticated ways according to means, circumstances 
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and preference quite apart from any inherent or supposed nature and 
strength of the choices offered. The capability to compete is essential for 
the business of gaining customers and potential customers. 

Competition has also to be seen as competing for scarce, limited and 
finite resources. It is affected by levels of disposable income and the extent 
to which the offerings are essential, desirable, non-essential, luxury, general, 
peripheral and marginal. It is a variable, extendable and continuous process, 
and subject both to universal outside pressures and also to local, re
gional and sectoral variations in the nature and levels of those pressures. 

Profit 

Profit is the consequence of conducting effective business. From the 
contractor or supplier's point of view, this means establishing volumes as 
well as quality of activities. From the client's point of view, this means 
using the different aspects of the industry so that a real or perceived 
profitable outcome is achieved. From the consultant's point of view, it 
means generating a sufficient volume of clients on the basis of the qual
ity and integrity of the expertise offered, together with the ability to 
present this as a unique benefit to each individual client. 

Profit therefore refers to the value and frequency of offerings sold. It is 
a function of income levels over periods of time. It is a function of the 
complexity, nature and sophistication of the products or offerings portfo
lio. It is measured in terms of rates of return achieved - across the sec
tor; in absolute terms; by product; by product mix; in percentage terms; 
and in terms of sectoral norms and expectations; and in terms of timescale. 

In terms of consultants and other experts and professional services, 
profit is the by-product of the capability to present the expertise and 
specialism in ways acceptable to and needed by the clients. It has refer
ence to the nature and frequency with which the client base is serviced; 
the ability to command different levels of fees; and the wider perception 
of value with which such advice and expertise is held. 

The competitive environment 

The competitive environment is that in which competition takes place. It 
is affected by: 

• The degree of captivity or the extent to which the market is captive 
because consumers have to buy from particular suppliers; or the extent 
to which it is fluid (whereby anyone can supply the market, and any 
consumer or client can go to anyone for supplies). 
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• Whether the market is expanding, static, stagnant or declining, and 
each of these elements may be measured in terms of sales in finan
cial or volume terms. They may also be measured in terms of the 
numbers of customers and clients, and in terms of behavioural as
pects such as reputation, perceptions of quality, general confidence 
and the perceived benefits. There may also be dysfunction between 
the requirements of clients and the nature of the sector - for exam
ple, in much of the Western world there is great demand for civil 
engineering products and infrastructure developments while, at the 
same time, many governments are cutting back on their commis
sioning of this work. 

• Activity volumes, which include the levels of income necessary to 
sustain profitable business; the levels of income necessary to support 
this; the levels of income necessary to maintain the confidence of 
backers and stakeholders; and the levels of income necessary to sus
tain investment for the future. 

It is also necessary to consider the size of the client groups requiring 
the products or activities; the priority of the work in question relative to 
other demands; the acceptability of the activities both for their duration 
and in the final use of the finished product or project; and the extent to 
which this may be varied or client behaviour changed. 

Assessment of the competitive environment is the prerequisite to the 
effective definition of more precise market segments in which activities 
are to be conducted; and from this, particular customer analysis may be 
carried out (see Figure 3.5). 
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SEGMENTATION 

A segment (also sometimes called a niche, though the two terms are not 
precisely interchangeable) is part of the business sphere, environment, 
community, field of activity or operations that is both large enough, ac
cessible and distinctive enough for an organisation to consider for the 
purpose of engaging in a range of profitable, successful and effective 
activities. The purpose of defining segments and niches is to understand 
the nature of that particular part of the market that is to be served and 
to understand the wants and needs of those within it so that the capa
bilities of the organisation can be presented in ways best suited to take 
advantage of these. 

Segmentation is based on the following elements. The boundaries be
tween each are not clear and sometimes more than one of these ele
ments may be used to define a segment. 

Social segmentation 

In the UK social segmentation is as follows: 

(a) aristocrats, upper middle class, higher managerial/directorial, admin
istrative and professional; 

(b) middle class, intermediate managerial and administrative, profes
sional, technical; anyone holding official or professional positions in 
organisations; 

(c1) lower management, clerical, white collar; 
(c2) skilled manual workers such as electricians, building craft opera

tives, engineers; anyone with a trade or technical or technological 
training; 

(d) semiskilled and unskilled manual workers; 
(e) those without work related incomes: the unemployed and those on 

benefits and pensions of one sort or another; casual workers; the 
underclass. 

This listing is based on the occupation of the head of the household 
(who was normally taken to be the male in the situation of a married 
couple or family). It is regarded as useful and convenient rather than an 
entirely valid basis for segmentation. It is not straightforward to assess 
segments on this basis alone (see Summary Box 3.2). 
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SUMMARY BOX 3.2 Social Segmentation applied to the 
Construction Industry 

An equivalent form of this may be considered as follows: 

(a) government and national public service infrastructure contracts; 
(b) design and build, high and medium quality commercial facilities; 
(cl) local government and health authority contracts; 
(c2) regional road repairs, town centre refurbishment, commercial and 

domestic renovation activities; 
(d) domestic refurbishment, e.g. double glazing, kitchens; 
(e) essential works, e.g. storm damage, repairs, other activities in response 

to crises. 

The purpose here is to relate the nature and volume of activities necessary 
in order to sustain long-term profitable activities. Towards the bottom end 
of the scale, it is likely to be necessary to be involved in more than one 
segment. Marketing has therefore to consider the differing needs and wants 
of those sectors rather than a simple presentation of general expertise. 
The converse of this is to be fully mobile - for example, in response to 
crises and damage if this is the only area of activities contemplated, the 
contractor has to be able to travel quickly to anywhere where such disasters 
do occur and very quickly to be able to make a distinctive and commercial 
presence felt. 

Clearly, these distinctions cannot be all embracing. Divisions soon become 
blurred. However, it is a useful general marker for those considering marketing 
activities. It also gives a general indication of the likely patterns of consumption. 

Demographic 

Simple demographic measures of the population are age; gender; loca
tion; and density and distribution of the population. It is possible to 
segment markets on this basis alone - for example, it may be possible to 
be a long-term supplier of building materials and double glazing on the 
basis of being in a densely populated medium to high income area. It is 
also possible to sustain and grow a long-term reputation as a public sec
tor contractor in a particular area because of the volumes of the popu
lation and on the basis that schools, hospitals, roads, factory and domestic 
infrastructure will therefore always be needed. 

It is also possible to assess and decide what other needs they have. 
This enables the decision to be taken to make other offerings to the 
given sector. For example, those who work mainly on public sector in
frastructure contracts may diversify into speculative house building or 
design and build activities for supermarket and industrial estate projects; 
or into public service construction consultancy; as this particular market 
changes (and above all, as it declines), 
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This may then be developed further. If the organisation succeeds to 
the extent at which it becomes a local brand - enjoying a high degree 
of local reputation - it may extend its range of services into domestic 
and commercial building products; design services (e.g. for domestic 
conservatories and extensions; public sector refurbishment) (see Sum
mary Box 3.3). 

SUMMARY BOX 3.3 Population Sectors and Segments: 
Summary and Elements 

Whichever view of segmentation is taken, sectors consist of a combination 
of the following elements: 

• social: groupings by income, age, gender, occupation and location; 
• generalised: for example, house buyers, motorists; 
• specialised: for example, executive home buyers, BMW users; 
• seasonal factors: influences on buyer behaviour (for example, local 

roadwork commissioning in January and February; infrastructure 
development following a general election); 

• characteristics and appearance: with reference especially to design, 
landscaping and planning; 

• fashionable, transient, faddish: likely to require that facilities can 
easily be refurbished and upgraded; 

• national,. international, cosmopolitan, global; 
• supply driven: for example, schools, public transport, hospitals, transport 

infrastructure; 
• demand driven: for example, shopping centres; 
• crisis driven: domestic and public building repairs; 
• technology driven: materials production and usage; design and planning; 
• means of purchase: purchase periods; credit arrangements; 
• means of payment: preferred/desired/available. 

These elements are common to all sectors and segments by whichever 
means they are defined at the outset. 

Economic segmentation 

This is the ability to group the population according to the amount of 
income of its members. This can then be developed so that patterns of 
spending can be assessed. The amounts of disposable income that client 
groups have are calculated, together with their propensity to spend; where 
they spend it, what they spend it on and when they spend it can then 
be measured. Major commitments that the client group has or is likely 
to have are assessed and deducted from the disposable income. Spend
ing patterns can then be prioritised. 
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It should also be noted that economic segmentation varies extensively 
as the result of outside changes. For example, rises in interest rates mean 
that those with mortgages to pay have greatly reduced disposable in
come and this in turn leads to loss of sales markets and, in many cases, 
livelihoods in other sectors, as well as leading to stagnation in the prop
erty market. Reductions in public expenditure mean that those organis
ations dependent on public service commissions have to seek client bases 
elsewhere. 

Buying patterns 

Buying patterns reflect the nature, intensity and frequency with which 
purchases are made by clients. Intensity of buying relates to the volume 
and quality purchased at anyone time. The frequency of buying is the 
number of times that this 'anyone time' occurs. 

The nature of buying refers to the fact that, for many activities in the 
construction industry, buyers have no particular expertise or detailed 
knowledge of what they are purchasing. House buyers want somewhere 
where they can live and enjoy a high general quality of life. Public works 
are commissioned by politicians, civil servants, local government officials 
and other public sector institutions to improve services and infrastructure. 

Quality 

This is the identification of the extent to which quality is a concern. In 
some sectors, this is a clear economic advantage for those able to satisfy 
high levels of demand for quality, which occur where customers are pre
pared to pay almost any price provided that the quality is supreme. 

Elsewhere - again, especially in public service contracting - the ability 
to pay high prices is not universal. In the UK, there has been an over
whelming drive for public service work to be conducted to price rather 
than quality advantage; and this still remains the case in many instances. 
There are however signs of change in this - especially under private 
finance initiative and other equivalent arrangements whereby the fin
ished facility is leased from the contractor by the particular public insti
tution in return for very specific quality standards. Many institutions of 
government are now publishing their own highly specialised quality guide
lines to which all potential contractors are expected to accede. 

Whatever the basis on which segmentation is carried out, the purpose 
is to arrive at a much more detailed understanding of the particular area 
in which activities are contemplated. Attention can then be concentrated 
on specific customers and clients. 
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CUSTOMER AND CLIENT ANALYSIS 

The basis of effective customer and client analysis is identifying the fol
lowing elements: 

• Characteristics: personal and professional characteristics, their general 
level of expectation; those features (in all commercial activities) that 
cause confidence in contracting and supplying organisations to rise 
and to fall. 

• Priorities: their real priorities; their own perceptions of their priori
ties; the things that cause these priorities to change. 

• Expectations: their expectations; their perceived expectations; the level 
and nature of activities necessary to meet and exceed those expectations. 

• Disposable income: for major contracts and public service activities 
the equivalent of this is assessing and determining the budget that is 
available for activities; this has then to be related to the factors within 
and outside the control of the client or customer; and related also 
to the propensity to spend - for example, politicians mindful of debates 
on tax levels may continually reorder their spending priorities so that 
particular contracts never actually come up for tender and fruition. 

• Answering the questions: 'why use you?' and 'why use your com
petitors?' This is a redefinition of the contracting organisation's own 
view of its competitive strengths. These must be checked with the 
customer and client groups. For example, there is no point in being 
the price leader in the sector if the client group wishes to enhance 
the quality or product extension, or high levels of service - for which 
they are prepared to pay precisely according to the nature and lev
els to which their own needs are satisfied. 

• Confidence and security: the customer and client perception that once 
work is commissioned it can safely be left in the contractor's hands. 

As the result of this range of activities, a complete understanding of 
the potential range of business activities, volumes of activities and in
come, and those elements that are going to cause clients and customers 
to choose you rather than someone else is now possible. Assuming that 
this assessment indicates that profitable and mutually successful activities 
can be generated, the next point is to translate this into a form of strategy 
that gives a sustainable competitive advantage (see Summary Box 3.4). 
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SUMMARY BOX 3.4 Competitive Advantage: Examples 

Jobbing builders in a small town 
There are three jobbing builders dominating the market in a small town: 

• one is the clear cost/price leader, but there is normally a 3 to 4 week 
delay before he can do the work; 

• one is the most expensive but has the reputation for top quality work 
and always clears up the mess he makes; 

• one advertises only in the local Church of England parish magazine 
and 'as he advertises through the Church, he must be good'. 

House builders in the same town 
The two major house builders in the locality are as follows: 

• one builds houses to a good standard of quality and also provides 
designed gardens, carpets, fitted furniture and kitchen, mortgage finance 
plan and guaranteed buy-back for the new occupier's previous house; 

• the other simply builds the house to the same quality as the first and 
also includes double glazing as standard; there are no other extras; 
on average, prices are 30% lower. 

Architects 
Of three architectural firms in a semirural area: 

• one has worked entirely on community activities and, in the past five 
years, has successfully designed out-of-town superstores on behalf of 
major national supermarket chains; local attitudes to these are negative 
though the stores themselves are very popular; 

• one has worked on designs for renovating two local town centres that 
have lost prosperity as the result of the opening of the superstores 
indicated above; attitudes to these new town centres are very positive, 
but people still use the superstores; 

• one works entirely for the local authority and health authority, designing 
new buildings and also producing plans for refurbishment of existing 
facilities; this practice enjoyed the complete support of the local political 
establishment for 35 years, though this is now uncertain because there 
has just been a change of political leadership and control in the area. 

In each case, the strengths and weaknesses, the specific and distinctive 
advantages are indicated or inferred. This is also not an end in itself and 
will remain constant only: 

• as long as customers and clients continue to be satisfied; 
• as long as the existing competitors make no incursion on to each 

other's patches; 
• as long as one or more do not go out of business; 
• as long as there is no incursion from outside the area by new players; 
• and as long as the clients continue - from choice or convenience -

to offer them work. 

Each therefore has distinctive areas of marketing activity on which to 
concentrate - and this concentration has the twin purpose of protecting 
the existing position and of looking for other opportunities. 
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Table 3.2 Establishing a marketing strategy. 

Issue 

Definition of the market 

Orientation to market 
environment 

Identification of 
market segments 

Identification of 
market niches 

Timescales 

Behavioural aspects 

Competitive advantage 

Product led 

Markets are arenas of 
competition where 
corporate resources 
can be profitably 
employed 

The strengths and 
weaknesses relative 
to competition 
Cost position 
Ability to transfer 
experience 
Market coverage 

looks for cost 
advantages 

Exploits new technologies, 
cost advantages and 
competitors' weaknesses 

Fixed, stable, enduring 

Reputation, image, 
confidence 

Expertise, quality 

ESTABLISHING A MARKETING STRATEGY 

Market led 

Markets are shifting 
patterns of customer 
requirements and needs 
which can be served 
in many ways 

Customer perceptions 
of competitive 
alternatives 
Match of product 
features and customer 
needs 
Positioning 

Emphasises similarity 
of buyer responses 
to market efforts 

Finds unsatisfied 
needs, unresolved 
problems, changes in 
customer requirements, 
changes in organisational 
capabilities and expertise 

Fluid, flexible 

Empathy, satisfaction 

Flexibility, responsiveness 

The next step is to establish the best standpoint from which the market 
is to be approached. In order to do this, a view of the market must be 
established and this is illustrated in Table 3.2. 

Marketing efforts can then be directed either at the excellence of the 
products and services on offer or at gaps in the market and the en
hanced satisfaction that is to accrue as the result of conducting business. 

Marketing strategies 

The distinctive strategic position can now be considered. The premise 
for this is that no organisation can serve an entire market, segment or 
sector for all time; that competition therefore exists; and that customers 
and clients have a choice - at the very least, the choice to refuse or 
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reject. Organisations have therefore to decide which parts of the market 
they are to serve, and to establish a distinctive basis as to how this can, 
most profitably, be achieved. 

Porter identifies three disti nctive positions: 

• Cost leadership: the gaining of advantage through being the most 
cost-effective operator in the sector. This enables, above all, the ability 
if necessary to compete on price that is available as the result. In 
general, this is likely to produce the capability to offer standard, 
adequate and medium quality products and services in markets where 
these are the key characteristics required. The extent of the firm's 
success is likely to depend on the levels and price that can be com
manded. Premium price levels clearly lead to the prospect of high 
margins and high levels of financial success and performance. 

• Focus or specialisation: the offering of distinctive and often narrow 
ranges of products in a particular niche, seeking to serve all of those 
clients or customers in the particular niche, and seeking as many 
possible outlets for the distinctive product and service. This requires 
a basic concentration of identifying, anticipating and meeting the 
needs of the sector and ensuring that this is accurately completed. 
Profitable focus relationships are then normally based on product 
quality and the certainty and continuity of the relationship. 

• Differentiation: in which the basis of business success is founded 
on the emphasis on marketing and advertising, and image-building 
activities, the purpose of which is to set the product apart from others 
in the sector and maintain the ability to sell at a premium price. The 
outcome is a uniqueness or identity for the products that are widely 
valued by buyers other than price advantage. In many cases, this 
involves the creation and maintenance of branding - the generation 
of a distinctive identity for a product, service or organisation name 
(this is discussed more fully in Chapter 5). Effective differentiation 
attracts the attention of potential customers and clients in response 
to their wants and needs - whether real, perceived or stated. If a 
customer needs quality then this becomes the selling point of the 
product. If the customer needs association with some preferred form 
of image - for example, identification with the company that de
signed the Lioyds Insurance building, Waterloo International railway 
station, etc. - then this becomes the point of view from which pres
entation is undertaken. If the customers need convenience, speed of 
delivery, ready access or easy payment terms, then in each case 
they will be satisfied only if these are produced as the key points of 
differentiation. This applies to some extent in building products and 
services, speculative house building, the financing of house purchases 
by building companies, and domestic and commercial refurbishment 
such as double glazing and facilities upgrading. 
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The hypothesis is that effective organisations and marketing strategies 
have to be clear about adopting one of these positions if they are to be 
truly effective. Only by doing this can further initiatives be successfully 
contemplated and undertaken. It is clear that each brings with it specific 
obligations. To be cost leader means continuous investment in state-of
the-art production technology, expertise and the ability to concentrate 
on those sectors where cost leadership can give maximum business ad
vantage. In order to differentiate, extensive investment has to be under
taken in advertising, sales calling, promotional planning, access and 
convenience. Focus brings with it the obligation to continue to seek new 
outlets for existing products; and constantly to upgrade the range of prod
ucts, services and expertise on which the focus strategy is based. 

SUMMARY BOX 3.5 Preferred and Priority Contractors 

Many client groups now have their own lists of preferred and priority 
contractors. These include public services, local and national government, 
theme and leisure parks, supermarket chains and other larger corporations 
and multinationals. The capability necessary to get on to these lists varies 
between sectors and organisations. From a strategy point of view, this 
may involve any of the three stated positions. To be a long-term public 
service contractor may require the ability to sustain long-term cost advantage 
in response to the ever-reducing prices and fees available in the sector. 
To be the preferred contractor for a supermarket chain or multinational 
organisation may mean the ability to present the perceived quality and 
advantage of doing business with the contractor as the client organisation 
continuously seeks quality improvements and enhancements. If an 
organisation gets a reputation for being only able to work in a very narrow 
field, such as the design of leisure and theme parks and golf courses, 
then it may have to extend its location of marketing activities extensively 
and become a focus operator in the field as other client bases perceive 
that it is no longer interested in other work. The key features within this 
context are: 

• Speed of response: the clients want the work doing at their convenience 
and this normally means as soon as they have cleared the planning 
and preconstruction hurdles. The small jobs - such as a double glazing 
contract for a housing estate - the dates have to be worked out 
sufficiently far in advance to be able to notify the residents, though 
once this is done the contractor must stick to these dates. 

• Quality of response: especially in the private and multinational sectors, 
clients expect the job to be 'right first time, every time'. Private sector 
clients also expect an assumption of responsibility for problems by 
the contractor and do not expect to get involved in lengthy wrangles 
that hold up the ability to commission and use the finished facility. 
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• Range of response: preferred contractors are normally expected to 
have capability (or instant access to capability) across the entire range 
of construction and building disciplines if this becomes necessary. For 
example, if a part of a facility needs redesigning, the preferred contractor 
will attend to this with a view to produce the new drawings for 
consultation and approval as part of the total agreement. Or if one 
source of raw materials dries up or a subcontractor fails, the preferred 
contractor is expected to have the capability to replace this without 
slippage in the job. 

• Costs and charges: preferred contractors are expected to be able to 
give a final price for the job before it commences. This overwhelmingly 
applies when producing facilities for the private sector; increasingly, 
it also applies to public service contracts. 

• Speed of access: preferred contractors are expected to be accessible 
to the clients at all times and this includes project planning, design, 
building, fitting out, after-care and maintenance. In turn, this means 
having a substantial knowledgeable and authoritative public relations 
and client liaison service. 

In summary, it is essential, whichever strategic position is adopted, to 
be able to provide a full range of work and expertise to the required 
quality; and to generate a given quality of continued working relationship. 
At stake is a position of mutual benefit and profit. Capability and willingness 
have therefore both to be presented in terms that meet very high product, 
service and deliverability specifications. 

Other views of marketing strategy have also to be taken. 

Offensive and defensive strategies 

These terms are used to describe the play/response activities undertaken 
by organisations operating in the same sector and their competitive and 
strategic relations with each other. 

Offensive strategies are undertaken in the pursuit of extending market 
share or dominance at the expense of other players in the sector, or 
with the view to expanding the total potential of the sector. They may 
also be contemplated as one of the responses to be given to other offen
sive players in the sector: Player A seeks to gain market at the expense 
of Player B, so Player B attacks Player C and so on. The main features of 
offensive strategies are distinctive and aggressive marketing campaigns 
which normally have the purpose of 'trumping' the offerings of other 
players in the sector. Such strategies arise for a variety of reasons. They 
may be as the result of over-capacity in the market or in response to 
new entrants or potential new entrants and alternative offerings. They 
may also be the result of a more general sectoral lack or loss of stability. 
They may arise when a new player or potential entrant sees an opportu-
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nity (as for example, with a multinational civil engineering contractor 
entering into regional and smaller activities as the result of over-capacity). 
Still others arise where a radically different approach to the existing sec
tor is contemplated - for example, the entry of commercially oriented 
design and build contractors as competitors in the public service and 
hospital building sector. 

Offensive strategies may also arise as the result of technological im
provement, volume and cost advantage, or from the control of supplies 
and raw materials, or outlets and the means of distribution. 

Defensive strategies are undertaken in response to offences by other 
players in the sector. They involve one or more of the following. They 
may respond to the offensive activities of other players: for example, if 
the quality of one's operation is called into question, the defensive re
sponse is to rebuild any loss of reputation for quality. They may also 
concentrate on other distinctive elements of their own offering - for 
example, if cost/price leadership is no longer an advantage then the defence 
may be additionally shored up by attention to product or expertise qual
ity. They may also concentrate on other features of the attacker; this 
means turning defence into attack - and results, for example, in price 
wars, dumping and flooding. 

Organisations may ignore the offensive in so far as they continue to 
concentrate on their own strategy. If this is followed, it is essential that a 
watching brief at least is kept on the moves elsewhere in the sector. 
Price cutting may shift the whole range of margins hitherto available in 
the sector. Marketing activity may transform the image of the sector. 
Organisations must positively arrive at the judgment that they can main
tain their position in spite of offensives. 

It may also be that a particular marketing activity is seen as offensive 
by other players in the sector and that they make their own response. 
For example, if one civil engineering contractor decides unilaterally that 
it will extend its product into land and site refurbishment and the con
struction of related infrastructure, it may do this with its own purpose of 
transforming its own standards. However, competitors may respond by 
paying attention to the quality of the core product rather than following 
the contractor down the path of product and service enhancement. 

Other factors have now to be considered. 

Expansion and growth 

Expansion and growth strategies take one or more of the following forms: 

• Expansion and growth of market share - either related to expansion 
of the total market size or else at the expense of other operators. 

• Expansion and growth of turnover, volume, income, profit and activities. 
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This may relate to market share also, or to a drive for efficiencies 
within the organisation, or in the seeking of greater levels and vol
umes of business within the existing customer and client base. 

• The achievement of economies of scale and command of technol
ogy, distribution, supply and expertise. 

• Command of the means of gaining and maintaining customer and 
consumer confidence. 

• Expansion into new market areas and niches - where existing prod
ucts and project ranges are priced or differentiated in ways designed 
to appeal to different niches. In highly competitive sectors, the re
quirement is to broaden the appeal of the offering in relation to 
those of other players. Related to this is often the diversification and 
extension of the offering range - either real or differentiated. 

• Expansion into new locations - both indigenous and international. 
• Diversification, integration, acquisition, merger, joint ventures and 

alliances. In international and some regional activities this includes 
the engagement of local partners. 

With all expansion and growth activities the rational and the irrational 
must be considered. Rationally, organisations expand because they have 
spare or under-utilised resources, finance, staff, production and output 
technology; or because their current markets are no longer capable of 
sustaining their levels of activity. Some organisations may need to grow 
in order to remain viable players in a turbulent sector (as with national 
and global companies in the civil engineering sector). Organisations make 
acquisitions to seek more and alternative outlets for their products - for 
example, a civil engineering company acquiring a quarrying company. 
Organisations expand the production and output volumes by using their 
existing technology more effectively and thus bringing unit costs down. 

From a marketing point of view, the irrational is much more critical. 
The expansion, growth or merger has to be marketed, both to the client 
base and also to the staff involved. Some organisations have overwhelm
ing pioneering cultures that require constant prospecting and explora
tion. Organisations may choose to go down a particular line because it is 
a high profile or fashionable area in which to be involved, e.g. the UK 
civil engineering industry expanding its activities into the Far East. Or
ganisations may choose to go into a sector because it is, or is perceived 
to be, highly profitable (rational enough) but without having any previ
ous experience or expertise in it (again, this has been found to be a 
problem for civil engineering, architectural and building practices when 
they have gone overseas). 

There is also the point that the marketing activities undertaken by an 
expanding company must be acceptable to the new sector or sectors in 
which it is to engage in activities. In the cases of takeovers, mergers, 
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acquisitions, joint ventures and local partners, the marketing activities of 
each must be capable of being harmonised so that a mutually positive 
market as well as operational relationship are achieved. There is a de
rived point here - the staff involved in such ventures must be confident 
of its position in it, otherwise it will dilute any marketing initiatives proposed. 

SUMMARY BOX 3.6 The Use of Buying Criteria as the Basis of 
Strategic Design 

Success in securing business is reliant on meeting and matching the prioritised 
buying criteria of the potential client This revolves around three key areas of: 

Individual 
Company 
Product 

Where the purchase involves securing a high value and high risk commodity, 
product or service, then invariably the client buys the individual, then the 
company, and finally the product. 

These buying criteria are as a result of the following factors: 

1. The type of sale relies on an on-going relationship between supplier 
and buyer, but more pertinently, between salesperson and purchaser 
within the client company. Therefore the need for social interaction is 
of paramount importance. 

2. The nature of the purchase has a very 'public' implication for the purchaser 
in question. The failure to purchase the correct product will result in a 
public mistake. Therefore the impact of risk on the buying behaviour 
results in the purchasers fOCUSing on elements on which they feel secure: 
these are primarily the individual they are dealing with and the status 
and presentation of the organisation that they represent. 

3. The long-term implications of the purchase, and the initial capital-intense 
start-up phase required in some instances, mean that the purchasers 
must understand the value implications to justify their decision. This 
emanates from the individual's ability to analyse and develop the value 
justification 'within' the client's organisation. 

4. Finally, the solution must be technically capable, but it is only at this stage 
that the product has any role to play in the decision makers' buying criteria. 

These prioritised buying criteria dictate the order in which the customer 
views the sales process. Moreover, it is through each of these elements 
that the customer builds an opinion of the overall company that they are 
dealing with. Therefore, to create a truly customer-focused approach to 
business, every strategy in every area must assess the impact and role of 
each of the three principal areas. In doing so, the continuity of the value 
chain of the organisation is never compromised. 

On this basis, each principal activity of the business, whether it is creating 
a new market offering, building market presence, recruiting and training 
or installing new processes, can be defined under the following framework: 
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1. Individual 
What are the requirements and implications on the individual? 

2. Organisation 
What are the requirements and implications on the organisation? 

3. Product 
How does it create and develop the product offering? 

With a focus on addressing each of these areas, any strategic design is 
consistently referenced back to the customer, and the way in which the 
customer views the business. 

Furthermore, by applying the idea of the 'internal customer', this analytical 
structure can be extended to influence every element of the organisation. 
With the internal interaction of each part of an organisation operating to 
the same buyer-seller standards promoted for the external operation of 
the company, an efficiency level is achieved through the consistent focus 
to performance and delivery. 

Any element of an organisation's strategic design that falls outside this 
fails to concentrate on the customer as the focus of the business. Invariably, 
it is such elements that create needless bureaucracy. 

Many organisations recognise the centrality of the customer in defining 
the business. There is also a recognition of the importance of at least one 
of the key buying criteria in building the appropriate analytical process in 
order to facilitate the process. Some organisations are able to build 
considerable competitive advantage using just this single element. Excellence 
in the individuals alone can secure the confidence of customers to pur
chase, even though delivery from the organisation is poor and the tangible 
product is only marginally different from that offered across the market 
place. In this instance, individuals fulfil the other criteria, through their 
representation of the organisation, and their technical knowledge and 
understanding, creating the 'value added' components of the product. 

Since the 'individual' is the most significant element in the customers' 
buying criteria, this is an effective substitute for any shortfalls in 'company' 
and 'product' over the short term. Neither company nor product could 
have the effect since the importance of both is not as great. However, 
even the influence of the individual alone is relatively short lived. The 
failure of the 'organisation' and 'product' criteria to be fulfilled adequately 
creates long-term damage to reputation and builds a generally negative 
perception on the overall ability of the company. 

Continually evaluating and re-evaluating an organisation's position relative 
to the three principal components of customer buying criteria builds a 
universally strong strategy. If customers view an organisation through particular 
categories, then this is the way in which organisations should view them
selves. Only by looking at the organisation in the same way that a customer 
sees it, can true excellence be achieved. This allows an organisation to be 
built around customer criteria, and creates an uncompromised internal 
customer focus. 

Source: A. Impey (1997) Project Manager, Touchbase UK Pic. 
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Market entry and penetration 

This occurs in the following circumstances and conditions, and it should 
be noted that there are very few sectors that are not open to potential 
entry: 

1. Where the overall market is growing, can be made to grow or has 
growth potential. In this case, there is a capacity or potential that 
existing players may not be able to fill. They also may not be willing 
to fill it, preferring to concentrate on keeping their existing client bases 
satisfied rather than diluting their efforts. 

2. Where organisations leave the market, again leaving spare capacity. 
3. Where the potential entrant has a real, perceived or differentiated 

advantage to bring to the sector in question. This is overwhelmingly 
likely to be a cost/price, value or quality advantage over existing 
operators. 

4. Where a niche operator builds up sufficient reputation, resources and 
capacity to engage in offensive strategies with a view to taking a share 
from the main players involved. 

5. Where complacency exists on the part of existing operators in the 
market; where there has been a fall off in the levels of quality or 
service; where profit taking exists; there are likely again to be oppor
tunities concerning price or quality. 

6. Where an organisation is able to bring its reputation from one sphere 
to another and to gain a foothold in the sector as the result. For 
example, the global perception of Japanese quality and value in cars 
and electronic goods has enabled building and civil engineering com
panies from that country to gain both favourable acceptance and also 
industrial footholds as the result. 

7. The largest and dominant players in sectors are often able to increase 
their domination as the result of a combination of their commanding 
position and the consequent relative ease of building on their reputa
tion. There are clear advantages to be gained from being in the posi
tion of dominant operator - especially those concerning the ability to 
penetrate those parts of the client base currently served by other players. 
If the dominant operator runs into difficulties, it is likely to have cost, 
quality or price advantages that it can present to the rest of its sector 
more easily than other players. 

Consolidation 

Consolidation occurs where organisations seek to preserve their positions 
in their markets, niches and sectors, range of activities and operations 
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and client bases. Consolidation implies the reinforcement of existing 
positions. This is likely to be sought through increased marketing and 
public relations activities, together with improvements in efficiency, pro
ductivity and the cost basis of the organisation, and improvements in 
quality and delivery targets. 

This may also be a prelude to seeking to maximise returns on invest
ment in a market that is perceived to be on the point of declining. As 
the fact of the decline becomes apparent, organisations seek to gain 
every last possible benefit through 'strategies of harvesting'. This approach 
includes: sales of brands; sales of licences; sales of franchises; sales of 
technology; sales of primary sources and distribution means; client ex
pertise and premises leasing; and the maximisation of main product/project 
sales. The purpose is to be left with as few unrealised assets as possible 
before the sector goes into decline. 

Withdrawal, retrenchment and contraction 

Withdrawal, retrenchment and contraction take place as the result of 
decisions to move out of particular activities and/or to concentrate the 
resources of the organisation on a reduced portfolio. 

There is not necessarily a negative connotation to this. Withdrawal 
from particular spheres may take place as the result of reviews and ac
tivities that arrive at the conclusion that loss making or resource con
suming offerings are being carried by the organisation's profitable and 
positive activities. It may also be a response to economic conditions: for 
example, where charges and interest rates are sufficiently high to make 
it worth subcontracting specialist activities rather than owning them. 

Organisations wishing to divest themselves of loss-making activities must 
first consider the effect on their remaining range and on their continuing 
image, prestige and confidence. Concentration of resources on a more 
limited range of activities may lead in time to opportunities for expan
sion and intervention elsewhere. Within this context, withdrawal takes 
one or more of the following forms: 

1. Concentration on core business at the expense of niche or peripheral 
operations. Much depends on the criteria used to define 'core' - and 
this may relate to volume, profit margins, income or resource con
sumption; and also to reputation, confidence, image and identity. 

2. The end of the useful life of a hitherto profitable product, project or 
range of activities. This may come about as the result of the existing 
business having been superseded by a superior, more modern or fashion
able alternative; or as the result of technological development that 
makes the current way of activities unviable; or as the result of change 
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of expectations - where one player has been able to reduce timescales 
for delivery or project duration substantially, other players (especially 
those not in a dominant position) may have to follow or else come out. 

3. Where the organisation is faced with massive investment, transforma
tion, modernisation or rehabilitation bills on which it cannot see an 
adequate rate of return. 

4. Where activities take place in volatile areas, regions and sectors. For 
example, organisations operating in the Middle East and Central Af
rica know that in extreme circumstances that may lose their entire 
capital investment if it is nationalised or destroyed by the government 
of the country in question or if there is revolution or war. 

Diversification 

Diversification may be classified as either related or unrelated. It occurs 
again when either the organisation has spare capacity for which it seeks 
further outlets; or because operating in one sector gives rise to addi
tional opportunities within it. 

Related diversification 

This constitutes the development of the range of offerings and activities 
within the current ambit or experience of the organisation according to 
its current expertise. It may be a direct relationship as, for example, 
where an industrial building company seeks to diversify into the house 
building sector. It may be a generic relationship, as, for example, where 
a domestic house building company seeks entry into the protected or 
sheltered hOUSing sectors. It may be related to the capacities of the tech
nology and technical expertise: for example, the offering of in-house 
consultancy services on a broader commercial basis. It may be an exten
sion of the use of production technology owned by the organisation: for 
example, components produced overtly for the building and civil engin
eering industries are produced by technology that can easily be modi
fied or rejigged to produce equivalent products for other sectors. 

Unrelated diversification 

This is where the organisation treads its own new ground. In civil engin
eering and construction a version of this is moving from the domestic 
market to become an overseas player. In such cases where the expertise 
remains the same, its application is certain to be very different. Mining 
and quarrying companies have diversified into the domestic furnishing 
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and jewellery sectors - for example, the production of slate ornaments 
or wheal-jane jewellery. 

Collaboration 

Collaboration takes three main forms: joint ventures and consortia; hook
ups, associations and networks; and local partners. These occur where 
two or more organisations pool their resources for a project, piece of 
research or initiative. 

The overriding concern is the mutual commercial benefit that accrues: 
the different organisations concerned pool their resources, expertise and 
technology in order to carry out the work in hand to the highest standards 
of each of the collaborating organisations. They are found in all sectors 
of the construction, building and civil engineering industry. The approach 
also enables elements of risk to be shared out between the member 
companies. It is also perceived by organisations going into a new area 
for the first time to be a relatively safe way of gaining 'toe in the water' 
experience of areas in which they have no previous knowledge. 

CONCLUSION 

The purpose of taking this approach is to build and strengthen the 
organisation as a going concern. From this form of assessment and in 
devising 'a strategic standpoint' the result from a marketing point of view 
is to combine what the organisation is good at, together with how it can 
be best presented to the client bases in question. 

Implementation 

Critical success and failure factors 

Critical success and failure factors have often to be tested in some form 
or another. The usual approach to this is: 

• Feasibility and pilot studies, often in the form of a mini-launch of a 
particular product, project or initiative. This is often accompanied 
by professional and national media coverage. These occur with pre
set objectives and criteria in mind, and also with a wider general 
assessment brief. 

• Performance forecasting and projections, often based on computer 
modelling and simulations. These will be subject to intense scrutiny 
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and enquiry and must always be supported by assessing the range of 
best, medium and worst outcomes. 

• Projections of total success should be considered: in extreme cases, 
for example, this could lead to the inability of clients to gain access 
to the particular product, project or expertise, and ultimately to loss 
of reputation. 

• Projections of total failure - the nightmare scenario - should also be 
assessed so that the organisation is under no illusion as to what the 
total level of loss could be. 

• Ultimate consideration - every product, project and initiative have 
elements that, if they cannot be overcome, mean that they are cer
tain to fail. Whatever these are, must be identified, isolated and 
tested and ways found around them if success is to be achieved. 

• Profitability and effectiveness assessment which is carried out over 
the anticipated lifetime of a product or project, and also identifying 
key and critical factors, elements and timescale punctuation marks 
along the way. 

• Acceptability - the extent to which the particular initiative meets 
client requirements of fulfilling expectations, giving satisfaction and 
value as well as meeting price, quality and value expectations. In 
some cases, ethical and social factors are a part of this. 

Beyond these, a general organisational strength and capability must match 
the demands of the direction proposed and be able to reconcile and ac
commodate these alongside the general range of activities and obligations. 

More direct financial measures may also be required or demanded by 
the organisation as a condition for engaging in particular initiatives. 

The most common of these are: 

• Return on investment: the rewards gained as the result of placing 
resources and energy into particular areas and activities. 

• Return on capital employed: similar to return on investment, nor
mally measured against the net share capital of the organisation. 

Marketing strategies 

Once the general strategic position has been assessed, marketing strate
gies can then be designed to assess the following: 

• Marketing mixes of all the products, projects and expertise to be offered. 
This is the combination of price; promotional, presentational and 
advertising aspects; direct sales activities; presentation of benefits; 
and the nature of locations and outlets where it may be obtained. 

• Development of the organisation as being safe and steady and the 
promotion and presentation of confidence and strength. 
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• Determination of the sectors in which activities are to be conducted 
so that satisfaction, security and confidence may be presented in 
ways acceptable and positive to those client bases. 

• The creation of activities in support of this including advertising cam
paigns; sales teams; brochures; information and public relations; help 
and support activities; and general activities in support of generating 
positive images and responses. 

• Joint activities, where appropriate, so that whatever marketing activi
ties are undertaken are capable of harmonisation by all those in
volved in the joint activities and so that the joint approach is acceptable 
to the client base. 

• Market research and investigation to ensure that products, projects 
and activities are going to be effective and will remain so. 

• Product life cycle assessment and the implications that arise - both 
in terms of where income, cashflow and profits are to come from in 
the immediate future; in the long-term future; and as a prelude to 
developing and improving both the existing range and also in seek
ing new products, projects and activities. 

• After-sales support and services, so that whatever is done continues 
to give good and lasting value. As stated elsewhere, there are clear 
implications for price - whether a total price is to be charged or 
total project or service, or whether there are additional price con
siderations for each component part. 

Acceptability 

The acceptability to all those involved must be assessed and this in
cludes all the organisation's stakeholders. Especially customers, consumers 
and clients must be satisfied that they are to receive continued high 
levels of service and quality whatever is undertaken. If an organisation 
expands, its clients need to be certain that they are not going to lose 
any feeling of personal relationship now that the establishment is larger 
- or that the relationship will be developed to be even better. If the 
organisation contracts, they must be satisfied again, that this is not going 
to affect either capability or confidence. 

This is the background for all successful marketing activities. In simple 
terms, by giving a purpose and clarity of direction to the organisation, 
marketing activities can then be designed in support of this. If such pur
pose and clarity are not present then it becomes very difficult to devise 
and design marketing activities - or indeed anything else - and to have 
any clear criteria against which to measure success and failure. 

And, again, this applies across all sectors of the industry. Also, while 
jobbing builders and other small companies may not think in precisely 
these terms, those that are successful have a very clear view of their 
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own strengths and how these are best presented to the customers and 
clients that they serve. For larger companies and global players, time, 
trouble and resources are invested in assessing organisational strategy 
much more formally so that when marketing activities are devised, they 
are in accordance with the overall drives of large and diverse organisations. 



4 Price 

Agreeing the price for a piece of work seals the relationship between 
contractor and client. It is the central feature, and reflects the value 
placed on the relationship. It indicates strongly the quality, volume and 
duration of work required and the amount of commitment entered into 
by each party. It may also indicate a propensity to re-engage the re
lationship for subsequent activities and projects, provided all goes well. 

Price is based on a combination of: 

• what the market expects; 
• what the client can afford; 
• the nature of competition in the sector; 
• what the contractor can afford to work for; 
• any specific factors concerning the particular job, e.g. time, quality 

constraints, location, materials to be used; 
• what is being agreed and paid for - whether the completion of a 

building or facility; or a wider process often supported by main
tenance, presales and after-care agreements. 

Different approaches to pricing are as follows: 

• Price tagging: often called the retail view - this is where products 
and activities are given a stated price and the organisation is fixed to 
this. For retail and domestic sales of building products this is suffi
cient. Some civil engineering contractors also use this approach (e.g. 
to design, construct and deliver a road bridge 30 metres long and 
four lanes wide costs £X); and client bases in some parts of the world 
are happy to work to this. It is however much rarer than it used to 
be. Specialist agencies, consultancies and subcontractors also use a 
set price per hour (or per person-hour) for their services in many 
instances. 

• Indicative pricing: in which a broader view is given of the going 
rate for work which, nevertheless, leaves open the need to negotiate 
precise agreement between contractors and clients for specific pieces 
of work. 

• Contract pricing: in which agreements are made for specific pieces 
of work based entirely on their own merits and which represents the 
meeting point between the anticipated value to the client of the 
completed facility, the price that the client is prepared to pay in 
order to accrue that value and the level of charge for which the 
contractor is willing to do the work. 

75 
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II 

CONTRACTOR CLIENT 

LOW , HIGH 
PRICE ...--+: -A---+-B---+C-----i-D-· PRICE , , , , , 

1 . A-D is area of agreement 

4. B-C is area of contentment 

2. A-B is agreement to advantage 
of contractor 

3. C-D is agreement to advantage 
of client 

Figure 4.1 The negotiated view of pricing. 

The relationship may also be seen as follows: 

• Consultative: in which a joint agreement is reached openly and which 
relates to the real needs and concerns of each party. 

• The integrative or collaborative: in which the contractor and client 
work out the project details and specifications jointly and then agree 
the price as the result. 

• The collective bargain: in which the price is extensively negotiated, 
normally from a point of view of mutual mistrust (see Figure 4.1), so 
that what is eventually agreed is more or less acceptable to all con
cerned. Negotiation is based on fundamental mistrust - the opening 
offer/change is always: (a) so high (contractor) that the client rejects 
it; (b) so low (client) that the contractor rejects it. The aim is to get 
first to the range A-D; long-term relationships are based on B-C. 

• The dominant partner arrangement: in which either the contractor 
secures a very high price from the client in the knowledge that the 
client has no choice (for whatever reason); or the client secures a 
very low price from the contractor in the knowledge that the con
tractor needs the work. From either point of view, this relationship is 
not normally sustainable in the long-term, though it is often used for 
known one-off contracts. 

• Itemised pricing: where each and every item included in the con
tract is accorded a given level of charge - often this goes alongside 
the client seeking alternative contractors for different parts of the 
work. 

• Process pricing: where overall responsibility is given to the contrac
tor for the whole construction process, which may include environ
mental restoration and infrastructure connections at the completion 
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of the project; and which may include maintenance, refurbishment, 
extension, transformation and other post-completion activities. 

• Contractor-client joint ventures: in which the project is jointly under
written during its completion after which the rewards are then also 
jointly shared (or according to the proportion of risk undertaken by 
each party). 

• The private finance initiative approach: in which the client (in
variably a government department or agency) gives permission for 
the facility; the contractor then builds it and fits it out, underwriting 
it himself; and then recoups this investment through charging the 
end-users. 

COSTS 

Whichever approach is taken to price, the overall aim is long-term se
curity based on a surplus of income over expenditure. It is essential to 
know what costs have therefore to be covered and how these are best 
broken down. From both a marketing and managerial point of view, the 
best approach is as follows: 

• Fixed costs: these are incurred whether or not any work is done. 
Fixed costs include: staff; equipment and capital goods; property and 
accommodation; support functions; and marketing. 

• Variable costs: these are incurred once work is commenced. Vari
able costs include: equipment usage and maintenance; materials and 
supplies purchase; energy; staff overtime and staff expenses (but not 
salary - this is a fixed cost); acquisition of staff equipment and tech
nology for short-term purposes and specific activities. 

The general rule is that so long as prices are set to more than cover 
variable costs, a contribution to fixed costs is made and that the greater 
the ability to charge above variable costs and for the greater the volume 
of work carried out, the fixed costs are covered and genuine profitability 
is achieved. 

It should also be apparent from this that fixed costs represent a con
tinuing and long-term obligation that, in turn, provides the basis for genuine 
commercial activities. A fixed cost base can be varied, long-term, should 
always be as efficient and effective as possible, and should indicate the 
level and quality of activities necessary to sustain the organisation into 
the future. Beyond this, the greatest mistake that organisations make is 
to see costs and profits purely in terms of annual and other accounting 
cycles. Annual reports and accounts are produced to meet specific legal 
and conventional requirements. Marketing is a continuous long-term in
vestment and does not come to fruition or failure on specific dates or 
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over periods of time that are regulated by the finance industry for its 
own reasons. 

PRICING CONSIDERATIONS 

For the construction industry, there are many considerations: 

• Capital projects and building activities are priced so that variable 
costs - the costs incurred as the result of gaining the work - are 
covered. Ideally, the price also makes a contribution to the fixed 
cost/total cost of the contracted organisation. It is also necessary to 
consider charges incurred by the contractor as the result of having to 
underwrite the project from inception to delivery and from the need 
to acquire any specialist equipment and expertise necessary. 

• Building products are priced so that an individual perception of quality, 
value and service are given and at a level that the size and nature of 
the market can sustain. It is also increasingly common to find differ
entiated pricing approaches (see below) as competitors seek real and 
perceived price advantages. This has especially been the case in re
cent marketing of domestic building products in the UK where, be
cause of the depressed housing market, customers have concentrated 
on improving and upgrading their existing homes rather than mov
ing. This also applies, to an increasing extent, to the refurbishment 
and upgrading of commercial and public service facilities. 

• Building services, consultancy and agency provisions are priced ac
cording to expectations and perceptions of the nature and quality of 
expertise demanded by the client base and which the specialist, op
erator or consultant wishes to present. It is necessary to understand 
the client point of view here - there is a very distinctive balance of 
price, quality, value, volume and time as well as distinctive projected 
results that is being paid for. Especially where charges are high, cli
ents expect their problems to be solved as the result of using a par
ticular service. Charges also reflect the quality, scarcity and demand 
for the service on offer. 

• Building materials are priced according to quality, volume and deliv
ery methods; and the latter has specific regard to frequency and 
regularity. Depending on the nature of the work, a price may be 
agreed with a quantity surveying agency or directly between the quantity 
surveyor or purchasing officer and supplier. 

• Architecture and design services are priced much more specifically. 
There is likely to be a fee for an initial proposal; a fee for a revised 
or final proposal; and a fee for the proposal once accepted. There 
is again a price, quality, value, volume, time mix; and, again, depending 
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on the standing and reputation of the practice, charges reflect the 
perceived and actual quality, scarcity and demand for its services. 

The wider state of the industry and the pressures on those who com
mission work have also to be considered. In all construction disciplines, 
prices rise when there is too much work chasing too few companies; 
and the converse - where there is too little work chasing too many 
providers - drives prices down. The state of the industry in different 
parts of the world and different sectors and segments within those parts 
clearly varies, and that is why the ability to charge an effective and sus
tainable price level is dependent on full current knowledge and under
standing of the markets in which activities are to take place. 

Client pressures on price 

The value chain 

The value chain breaks an organisation down into its component parts. 
This is in order to understand the source of, and behaviour of, costs and 
actual and potential sources of differentiation. It also isolates and identi
fies the building blocks by which an organisation creates the offering of 
value to customers and clients. The concept was first devised by Michael 
Porter as part of the process of analysing organisations' competitive ad
vantages. The hypothesis is that an understanding of strategic and mar
keting strengths and capabilities must start with identifying where value 
is gained and lost. These are identified as follows: 

• Inbound logistics: activities concerned with receiving, storing and 
distributing components, supplies and materials that are to be used 
during productive activities. In construction marketing terms, this means 
attention to the quality and accessibility of raw materials - both those 
used in the direct pursuit of the client's interests and also those used 
during internal administrative and support functions. 

• Operations: which transform these various inputs into the product, 
project or service in question. In construction marketing terms this 
includes the speed and quality of operations, the need to remedy 
faults, the availability of staff and technology, and the speeds and 
quality to which they work. 

• Outbound logistics: the delivery of products, services and projects 
to customers and clients. Again, this includes time - from inception 
to delivery; and from order to completion. It also means recognising 
those things that can and cannot be controlled and the reasons for this. 

• Direct marketing and sales: the means whereby customers and cli
ents are made aware of products, services and projects and are able 
to gain access. This covers all direct marketing, distribution, public 
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relations and awareness raising activities - and, again, refers to the 
general marketing and public relations role of those not directly in
volved with customers and clients as well as those who are. 

• Service: this covers all those activities that enhance/maintain the value 
of a product, project or service during the course of its useful life. 
This includes installation, repair, after-sales, preventive and crisis main
tenance and, where necessary, the provision of spares and compo
nents. Increasingly, it also includes refurbishment and attention to 
alternative site usage. It includes the interaction between the fin
ished project and its environment. Where appropriate, it also in
cludes wider aspects of facilities management. For major projects 
built under private finance initiative and other contractor financing 
schemes, it means developing the expertise to deal with customers, 
consumers and other end-users. 

As well as conducting this form of analysis within organisations, it is 
also possible to extrapolate the total process so that every point from 
inception to completion where value is gained or lost may be identified. 
Effectively, this means that value analysis is being carried out on all 
organisations concerned with the product or project in question. 

Value management 

Value management is a more precise and numeracy based approach to 
the costs, benefits (and therefore value) of specific products and projects. 
To be fully effective, it is therefore carried out by those with precise 
numeracy skills such as estimators and quantity surveyors. The purpose 
of value management is to 'maximise the functional value of a project by 
managing its evolution and development from concept to completion through 
the comparison and audit of all decisions against a value system deter
mined by the client or customer' (Kelly and Male, 1993). This means 
paying direct attention to costs, quantities and the quality of each el
ement that is to be used in a specific project. 

Clients are increasingly interested in this approach because of the great 
increase in the numbers of contractors from all disciplines available to 
them. Specific client concerns are as follows: 

• the need to drive down costs; 
• the escalation of estimated costs; 
• where tenders are received in excess of budget; 
• variations in the estimate of delays and logistic difficulties on the 

part of different tenderers; 
• the relationship and co-ordination between designers, consultants, 

planners, co-ordinators and project managers; 
• the need for independent audit or appraisal of the project; the 

desirability of independent audit or appraisal of the project; 
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• pressures on the client to achieve distinctive and/or prescribed profit 
margins; 

• general needs or desires on the part of the client to seek alternative 
solutions and designs to projects; 

• the role and influence of consultants in the client organisation. 

Contractors and consultants have to understand the client's perspec
tive on this. Additionally, they may also adopt value management tech
niques for their own specific reasons as follows: 

• the drive continuously to improve all aspects of their provision -
and this includes time, cost and quality; 

• as part of the understanding of the changing needs, wants and de
mands of the client base; 

• as part of a drive to improve the innovation and creativity of their 
own staff; 

• as part of a drive for competitive advantage (possibly pre-eminence) 
through attention to value (and especially client value). 

Value management activities are therefore normally carried out at the 
inception and precontract stage of projects. Increasingly it is essential that 
some form of study along these lines is carried out by all potential contractors 
and consultants who seek to be involved. The difference between this and 
the Porter approach is that it pays much more direct attention to costs and 
estimates; whereas the Porter approach tends to concentrate on the presen
tational, perceptual and service aspects of where value is gained and lost. 

Price as a driving force 

If a contract is to be awarded purely on price, it is as well that perspec
tive tenderers and contractors know this in advance as they can then 
decide whether they are prepared to compete on what is likely to be a 
very tightly costed operation. 

Price over contract duration 

Ideally, also, contractors wish to know when they take on a contract that 
it is to be fully funded over the period to completion. In practice this is 
not always possible (e.g. the construction of the Channel Tunnel and the 
consequent pressures on Eurotunnel and TML). It may also happen that 
for long-term publicly funded projects and activities, funding is cut uni
laterally part of the way through (e.g. long-term motorway repair and 
upgrade contracts). Or it may be that, in practice, funding is not avail
able to do the job in an ideal way so a diluted or substandard version of 
the project is commissioned, or else it is completed piecemeal rather 
than as a whole (e.g. the M25 London Orbital motorway). 
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Production processes 

Product in this context is where the client chooses (or is pressurised) to 
commission a product or project in isolation from its broader environ
ment or usage when finished. When this happens, price pressures are 
limited to completion dates, quality of materials and site management. 

Process here means that the broader view is taken - and this perhaps 
means including fitting out, environment restoration, after-sales and possibly 
also subsequent redesign, refurbishment and upgrade. There are heavier 
pressures on price here, not least of which is that because of the more 
complex and long-term contractor-client relationship, there may be radical 
changes in the cost for new fixtures and fittings and facility servicing charges. 

Knowledge and influence 

This is important where those who have the influence to commission 
work have no knowledge of the work itself. This applies especially to 
public works and projects that are overseen during work in progress by 
politicians and others who have responsibility for public bodies and in
stitutions. It is at its worst where politicians and officials set a price for 
the project that is simply unworkable, which bears no relation to the 
ability to produce even a basic version of what is envisaged. 

The converse is also true - where a contractor and client agree a 
price for the work between professional people, with full knowledge and 
understanding of the industry, but where the client's professional staff 
have no influence in the contract awarding and pricing process. 

Time as a driving force 

All contracts are time constrained. Time becomes a pressure on price 
where the job is extremely urgent, for whatever reason, and involves the 
contractor in additional variable costs, especially technology, plant, equip
ment, design and people. There may also be a pressure on the contractor's 
purchasing systems and policies; while the volumes required for the job 
are absolute, however quickly or slowly the work is carried out, the 
speed of activity required - especially when things are speeded up - is 
likely to create pressures on delivery schedules and storage space. 

Expert and consultancy services, and architecture and design practices 
normally include speed of response in their pricing packages - though 
again, they may expect an additional premium if the demand is for instant 
or very short-term service. 

There may also be a premium necessary where the contractor (from 
whatever part of the industry) is being asked to put a large proportion of 
its total resources available for the particular client for the duration of 
the activities. 



Price 83 

STANDARD 

Price 

\ Quality 

Time --- ProdUct--

I "" Value 
Volume 

The longer the line, the more 
critical the factor 

EXAMPLES 

DESIGN AND Time Price Quality 

ARCHITECTURE ~ produ~---

\ ------ Value 
Volume (low) 

The main considerations are exclusivity (low volume), availability (time) 
and value (especially in terms of esteem and status) 

DOUBLE 
GLAZING 

Price 
I ___ Quality 

Product ___ 

/ "'" Value 

Time Volume 

The main considerations are that it should be secure, convenient and 
warm; and that it should fit properly. Very few double glazing firms 
genuinely compete on price alone. 

Figure 4.2 The price, quality, value mix. 

Quality as a driving force 

Where quality is the driving force, the price normally rises; so do expec
tations and satisfaction levels. The outcome ideally, therefore, is high
quality, high-value work for high prices and charges, and satisfaction. 
Satisfaction is not achieved or is diluted where quality and value do not 
match up with the price. 

Figure 4.2 shows the mix of price, quality and value. 

Perceived value 

Given other constraints, the client engages the contractor with the view 
to achieving mutually successful high-value work. The contractor's name 
is associated with the project for the duration of construction and may 
last beyond its completion. The client's name is associated with the project 
long into the future and may be involved with it during completion. The 
price consideration here is therefore to understand that enough money is to 
be available in an ideal world to ensure that the result is indeed positive to 
all concerned; and to recognise and understand the consequences of being 
associated with something that is specifically constrained in this way. 
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Moreover, the perceived value may change and this may make the 
proposal very expensive in terms both of price and also continuing repu
tation. This happens, for example, when a contract that is attractive and 
agreeable to both contractor and client runs into difficulties either with 
the public at large or with the media (or both). It also happens if, and 
when, it becomes apparent to the client that the facility is no longer 
publicly acceptable or a priority during the period of construction, or if 
it does not fully realise its potential in the subsequent period of usage. 
In either case, there is likely to be an adverse affect on any continuing 
relationship - whether justified or not. 

Pricing policies 

Life is most straightforward when the pricing policies - pressures, struc
tures, specific charges and overall attitudes to price - are known and 
understood by both contractor and client in advance of any work being 
commissioned. Decisions on price, acceptable levels and price coverage 
are agreed much more easily on the basis of full knowledge and under
standing. If there are specific constraints - especially from the client's 
point of view - then the contractor can either write these into the pro
posals or else present its own version of the pricing approach in the 
expectation that other expertise will cause the work to be commissioned 
anyway, or choose to write itself out of the bidding. 

Pricing principles 

The principles of pricing are the same for the construction industry, therefore, 
as they are for all sectors. Specific applications vary however. The main 
principles are as follows. 

Variable cost coverage 

Pricing normally at least covers variable costs - the costs incurred specifi
cally as the result of doing the work or carrying out the given project. 
Anything that can be charged above this makes a contribution to the 
organisation's fixed costs. 

Total cost coverage 

Some pricing policies arise as the result of apportioning a part of the 
fixed cost to each activity. The advantage of this is that the contribution 
of each activity to fixed cost, and therefore total cost, is known in advance. 
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The disadvantage is that it sets higher initial prices and this may have to 
be supported by some apparent or perceived advantage that will ensure 
that the higher charge is sustainable. 

Penetration pricing 

This is where the price is set low enough to guarantee a sufficient volume 
of work for the future from the given market or segment. The expectation 
is that once entry has been gained, prices can be raised to ensure profitable 
activity over the long-term. This is accompanied by guaranteed volumes 
and quality of production or service, presented in such a way that the 
market will buy from the new entrant rather than from existing players. 

This is a long-term policy based on extensive investment and research 
if it is to be successful. It is also essential that prices can be raised at some 
time in the future in order to recoup the outlay; or that once one product 
has been used to establish a foothold, others can then be sold to the new 
customer base at a genuine commercial level (see Summary Box 4.1). 

SUMMARY BOX 4.1 Penetration Pricing 

Dumping 
Dumping is the term given to the practice of flooding markets with prod
ucts at very low prices with the express view of driving other competitors 
out of sufficient amounts and volumes of business for the 'dumper' to 
gain a foothold, to establish and develop a reputation; and this is also 
often alongside the business purpose of the 'dumper' to become the long
term dominant player in the sector. Dumping means that the prices charged 
for the products are not sustainable by the other players in the sector -
and these either have to grit their teeth and bring their own prices down 
in the hope of driving the new entrant back out of the sector; or else they 
too have to seek other outlets. 

Buying work 
This is a less extreme form of dumping and it occurs when a contracting 
organisation can see a long-term and viable future in a particular sector 
but only if it can first of all gain a foothold and price advantage. For the 
immediate to medium term, therefore, it prices its work at a loss. The 
effects of this are not so extreme as dumping - when some of the players 
will normally be driven out. It is sufficient: (a) to make the new entrant 
sufficiently attractive to the existing client base; and (b) to cause existing 
players to consider their own margins again. 

In other circumstances, contractors work at a loss because they under
stand or perceive that the long-term prognosis for the market or segment 
is good if they can only stay in business in the short-term; they are effec
tively taking the view that it is better business to work at a loss - and 
therefore to buy work - rather than to withdraw altogether. 
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Luxury pricing and economic rent 

This occurs where: 

• a contractor/supplying organisation perceives itself to be sufficiently 
expert and held in sufficiently high esteem in the industry to set a 
level of charges far in excess of other players; 

• the client base perceives that, by paying the high level of charges, it 
is to receive the quality, value, volume of product, project work or 
service that makes it well worth paying the extra. 

Economic rent is normally paid by clients to top quality and/or high 
prestige architects, designers, planning and contract consultancies. It is 
also paid increasingly to builders and civil engineers in turn for whole 
process contracts (see Chapter 7) where the client has sufficient flexi
bility to do this. 

Economic rent is also normally paid by clients when they want work 
carrying out and completing quickly to the same levels of quality and 
value. There is an expectation of a price premium here - and indeed 
not to charge such a price premium in return for working under this 
form of pressure may cause a reduction in perception of value and ex
cellence on the part of the client base (see Summary Box 4.2). 

SUMMARY BOX 4.2 Luxury Pricing and Economic Rent 

Pricing and branding 
There are two ways to build a business: one is by offering low prices; the 
other is by charging high prices. Many managers, and all governments, 
think that low prices are the key and focus on keeping costs down on 
flexible wages and rationalisation. But a recent study listing the world's 
twenty most valuable brands identified the one factor common to them 
all - their continued ability to charge and receive high prices in return for 
the products and services. 

Successful companies charge high prices based on high and continuing 
long-term levels of investment. Building successful brands requires a four
stage investment strategy. This starts with making a quality product but 
this alone is not the deciding factor. True successes go further - built around 
their products are clear brand features that differentiate them and add 
value. These include design names, symbols, reputation and marketing 
messages which create emotional associations as well as demonstrating the 
physical properties of the product. 

The third stage is building the augmented brand. All successful brands 
add to their products personal services, loyalty schemes, guarantees, after
sales service and financial terms that provide additional benefits and sup
port to customers and clients. With basic products being increasingly similar 
in quality, it is in this area of augmentation that much of today's compe
tition is fought. The last stage is that when companies maintain this consistent 
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and high level of investment over a long period, they achieve what is 
called 'brand potential' - in which a much higher level of the price/qual
ity/value mix is achieved; and which engages much higher levels of cus
tomer/client loyalty than those achieved by cheaper competitors. 

This approach to pricing is very little developed within any discipline of 
the construction industry. In very few sectors does any client base ap
proach a company consistently over the long term on the basis of absolute 
confidence that, in return for the high price, an increased level of value 
and performance will be achieved. This is in direct contrast to the leaders 
of the consumer goods sectors - where, for example, Coca Cola, Levis 
jeans, Sony electrical goods all outsell cheaper supermarket or department 
store product equivalents. 

The reason for this is that, with very few exceptions, no company in the 
construction industry has seen fit to invest in developing itself as a brand 
- brand building is seen as expenditure on advertising, design and cus
tomer support, as costs to be minimised rather than investments to be 
optimised. Also brand building does not sit well with the short-term focus 
that increasingly dominates British boardrooms - both in the construction 
industry and elsewhere. The emphasis is rather on cutting costs, which is 
perceived as a more certain and quicker route to short-term profit than 
investment in branding - which, especially for the construction industry, 
might not payoff for a decade. 

By contrast, those that have built successful brands recognised a genera
tion ago that the real route to long-term and sustainable success is through 
long-term investment which makes their products and services not cheaper, 
but more desirable. 

Source: Peter Doyle - 'From The Top' (The Guardian, 21 December 1996) 

Perceived value 

Price has to reflect value. Different levels of price give different percep
tions of the quality of product or service that is on offer. There is a 
universal perception that if the price is pitched too low, the product or 
service will be seen as cheap and therefore bad value rather than good 
value; and the particular company will do no business. 

Perceived value is a reflection of the specific demands of particular 
market sectors and segments, and this value mix therefore varies (see 
Figure 4.3). 

Price coverage and breakdown 

This reflects the organisation policy standpoint of choosing whether to 
itemise and charge for each element of the contract or relationship; or 
whether to price and charge for the total service, process or package. 
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Figure 4.3 Perceived value and price example: consultant's charges. 

Where there is any price sensitivity or flexibility, there is a move 
towards a total price for total service or process and this extends across 
the whole industry. For example, the purchase of building materials nor
mally includes delivery; double glazing, kitchen and bathroom, and other 
domestic contracts increasingly include installation as well as the sale of 
units; while at the macro end, design and build contracts normally in
clude the whole process from initial commission to commercialisation of 
the finished facility. The converse - of itemised pricing - is still exten
sively required and remains the norm in public service and government 
contracts (see Figure 4.4). 

Other factors 

Stakeholder pressures 

Implications for pricing are as follows and have to be reconciled: 

• Staff: expect levels of charges to reflect the drive for long-term, se
cure and profitable work that, in turn, secures their future employ
ment prospects and economic well-being. 

• Shareholders: expect annual reports and other published materials 
and commentaries to show levels of short-term profit and perfor
mance that enable dividends to be paid and increase the value of 
the shares. 

• Customers, consumers and clients: expect to pay prices that are 
sufficiently low to give the perception of good value, and sufficiently 
high to secure the long-term future of the contracting organisation 
so that after-sales, maintenance and new product or project work 
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Figure 4.4 The pricing process: summary. 
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3. Total service 

\ 
Contract 
agreement 
and single 
price 

/ 
may be provided as necessary or desirable - and this applies to all 
construction activities. 

• The community: communities consider this from three points of view -
(a) for public service projects that they are receiving adequate and 

good-quality facilities and infrastructure in return for expendi
ture from taxation; 

(b) for commercially commissioned projects that they enhance the 
range of commercial, social and domestic choice and general 
quality of life; 

(c) that all activities, macro or micro, public or private, enhance 
the general prosperity of the community. 

Communities also generally expect that all construction activity will 
enhance the quality of their environment, the quality of working, 
social and domestic life, and provide them with an area of which 
they can be proud. These are indirect pressures on price but never
theless reflect both general and specific expectations. 

• Client pressures: the two extremes of this are - that the client has 
absolutely no leeway on price and the job is therefore done to whatever 
quality the price level can achieve; while at the other extreme, the 
client will pay whatever price is necessary to ensure that the desired 
quality of finished product or facility is obtained (see Figure 4.5). 

Between the two extremes, there are some useful indicators: 

• if the price is too low, nobody of quality will be attracted to do the 
work; 

• if the price is too low, it is impossible to expect high-quality work in 
return; 
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Figure 4.5 Client pressures. 

• if the price is too low, good contractors will be only attracted to 
work through the certainty that the contract will lead to further work 
for which realistic prices can later be charged; 

• if the price is too low, there is likely to be a knock-on effect of 
dissatisfaction on the part of all those who are to use the finished 
facility in the long-term; 

• the higher the price, the greater the client's perceptions and expec
tations of the quality of finished facility, service and support from 
the contractor; 

• the higher the price, the greater the level of perceived demand that 
the client may be expected to make on the contractor. 

Methods of payment 

Virtually the only universal factor across the industry is that a proportion 
of the price is paid only upon satisfactory completion of the work or 
contract. This proportion varies from 30% to 100% according to the nature 
of the work, the provisions of the contract and client expectations. Some 
illustrations are given in Summary Box 4.3 and there are also implica
tions for this in Summary Box 4.6. 

The received wisdom is that a deposit or down-payment engages the 
client's commitment and also places a value on the work and on the 
contractor. Retention of a proportion also ensures that the work is done 
to the client's satisfaction. Staged payments may also be included - at 
their most positive, they reflect the continuing mutual commitment; and 
some contractors include them in order to ease cashflow problems when 
they are able (see Summary Box 4.3). Increasingly, the latter is being 
seen as an obligation of being in the industry in the first place across all 
its sectors, and clients are less happy to do this for this reason. 
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Staged Payments: Examples 

Final 
payment 

Architecture and 25% upon agreement 25% of modification 50"/..-75% on receipt 
design (possible) of approved design 

Town, country and 25%-50% at 
environment commission 
planning 

Double glazing 33% at commission 

Design and build (a) 25% 
(b) None 

Civil engineering 10% 

33% when work 
starts (possible) 

May range from 0% 
to 50% 

(Possible) 10% at 
each of up to four 
stages (accord i ng to 
nature of contract) 

50"/0 upon acceptance 
of report/design 

33%-66% upon 
completion to 
satisfaction 

(a) 75% upon delivery 
(b) 100% upon 
delivery 

50%-90% 

Private finance Nil - down-payment Nil Costs recouped 
through servicing initiative and only 

other partnerships 

Quantity surveying Free initial 
consultation 

Consultancy Free initial 
consultation 

finished facility 

(a) Nil (a) On completion 
(b) Engagement fee in (b) Balance 
some circumstances (c) 50%-90% 
(c) 10%-50% 

(a) Nil 
(b) 10%-50% 

(a) On completion 
(b) 50%-90% 

Agency work 25% on commission 25% on 50% - (a) after 6 

Relationship with demand 

appointment/interim months' satisfactory 
report/acceptance of work, (b) on 
work of agent satisfactory 

completion of work 

Organisations that have too much work chasing too few of their own 
resources, find themselves under pressure to put up their prices. This is 
fair enough, though there are caveats. The most important is client knowl
edge and understanding. It may be that the current client base only 
exists because of the current price, quality and value offering and that, 
if one element changes, the client may go elsewhere. 

On the other hand, putting up the price may attract clients who per
ceive that they are now going to get enhanced quality and value as the 
result; or it may open up whole new sectors that were previously not 
considered by particular contractors because the prices were perceived 
to be too low to give quality of service. In the short-term, this may lead 
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SUMMARY BOX 4.4 Differential Pricing: Examples 

• Double glazing: any seven windows for £995; buy seven windows 
and two doors included free; have the work done now and nothing 
to pay for 3/6/12 months. 

• Domestic products: kitchen/bathroom/bedroom fittings - buy the units, 
free fitting; price levels include fitting in 7/28 days. 

• Building products: brick, sand, cement - buy the products, free de
livery; bonuses for early delivery; flexibility on contract work and just
in-time arrangements. 

• Civil engineering: project delivery to include land and environment 
restoration, infrastructure, access; bonuses for early completion; may 
also include a commitment to hire a certain proportion of local labour. 

• Speculative house building: houses to include carpets, curtains, kitchen, 
other furnishings free and to choice. 

• Speculative office/factory/industrial estate development: facilities to 
include carpets, heating, lighting, telecommunications, other fitting out 
on demand and free. 

In these cases the prices are used as part of the promotional and pre
sentation effort. It is a common feature of consumer goods marketing and 
this indicates that industrial and commercial marketers are now looking 
much more widely at commercial pricing concepts. 

to enhanced expectations; in the long-term, it may lead to dissatisfaction 
on the part of the new client or potential client base when the contrac
tor finds itself unable to satisfy the increased level of demand. 

Above all, this underlines the need to ensure that market knowledge 
and understanding are kept completely up-to-date so that any changes 
in expectations or sensitivity to price change are fully understood before 
changes are made. 

The converse is also true - an organisation that has too little work is 
likely to be under pressure to bring its prices down. This is only sustain
able if: (a) the lower levels of price reflect a long-term sustainable, vi
able level of business; and (b) if that is what the market wants. It may 
be, for example, that a market does not want lower prices but rather 
enhanced quality or attention to deadlines. 

Again, the new levels of price may attract new customers and clients, 
and open up new sectors that have then to be satisfied. And, further, 
inability to do this will cause medium to long-term dissatisfaction - and 
therefore the price reduction becomes unsuccessful. 

Price stability 

Within their own constraints, clients expect price stability. They also ex
pect contractors to be able to do the work to the agreed levels of qual
ity and satisfaction once a price has been agreed. 
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It is true that contractors may go in at low prices, either to penetrate 
a new market or because it is better and more cost effective to work at 
a loss than not to work at all. Having said that, client bases do not 
expect wild price variations and these can and do lead to discontent 
and dissatisfaction. Especially among those who have been charged high 
prices, there is dissatisfaction once these clients get to hear that the 
contractor is prepared to do the work at a lower price elsewhere. Also, 
if a contractor carries out an initial project at a low price in the certainty/ 
expectation that future work will attract higher prices, this should at least 
be understood if not specified. Such agreements are made between 
organisations - the negotiations are carried out by people. People change 
and, when this happens, the new individual may have neither the knowledge 
nor the inclination to honour anything that is not specifically contracted. 

Target pricing 

Target pricing is possible as the result of complete market knowledge. It 
enables contractors to package and present their products, services and 
expertise in ways familiar to the target market - and to price accord
ingly. This again is a form of differentiation and also enables one way 
around any problems caused by perceived price instability and variations 
among the market at large. 

Geographical and regional factors 

These have to be taken into account when proposing to work in particu
lar areas and regions. Such factors include: levels of general prosperity; 
levels and nature of economic activity; the ability of the area to attract 
government and other public finance; the willingness of those in auth
ority - both public sector and commercial contractors - to pay particular 
charge levels; and general levels of demand in the region or area for the 
particular product, services and expertise. It is also necessary to assess 
the availability of skilled labour in the particular area - if this is not 
present in sufficient quantities, then it will have to be brought in, and 
casted into the project. In some cases, for example when working in 
isolated areas, unskilled labour may also have to be brought in for the 
duration of the work. Knowledge and understanding of these factors enable 
a realistic assessment of possible price levels to be made prior to choos
ing to work in the area. 

Political pricing 

This involves reference to specific national and local government priori
ties and enables again, a realistic view of the short, medium and long
term opportunities and returns. 
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This also means reference to specific lobbies and pressure groups. For 
example, it may be possible to bid for government and local government 
contracts at prices that politicians are prepared to pay but which are 
nevertheless unacceptable (especially unacceptably high) to the public at 
large. Less frequently, public bodies may seek to commission projects at 
prices that are so low that informed public opinion and other lobbies, 
especially mass and specialist media, pronounce that the finished facility 
cannot possibly be of any value. 

Moral pricing 

In price terms, moral dilemmas arise when: 

• There is an overwhelming need for a specialist facility or service 
very quickly and the client is prepared to pay almost any price. The 
contractor's decision is then based on whether to overcharge vastly 
on the basis that it will never work with the client again or to resist 
the temptation on the basis that it may be the introduction to a long 
and profitable relationship. 

• To do the job at a good price might help the founding of a longer
term relationship. 

• To do the work at a normal or reasonable price might be good pub
licity because the facility is important to the community, and to over
charge in this one case is certain to be seen as taking advantage of 
someone's specific pressure. 

Parcel pricing 

Parcel pricing occurs where several contracts are offered to, or won by, 
one contractor for a single overall price. Within the parcel there will 
invariably be individual elements that operate at a loss when seen in 
isolation but which are compensated for by the advantages of the other 
parts of the total volume of work. The advantage to the client is the 
ability to agree a variety of work with a single contractor; the advantage 
to the contractor is the ability to develop and demonstrate a variety of 
expertise, flexibility and customer responsiveness which may lead to ex
tension of the working relationship. 

Figure 4.6 is a useful indication of the relationship between the hard 
(income) and soft (presentation) factors that have to be addressed in 
establishing realistic and sustainable levels of price. It is useful to make 
the point that negative perception does not necessarily lead either to income 
loss or loss of work. Much work that has a negative connotation is never
theless essential and regularly contracted (see examples in the figure). 

There is a direct correlation, a clear relationship, between high levels 
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of charge and positive perceptions; and the converse of this is that, when 
the positive anticipations and satisfaction levels are not forthcoming, there 
is a very quick decline in the quality of contractor-client relationship. 
This indicates one view of the concept of overcharging which is a client 
behaviour reaction where prices are high, but where there is no supporting 
perception of prestigious association or high quality of work. The position 
may be sustainable for some time by the contractor where substitutes 
and alternatives are not available. The position for the contractor can only 
become easier if it pays attention to the more positive perceptual issues. 

Other aspects of price 

The following points also need to be understood - they have specific 
applications to different parts of the industry: 

• List pricing: akin to tagging and of a special significance to building 
products, domestic and commercial fittings and furbishment. List pricing 
gives clients the opportunity to browse and prospect and also ena
bles other features such as design and installation to be demonstrated 
- for example, when presented as an illustrated catalogue or in a 
showroom. The weakness is that it gives the impression of inflexibil
ity. This may cause buyers to be drawn to potential contractors and 
suppliers that give a greater impression of flexibility. 

• Discounting: this is offered as a part of contractor-client relation
ships as follows -
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(a) regular and agreed discounts for regularity, value and volume 
of business; 

(b) as part of a broader pricing strategy, such as penetration or loss 
leadership, with a view to gaining a foothold with the new cli
ent or sector; 

(c) for building products and domestic and commercial fixtures and 
fittings akin to seasonal retail sales, either to generate interest 
or cashflow; to improve trade volumes; or to clear old stocks in 
preparation for the new; 

(d) as part of a pilot project or in return for other benefits - for 
example, a contractor may agree to build six houses to a par
ticular design and price to see what happens in the market in 
return for a guaranteed higher level of price if the scheme is 
successful and leads to future work; or a contractor may carry 
out a public project free or very cheaply in return for a longer
term commitment to work provision; 

(e) perceived discounting which is where the discount is used very 
much as the promotional effort, meaning that rarely, if ever, is 
the full price actually charged; 

(f) where the contractor offers discounts in return for early settle
ments of accounts. 

• Trade pricing: this occurs where organisations in a sector all set the 
same (or very similar) price levels. The strength of this approach is 
that everyone knows the sector price structure and this means that 
competition is on other factors, e.g. design, appearance, access, service 
and speed. The main weakness is that it leads to complacency. It 
should also be noted that price fixing agreements are illegal in the 
UK and the EU; they are considered to be a restraint of trade. This 
form of price fixing is called a cartel. 

It is also true that where trade pricing has existed for a long while, 
the industry becomes susceptible to new entrants who can produce 
the same or equivalent product/services to a greatly reduced cost 
base - and, therefore, with greater flexibility of price. This also hap
pens to a lesser extent where one of the existing members suffers 
losses and takes unilateral action to break the trade price. 

• Skimming: skimming is where there is an opportunity to take short 
and medium-term enhanced profits. The strength of the approach is 
in generating immediate and sometimes continuing income, and is 
quite legitimate provided that the sector is willing and able to sus
tain and support it. It has to be seen in the context that: it should 
never become a cause for softness or complacency just because en
hanced levels can be generated; that it is certain to make the mar
ket attractive to potential entrants; and that volume, quality and service 
levels must still be improved and enhanced wherever possible be-



Price 97 

cause the client base will look around for alternatives and substitutes. 
• Expert pricing: clients are prepared to pay well for expertise pro

vided that the expertise delivers what is promised, indicated or in
ferred. High charges therefore indicate high levels of expertise and 
the converse is also true. Low prices indicate low levels of expertise. 
There are caveats to this - the actual price level: this has to be 
sustainable by the sector (e.g. there is no point in a consultant charging 
£200 per hour if nobody takes up the service); and it is a key in 
deciding to vary price levels in relationship to the specific sector 
served (e.g. the same consultancy may charge £200 an hour to fi
nancial institutions and £40 an hour to the voluntary sector). 

Conversely, it is no use charging £40 per hour to a sector with a 
view to gaining a foothold if the sector perceives that anyone who is 
any good will be charging £200 per hour. In this case, penetration 
pricing is likely to be in the order of £160 to £180 per hour and 
allied to other differentiated activities. 

• Price of other experts in the sector: which may vary widely ac
cording to the differing nature of the expertise, i.e. planning, design, 
architecture, geotechnical drainage, structural engineering, quantity 
surveying, facilities management and project management consultan
cies may all be able to charge different fees according to their own 
expertise or may have to work at least within a broad framework. 

• Balance of power: this refers to the ability of the contracting organ
isation to set a prescribed fee level and to attract the expertise of 
the required quality at the appropriate times to carry out work for it. 

• Price cuts: price cutting is attractive to clients on the face of it, 
simply because they will be paying less for their products and serv
ices. The problems with price cutting are: that they may not be sus
tainable for any length of time, and this is certain to result in client 
disappointment; that everyone else in the sector may follow the leader 
which puts even more pressure on the first cutter, especially where 
that organisation has made the cut to give it a sustainable advan
tage; that the cut is allied to a decline in quality, volume and value 
of product, project and service. 

Cutting is therefore only sustainable in the long term where it fol
lows or runs alongside improved cost efficiency and effectiveness. 

• Price rises: there come points at which these have to take place. 
The issue therefore becomes, not that the price will go up, but when 
and by how much. It can be related to enhanced and improved 
quality and value of service provided that is what the client base 
wants. Large jumps in price may be made infrequently which tend 
to give the client base an initial jolt but then allow a new stability to 
develop. Price rises may be phased in gradually. They may be nego
tiated and agreed for continuing work with long-term clients and 
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this is legitimate provided that the broader quality of relationship 
can be sustained and enhanced. 

As indicated above, price rises may also be decided on in order 
to take the organisation upmarket and into higher-quality, higher
value work. In this case, the new levels of charges will be sufficiently 
high to attract a new client base to the organisation. However, this 
has clearly to be conducted alongside other marketing activities that 
underline and enhance the real and perceived quality of work that 
is to be carried out in the future. 

PUBLIC SECTOR CONTRACT PRICING 

This is to be seen in the long term for the following reasons: 

• Where there are price constraints, where contracts are awarded over
whelmingly to the bid that offers the lower price and where a price 
is set for the work to which anyone wanting to do the work must 
exceed. The decision to take part is based on whether or not the 
contractor wants to be a public service contractor. If this is the case, 
it becomes one of the rules of engagement and the pressure is therefore 
placed on the particular organisation to structure itself in order to be 
able to do the work in this way and within these constraints. 

• Where there are specific quality constraints that have to be accom
modated within the price, such as those beginning to be used by 
HM Treasury and other central government departments. 

• Where the cost of the work is borne entirely by the contractor, and 
only to be recovered from making charges to the end-users of the 
project or facility (e.g. as with private finance initiative projects). 

• Where funding is not a problem, where there is plenty of public 
money, where the first priority is to get the particular facility built 
(almost regardless of cost). It is tempting (as shown earlier) to en
hance the price, especially where recent previous work has been 
carried out under severe restraint. This has to be seen in the context 
again of deciding whether to be a long-term player in the sector and 
therefore as a step to securing the long-term future. When the work 
is heavily demand led there may be scope for the contractor to se
cure further work in return for reducing the price; if not, then the 
decision can be taken to do the work for the maximum possible 
price. 

• There is scope for greater price flexibility in some circumstances. 
This occurs towards the end of public bodies' financial years when 
work has often to be commissioned quickly in order to use up re
sources that would otherwise be lost. It also happens when govern-
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ment departments delegate resources to a local management body 
for a specific project (e.g. an NHS Trust delegating resources for a 
new hospital; Department of Transport using a motorway or rail contract 
as part of opening up or regenerating a depressed area), and this 
often includes part of the spin-off work that is generated in turn 
(e.g. other health trust work in the hospital case; other infrastructure 
work in the motorway or rail case). 

It is also essential to recognise the threats and instability inherent in 
long-term pricing in seeking and securing public service contracts. There 
is so much outside the control of the contractor. At the top of the list 
comes the client's political pressures - as political control of public serv
ices changes, so does the attitude and approach to the industry and can 
include: 

• whether or not to use local, regional or national contractors; 
• whether or not to use foreign contractors; 
• whether or not to place specific contract compliance constraints (e.g. 

the percentage of local labour to be used; training agreements; un
ion recognition); 

• the nature of the fund or budget from which the work is to be paid 
for, e.g. a UK government department budget may be heavily con
strained, but if the work can be paid for by the lottery fund there is 
much less limit (e.g. the UK national stadium could not be funded 
by the Department of the Environment but is being paid for by the 
lottery fund which has plenty of money); 

• whether or not to use in-house provision (especially important in 
local government and health service contracting); 

• whether to engage in a partnership akin to the private finance initia
tive or other equivalent - whereby the contractor and client work 
in a joint venture or whereby the contractor underwrites and pays 
for all the work in return for being able to charge for its subsequent 
use. 

Related to this is the propensity of politicians to change their mind 
and direction unilaterally and often without reference to, or consultation 
with, the contractors. A long-term relationship with the public body has 
therefore to be seen in a very broad context. While in the past, during 
periods of public sector growth, it was possible to be a mainstream long
term public service provider, such a point of view is not sustainable at 
present in the UK without reference to these constraints (see Summary 
Box 4.5). 
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SUMMARY BOX 4.5 Public Service Contracting Constraints 

The following have also to be considered when contemplating working 
for - and pricing work for - public bodies: 

• Cancellation: especially unilateral cancellation; requiring the broad
est possible view of the political situation. 

• Moratoria: considering the length of delays or contract freezes that 
may be engaged in and the reasons for these. 

• Short termism: the ability to respond to short-term pressures, espe
cially towards those indicated in the main text at year end. 

• Lobbies and vested interests: which may heavily influence such things 
as media coverage of works; examples of these are illustrated else
where in the text. 

• Pressures from elsewhere: which arise, for example, as the result of 
a politician perceiving that greater quality, expertise and value can 
be secured from Japanese/French/German/South African contractors. 

• Too many contractors chasing too little work: very attractive from a 
political point of view, as it is perceived to enhance competition. 

• 'If you don't want the work then there are plenty of companies 
that do': this point of view is a mark of extreme disrespect and lack 
of value, and any future contractor-client relationship engaged in with 
bodies that exhibit this point of view has to be seen in this context. 

• Expertise-influence: as stated elsewhere in the book, many public 
contracts are awarded by persons of great influence but little knowl
edge or expertise concerning the industry itself. 

CONCLUSION 

The key to effective pricing is therefore understanding. For any activity 
there is no absolute correct level of pricing or price fix other than that 
which will sustain the long-term security of profitable activity; and be
cause of the current and envisaged nature of the industry, this has to be 
a matter of constant review. On the other hand, there is clearly an in
correct approach, and this is where prices are plucked out of the air or 
established as the result of perceptions and received wisdom only, rather 
than on a full analysis of the organisation's position and capability, and 
the capacity and willingness of the market to sustain particular charge 
levels. 

Understanding is achieved as the result of considering each of the 
factors and elements indicated in this chapter. Where success is achieved, 
reviews can then be carried out to assess why the pricing policy was 
successful and to build on this for the future. Where failure was the 
outcome, where prices were set at the wrong level, this too can then be 
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SUMMARY BOX 4.6 Pricing Differentials 

One very famous geotechnical consultancy is in the habit of charging a 
fee of £2600 per day to its clients. It has just recently opened up a major 
new sector of work. The company is held in very high regard in this 
sector and, if it gets the price right, it will secure a highly profitable range 
of activities that the particular company can easily sustain. 

The sticking point is on price. The new sector is used to paying be
tween £1000 and £1500 per day for these services. The company is therefore 
in something of a quandary: whether to stick to its normal pricing policy 
for the new sector and take a bit of a chance that their other qualities 
will secure the work in any case; or whether to reduce its fees in order to 
meet market expectations. If it does this, it may face specific questions 
from its current range of clients about their existing pricing levels. 

The option of keeping the matter a secret would, by common consent, 
not be viable. People move regularly around the sector, and charge levels 
- together with other business practices - are common sectoral knowledge. 

There is no right answer. A company will decide from its own justified 
point of view the right approach to take. It is however a useful illustration 
of the problems of differential pricing. The strength is that it gives the 
opportunity to maximise and optimise resources, to break into new areas 
of work, and to match price with the combination of demand and expec
tation. The weakness is that those who are charged the higher rate inevi
tably come to wonder whether they are being overcharged for a product 
or service that is self-evidently available at lower rates. 

worked back to assess where and why mistakes were made so that these 
can be remedied for the future. 

The final point to make is to ensure that price is seen in the context 
of the complete marketing mix. It is the meeting point of contractor and 
client and, from an economic point of view, the basis of agreement to 
work. Even when a contract is awarded purely on price however, the 
client has still to be satisfied that the contractor is able to carry out the 
work to the required quality and value, and this is actually based on 
knowledge and understanding of the other factors (whether stated or 
not) including reputation, past history, track record, known and perceived 
expertise and capacity. 



5 Product 

In marketing, product refers to the totality of the offering - and this 
usually includes services offered by the contractor in support of the physical 
product. A comprehensive definition is given by Philip Kotler as follows: 
'A product is anything that can be offered to a market for attention, 
attraction, acquisition, use or consumption.' (Kotler, 1993). 

For the construction industry, products are: 

• Physical: houses; public and commercial facilities; infrastructure; build-
ing products. 

• Services: expertise; consultancy; design. 
• Persons and reputation: Richard Rogers, Norman Foster. 
• Names: McAlpine; Mowlem, Laing, Tarmac, Ove Arup; Everest; Jewson. 
• Ideas and proposals: urban regeneration; regional development; 

competitions. 
• Essential: water, gas, electricity, telecommunications, transport facilities. 
• Highly desirable: schools, hospitals, shopping and leisure centres. 
• Desirable: environmentally secure; adaptable. 

PRODUCT LEVELS 

The following product levels may be distinguished. 

• Primary benefit: identifying the product's primary function. For ex
ample, the primary purpose of building a dam is to provide water 
for a specific area; and the commissioner of the dam project is buy
ing a water supply. 

• Generic product: this is a more general definition of the area of 
expertise. As examples, civil engineering is concerned with combin
ing steel stock, concrete and other primary materials into facilities. 
Design is the production of the client's vision of the future. Consul
tancy is problem solving. 

• Expected product: this relates the product to the client's expecta
tions. It is a set of attributes and qualities normally expected by the 
client when the work is commissioned. For example, completion of 
a road contract is expected to sustain traffic flows in the medium to 
long term. A sports centre is expected to include swimming pools, 
games facilities, recreation and leisure areas. A house is expected to 
be cool in summer, warm in winter. Problems solved by consultants 
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are expected to take account of foreseeable future circumstances, 
rather than substituting one set of issues for another. 

• Differentiated product: this is where the product is distinguished 
from those offered by other players. For example, a double glazing 
company includes free fitting or security locking; a building products 
company offers free home or site delivery; a civil engineering com
pany undertakes to use a percentage of local labour for the duration 
of its activities. 

In the domestic and commercial building sectors, differentiation is 
being heavily developed by some companies; and includes the in
stallation, servicing and staffing of safety and security systems; main
tenance; furbishment, refurbishment and upgrading; and transport 
access. 

• Product potential: this is the fullest consideration of all the uses to 
which the product may possibly be put in the future. For example, 
in the future, a multistorey car park may possibly be transformed 
into offices or factory units; office and other commercial construc
tion may possibly be transformed into domestic accommodation in 
the future. 

• Product identity: this is the production of something to the client's 
satisfaction which also meets the contractor's needs to be identified 
and associated with a long-term enduring and highly successful project 
(see Summary Box 5.1). 

• Product integrity: this is the sum of all the features and properties 
of the product and related to the purpose for which the client has 
purchased it. It is a combination of total product performance with 
a full understanding of the total effects on the client's future well
being, the effects on the end-users and wider general public and 
professional perception and reception (see Summary Box 5.2 and 
Figure 5.1). 
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SUMMARY BOX 5.1 Product Identity 

In the UK and much of the Western world, the building and construction 
industry has traditionally been product rather than client led. In this con
text, the consequence has been a tendency to present the contractor's 
distinctive expertise and format as available for choice and consumption 
rather than by the client base; the physical products rather than the ex
pertise and capability were the driving force. 

In situations where there is too much work chasing too few providers 
this is less critical, at least in the short to medium-term. 

From a marketing point of view however, the product has to meet the 
client need rather than contractor willingness or familiarity. The output 
must be that product service or finished project first meets the client's 
needs. Any specific need on the part of the contractor for identity and 
recognition has to be harmonised with this. 

Example: A38 river crossing at Plymouth 
This project, undertaken in late 1993, is a shining example of how to 
meet both contractor and client product needs. 

The A38 road bridge across the River Tamar needed replacing. The 
traditional approach would have been to have closed the bridge off, dis
mantled it and erected a new structure. In the normal course of events, 
this would have involved the road being closed for several months; traffic 
would have had to have been re-routed, causing considerable congestion 
elsewhere. 

Following consultation between the client (Department of Transport) 
and the contractor (Balfour Beatty) a different approach was taken. Balfour 
Beatty built the new bridge at the side of the River Tamar. When it was 
completed, they arranged with the client to close the road down for one 
weekend only. Huge cranes were put in place; and these first severed 
and lifted the old bridge away from the existing road and were then used 
to install the new bridge in place. 

Everything worked according to schedule. And - more importantly -
both contractor and client needs were met. The client received the fin
ished facility, capable of sustaining traffic flows for the foreseeable future; 
and this was achieved with three days' disruption only. The contractor 
received widespread coverage, both national media and professional press, 
for its expertise; and the bridge now stands as a monument to this 
achievement. 
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SUMMARY BOX 5.2 Product Integrity: Compromises 

The following are examples of where product integrity has been compromised. 

The Great Wall of Hulme 
This was a housing development constructed in the 1960s on the western 
edge of the city of Manchester. It was designed to rehouse up to 30,000 
people as part of a wider programme aimed at transforming the poor 
residential parts of that city. Those who came to live in the Great Wall 
were to be removed from the houses built in the 19th Century, endless 
terraces of back-to-back and wall-to-wall basic housing. 

The Great Wall was so called because of its appearance and structure. 
It consisted of four blocks of 3000 two and three-bed roomed flats and 
maisonettes. Each was ten storeys high and 1000 yards long. 

From the client's point of view it had the following attributes: it was 
good value (cheap); it would be straightforward to build; it would satisfy 
the declared political aim of rehousing a large number of people; it would 
release land for other activities and amenities; and it was part of a wider 
plan (that of transforming the city of Manchester). 

From the contractor's point of view it provided a substantial amount of 
work and (if successful) the chance to become the leading exponent of 
this kind of development. It brought extensive furbishment, furnishing and 
house-fitting work, and subcontract infrastructure (water, electricity, tele
communications and access). 

The users' point of view was never considered. There was no understand
ing of life in the long-term in such a facility. No amenities, living and leisure 
facilities, or factors concerning the general quality of the environment were 
ever provided. This was partly because the client subsequently became un
willing to invest further in the project, partly because it became clear during 
construction and from academic and industrial studies that what was being 
created was a social and environmental disaster. Notwithstanding, the project 
was completed and people were duly housed in the blocks. The facility had 
a useful (if that is the word) life of 14 years, after which it was demolished. 

The Pergau Dam 
The Pergau Dam was commissioned in 1985 and constructed during 1987-
91. The stated purpose of this project was to secure the water supply to 
a large part of central Malaysia. It was arranged with the support of both 
the UK and Malay governments, and was subsidised by the UK govern
ment as part of its overseas aid project. 

It ran into trouble for four reasons. The first of these was the consider
able negative impact on the environment where it was built. The second 
was that it did not do the job for which it was commissioned - its impact 
on the security and quality of water supply was negligible. Thirdly, the 
price of the project rose considerably and this led to an argument be
tween the contractor and the governments of the UK and Malaysia over 
who should pay the difference. The fourth - and most notorious - reason 
was that it was tied into an armaments deal between the UK and Malay 
governments - the dam would only be built if the Malay government 
took a particular volume of military hardware at the same time. 
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Special treatment 

This is concerned with product delivery or project completion. In the 
marketing of consumer goods 'special treatment' is that which 'delights' 
the customer. It consists of benefits such as: free teletext on all TV sales; 
free packet of video tapes with video recorders; free reception with the 
sale of a wedding holiday package. Provided such benefits come as ex
tra, are targeted at the anticipated needs of the customer and are of the 
same high quality as the product itself, they are highly positive, highly 
distinctive and highly desirable benefits. 

In construction, examples of special treatment are: 

• Builders: garden layouts; carpeting and cur,tains; kitchen, bathroom 
and bedroom furnishings. 

• Civil engineering: site refurbishment and replacement; staff train
ing; hiring local labour; giving access to schools and colleges; provi
sion of landscaping/open space. 

• Architecture and design: choice of designs; early delivery; exten
sive customer liaison. 

• Building products: instruction in how-to-use (domestic); precise guar
anteed delivery times (industrial and commercial); after-sales service. 

• Consultancy: a range of answers and options plus full briefing on 
each; maintenance manuals; cost-benefit studies. 

PRODUCT CONFLICT 

The demands and needs of the contractors, clients and end-users of any 
facility or project are different and have to be reconciled. Where this is 
not achieved, product conflict exists. 

Architects produce designs to enhance their reputation for quality and 
innovation; to make a distinctive mark; to secure their next commission. 
They may also have specific targets to work to - for example, if the 
design commission is to be secured by competition, they have to satisfy 
judges who may be influenced by the need for controversy, distinctive
ness - and, therefore again, enhanced reputation. 

Builders/contractors and civil engineers/architects produce the finished 
item and have to deliver to the satisfaction of the client. This always 
means reconciling design and appearance with materials usage, facility 
requirements, durability, longevity and potential flexibility. They also have 
an eye on producing something that is a monument to their innovation 
and expertise - and which, again, may influence potential clients. 

The clients have first to reconcile what is within their control and 
what is not. Those who commission public projects are invariably constrained 
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by cash restraints, often imposed by government and over which they 
have little or no influence. They may be obliged to take the winning 
design from a competition - whether or not they want it. They may (and 
do) often have no particular knowledge of the matter - only that they 
are charged with the responsibility of commissioning it. They may (and 
do) have political, social and environmental considerations, and have to 
respond to and accommodate these pressures. Clients may also expect 
after-sales service, facilities management and flexibility of usage as part 
of the product (see Figure 5.2). 

There is, therefore, immediate potential for conflict and this can lead 
to a loss of focus on the part of each or all of these players (see Sum
mary Box 5.3). Clearly, the greater the clarity established at the outset, 
the greater the likelihood of successful activities. 

SUMMARY BOX 5.3 Product Conflict: Other Players 

Other players also have their own views. National and professional insti
tutions, such as the National House Building Council, the Chartered Insti
tute of Builders, the Royal Institute of British Architects, the Institution of 
Civil Engineers and the Royal Institution of Chartered Surveyors, expect to 
see work that is exciting and innovative, and which also meets the quality 
and value standards that they set for the industry as a whole. They have 
a general role in promoting the interests of the industry; and may also 
have to become involved in reconciling the differences of interest indi
cated above. 

• Quantity surveyors: the product of quantity surveyors is their accu
racy and attention to detail. This concerns their estimating and deliv
ery expertise, materials quality and access to sources, cost management, 
construction procurement and contractual matters. 

• Consultants: the product of consultants is their expertise. This in
cludes relating to the specific matters in hand; and also personal and 
professional qualities of flexibility, creativity, innovation and quality 
of problem solving. 

• Planners: the product of the planner is the environment created at 
the end of activities. This includes expert public and media percep
tion and acceptance, as well as the 'hard' use of the environment 
and quality of life achieved. 

• Subcontractors and agencies: their product is satisfying the main 
contractor. This includes the presence and application of their exper
tise; in many cases, this also includes their capacity for problem solv
ing. It has reference also to the speed with which they are available 
and the quality of work that is produced. 
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PHYSICAL 

• Exclusive homes 
• Lack of flexibility 
• Overseas projects 
• Materials quality 
• Shortfall in product, 

project support and services 

High PERCEPTUAL 

Low 

• Influential figures, political pressures 
• Designer-builder 
• Builder-user 
• Present user-future user 
• Present perceptions-future perceptions 

• Domestic/local commercial facilities 
and homes 

Figure 5.2 Product conflict potential. 

Other features 

Other features of the construction industry product are: 

• Environmental effect: new or proposed initiatives have to be recon
ciled with the existing built and rural environment. They have to be 
presented in terms that acknowledge this and re-emphasise the ben
efits to the locality and its community. 

• Specific blight: this refers to specific problems - traffic and pedes
trian re-routing and diversions, dust, site access and delivery - and 
their effects, especially on those things important to the particular 
locality and its people. Continuing domestic and existing facilities 
access have especially to be considered. 

• Public acceptance: this means viewing the product in terms of its 
uses to those directly affected and also to anyone else who may be 
affected in the future. 

• After-sales: this is more straightforward where there are industrial 
standards, legal guidelines and guarantees in place (e.g. National House 
Building Council (NHBC), Glass and Glazing Federation (GGF)). It is 
less straightforward when -
(a) an after-sales agreement is not specified in the contract; 
(b) an after-sales agreement is specified in the contract but does not 

pin down specific responsibilities (e.g. is a subsequent problem 
concerning a drain the responsibility of the main contractor or 
the drainage subcontractor?); 
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(c) an after-sales agreement does pin down specific responsibilities, 
but where those who carried out the particular work are hard 
to trace and engage; 

(d) specific responsibilities are pinned down, but where the prob
lem does not fit easily into one of the specified areas (i.e. the 
unforeseen circumstance); 

(e) specific responsibilities are pinned down but no future timescale 
is given. 

• Long-term effects: organisations that build for one era may be wel
comed with open arms as providers of work, housing, amenities and 
facilities. As public perceptions and expectations change, all this is 
forgotten and the company is remembered only as being entirely 
responsible for something that has degenerated into blight and environ
mental destruction. 

• Reconciling the product with its environment: this occurs, for ex
ample, where a contractor is commissioned to build a hospital in an 
area known for its lack of easy access. The first problems are traffic 
congestion caused by the contractor's requirement for workforce and 
site access, deliveries and plant usage. Subsequent problems are ap
parent when the finished facility comes into use - and for a hospital 
requiring absolute speed of access in case of emergencies, this is 
potentially very serious. Any potential clash, conflict or incompatibil
ity of usage with adjoining or neighbouring facilities has therefore to 
be prescreened effectively. 

Architects and planners may be asked by clients and potential cli
ents to draw up plans for particular schemes, knowing that they will 
create a form of domestic and environmental blight once it becomes 
known that proposals are in hand - and that if they do not do this 
work, it will nevertheless be given to someone else. This is most 
common when bypass and motorway schemes are being mooted. If 
not handled properly, house and land values in the vicinity can col
lapse; while land values along the proposed route may sharply in
crease (see Summary Box 5.4). 

• Perceived benefits: benefits accruing from a project that are obvi
ous to a client or direct user are not always apparent to non-users. 
The benefits of a project have not only to be apparent, they have to 
be known and understood to be apparent by everyone who has any 
form or level of involvement or interest. Fundamentally, rationally 
sound projects and products fail because positive attitude, image and 
response have not been engaged, not because the project itself has 
no value or merit. 
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SUMMARY BOX 5.4 Reconciling the Product with its Environment: 
the M20 and the Channel Tunnel Rail Link inKent 

Between Ashford and Maidstone, the route chosen for both of these projects 
was largely the same. However, perceptions and acceptance of each was 
very different. 

The Channel Tunnel rail link (as documented elsewhere) was the sub
ject of long and bitter campaigns against it - and these campaigns were 
based on facts, half-truths, myths and legends surrounding: noise levels of 
the trains that would be using the link; general environmental blight; 
opposition to the Channel Tunnel itself; and environmental destruction. 
On the other hand, the M20 went through by common consent and without 
opposition, in spite of the fact that the finished facility produces: pollution 
caused by traffic fumes, noise and lighting; property price blight for those 
who live near to the motorway; and the 'eternity' of the motorway itself. 

From a marketing point of view, the acceptance of the one and the 
rejection of the other is down to the relative ability of both contractor 
and client to satisfy the perceptions of those affected by the value of the 
finished facility. The motorway was perceived to bring benefits of con
venience and access that outweighed the blight. No such benefits were 
made apparent concerning the rail link - and this is in spite of the fact 
that noise and pollution levels would not be nearly as high as those gen
erated by the motorway; that work would be brought into the area at 
least during construction; and that the finished facility would open up 
opportunities for long-term work and economic improvement along the 
route once it was completed. 

• Political factors: these occur most commonly where -
(a) whatever is proposed is fundamentally sound but to do it to the 

required scale or standard would cause a public outcry against 
it: this occurs frequently with new road schemes, especially 
motorways; with low to medium quality mass housing develop
ment; and with the creation of new towns and cities in rural 
areas; 

(b) what is proposed has less merit than the political drive to cre
ate work and take steps to rejuvenate an area badly hit by the 
loss of its economic base (e.g. the close of a main/dominant 
industry): work for the construction industry includes roads, town 
centre refurbishment and shopping centres, car parks, sports and 
leisure amenities, and industrial estates - sometimes alongside 
political lobbying elsewhere to get companies to move into the 
area; these schemes have least merit when the economic activi
ties created - largely retail and services based - cannot then be 
sustained by the area once the construction industry finishes its 
work and moves out; 
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SUMMARY BOX 5.5 Building the M25: In Three (At Least) Stages 

The M25 motorway is the London orbital traffic route. It was conceived 
in the early 1970s. At the outset it was envisaged that it would take 
national traffic away from the centre of London, thus relieving conges
tion. Everyone would benefit - through traffic would not get caught up in 
urban traffic jams; and urban traffic jams would be removed because of 
the absence of through traffic. Frequent different points of entry and exit 
were designed into the scheme so that through and long-distance traffic 
could be accommodated from anywhere in the UK. 

When the project was first modelled though, it quickly became appar
ent to those with political and other vested interests that the scale of the 
project required to do the job properly would be unacceptable. Nor was 
sufficient account taken of the fact that people would use the motorway 
for short stretches of travel (e.g. coming on at Junction 1 and going off at 
Junction 2 or 3) - that is, the motorway would attract domestic and local 
as well as through, national and long-distance traffic. 

The result of these pressures was that the motorway is grossly over
loaded and had to be - and continues to be - constantly reconstructed. 
Originally planned as no more than a two-lane dual carriageway, it quickly 
had to be upgraded to a three-lane highway; it is now envisaged that 
eventually, in order to be fully effective, it will have to become at least a 
six-lane super-highway - and that because of the prevailing political cli
mate, this will have to be carried out in stages rather than as a one-off 
mega project. Moreover, the facility is constantly having to be upgraded 
in order to take the ever-increasing volumes of traffic that use it. 

In this case, the overwhelming pressures have been a combination of 
perceived benefits and political factors. While the prevailing attitude to 
the M25 is negative, the perceived benefit that it offers far outweighs this 
and people therefore use it. In political terms, the construction of an 
adequate facility on a one-off basis was unacceptable - and the current 
approach is deemed to be that which is the least unacceptable in the 
circumstances. 

(c) what is proposed is 'distributive' - which means that, as the 
result of the creation of the new facility, existing facilities suf
fer; a common example of this is the negative effect (both real 
and perceived) of edge-of-town superstores and shopping malls 
on existing town centre shops and amenities. 

This represents the total context in which the physical features of, and 
other attributes of, the product become commercially viable. Attention 
to these features then concerns: 

• Design and appearance: which has to be a combination of distinc
tive, durable (rather than faddish), acceptable (again, a very nebu
lous idea) and meeting the client's and users' expectations (for example, 
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there are clear perceptions of what constitutes the design expecta
tions of a road bridge, an executive home, an office block, a factory 
- without always being precisely able to articulate what these are). 

• Longevity and durability: these refer to the materials used and the 
ways in which they are combined. Again, expectations as well as 
performance have to be met - houses are made out of bricks or 
stone rather than concrete or steel; and if concrete or steel are used, 
then a cladding is required. The materials themselves must also have 
their own basic integrity and this should apply whatever the attitudes 
of the client or nature of the relationship (see Summary Box 5.6). 

SUMMARY BOX 5.6 Materials Durability: The Palermo 
Underground Transit System 

The Palermo Underground Transit System was built in 1989. Initially it 
was provided for the great influx of tourists and visitors to the city of 
Palermo for the football world cup held in Italy in 1990. After that, it was 
anticipated that it would have great future use potential - during the 
world cup, both the city of Palermo and also the whole island of Sicily 
would receive favourable television and media coverage, and this was 
perceived to have great potential for the tourist industry. Moreover, the 
notorious crime and Mafia problem was being cleaned up at the time 
and the perception was that people would be coming to a crime-free city 
and island. 

Within a short time, the stations and rail network started to crumble 
and the whole system rapidly fell into disrepair and disrepute. While top 
standard materials were specified, the contractors actually used substand
ard materials, allegedly with the connivance of the client (the city of Palermo), 
so that the savings in price could be shared out among those involved. 
The end result is that, in order to resolve the problem finally, the work 
will have to be done again virtually in its entirety. 

• Utility: the product must bring the benefits for which it was de
signed and envisaged. There are variations on this: the benefits may 
exceed those envisaged; or it may bring a range of benefits not origin
ally envisaged but which nevertheless actually satisfy the needs of 
the customers and clients (see Summary Box 5.7); or it is quickly 
realised that a project is a mistake, but which then leads to the 
matter being put right ('right second time'). Where none of these 
exist, neither does utility. 

• Presentability: on the question of presentation, there is no problem 
with products that have physical existence and distinctive identity. 
For some design, architecture, planning and major projects and con
struction activities, this can also be addressed (in part at least) through 
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SUMMARY BOX 5.7 Utility: Double Glazing 

Double glazing is often bought by both domestic and commercial cus
tomers and clients with the purpose of enhancing property values and 
reducing heating bills. This does not always occur. However, derived benefits 
include greater security that may, in turn, lead to reduced insurance pre
miums. It also eliminates condensation and reduces sound transmission. 
So, while not necessarily enhancing the price, double glazing may never
theless make the facility more instantly attractive at the original price; 
and it therefore sells more quickly than equivalent facilities that do not 
have double glazing. 

the production of mock-ups and models and through reference to 
existing near equivalents elsewhere. 

The problem is more serious where this is not possible, and where 
the service offered is purely problem solving, or a project manage
ment or specialist agency. Again, reference to near equivalent as
signments is valuably supported, where possible, by site visits, 
photographs and other presentations. Ultimately, however, the 'hard' 
features of design and appearance, longevity and durability, and utility 
have to be satisfied through incorporating their key elements in the 
overall organisation presentation and the expertise of direct and in
direct contacts, as part of the process of building an effective and 
profitable contractor-client relationship, so that these are ultimately 
covered through the direct past and recent history of the relation
ship between the two. If marketing to clients where there is no past 
history of professional involvement, this equivalent of the product 
has to be capable of presentation in a variety of ways that meet 
both the client needs and perceptions, offer a substantial service of 
integrity and present the track record gained elsewhere, so that as 
full a picture as possible of the particular expertise is given. 

PRODUCT MIXES 

Product mixes are made up of the total range of activities offered for 
sale to the market. The basic ways of looking at these are: 

• core and peripheral products; 
• product portfolios and life cycles; 
• branding; 
• new product development. 
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Core and peripheral products 

Core business 

For all players, identifying this is essential - and it may not always be 
easy or straightforward (see Summary Box 5.8). It is either: 

• the work that provides the majority volume of activities; 
• that which provides the greatest volume of income; 
• that which provides the greatest indication and enhancement of repu

tation, confidence, capability and creativity, and flexibility. 

This may be restated as: 

• products and activities that attract clients; 
• products and activities that clients actually buy; 
• products and activities that make money. 

Peripheral business 

The starting point for all successful peripheral activities is the drive to 
maximise and optimise the existing resources and cost base. This comes 
in the following main forms: 

• Use of existing expertise in compatible fields, e.g. architects and building 
designers may get involved in consumer product design; civil engin
eering companies may develop a range of expertise, such as geo
technical services, water expertise and traffic management, to be offered 
on projects other than their own. 

• Offering in-house provisions to outsiders: common examples of this 
are the development of management and technical training activities 
for offer on a subsidised or commercial basis elsewhere; the same 
sometimes applies to pension schemes and payroll; and to informa
tion services and libraries. 

• Use of existing technology to produce products for other markets: 
this applies both to manufacturing and information technology. This 
is well established in the building products sector for example, where 
plastic extruded guttering and fittings companies can easily adapt to 
produce domestic and commercial packaging, toy and game compo
nents, and elements used in the assembly of domestic appliances. 
Company information systems can even more easily be offered on a 
commercial, subsidised or almost retail basis to outsiders. 

• Response to additional requests from existing clients, either during 
the course of existing contracts or apart from them. For example, a 
civil engineering company that has undertaken to use a particular 
percentage of local labour may be asked by the client to provide 
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SUMMARY BOX 5.8 Core Business Examples 

Architects 
• Attraction/reputation: entering and winning competitions; design com

missions for prestige futuristic projects. 
• Sell: refurbishment; seminar and publication work. 
• Make money: supermarket and car park designs. 

Building/civil engineering 
• Attraction/reputation: global perception (from annual report); domes

tic infrastructure projects; tendering for no-hope jobs. 
• Sell: overseas projects; domestic high reputation projects. 
• Make money: motorway and highway repairs. 

Building products 
• Attraction/reputation: dream homes, show homes; magazine and media 

features. 
• Sell: commercial sales; also domestic sales, refurbishment, home im

provements. 
• Make money: national and local government, National Health Serv

ice, refurbishment. 

Planning 
• Attraction/reputation: published proposals for land and regional reju

venation and restoration. 
• Sell: high profile, innovative, reclamation and rejuvenation completed 

projects. 
• Make money: continued consultancy and retention by public bodies. 

Jobbing builders 
• Attraction/reputation: private small good jobs well done. 
• Sell: attitude; speed and flexibility of response; extras such as paint

ing and decorating, kitchen and bathroom fitting. 
• Make money: regular subcontract work for larger organisations. 

Double glazing 
• Attraction/reputation: variety, flexibility, different designs, Georgian bars, 

security. 
• Sell: basic product, extras such as doors and weatherboarding. 
• Make money: finance plans. 

continuous training - both for the job in hand and also for the future 
- as an additional feature. In this kind of case, the main problem 
lies in ensuring that the quality of the peripheral activity is just as 
high as that of the main contract or core business. 

• New product development as the result of known or perceived cli
ent and market expectations and changes. This often comes from 
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the knowledge that work has been lost to a competitor on a specific 
issue and, rather than bringing in consultants, the company seeks 
the solution in-house. 

As well as striving to maximise the resource and cost base, the ben
efits of peripheral activities are: 

• Entry into, and familiarity with, new areas of activity that can then 
be assessed in terms of future potential and the implications of de
veloping them further. 

• Enhanced reputation, developing the perceptions among the client 
base that 'this is a top quality all-round organisation'; 'nothing is too 
much trouble'; and 'nothing is beyond the means of this contractor'. 

• New product development, the opportunity to pursue notions and 
inclinations in what is at least a semicommercial setting. 

• The derived generation of an enhanced commercial awareness among 
all staff. A contribution to the continuous assessment of the compa
ny's strengths and weaknesses. 

• A contribution to the general drive for constant improvement, prod
uct and service development, meeting customer needs and wants. 

• A form of subsidy for prospecting; while it remains true that market
ing is a direct, core and priority activity, peripheral activities may be 
developed so that at the very least they contribute to the company's 
total fund of knowledge, understanding and expertise; and in many 
cases, this leads to general long-term commercial opportunities that 
can then be capitalised on. 

The rules that should govern peripheral activities are as follows: 

• They should remain peripheral unless, and until, the case for their 
full commercialisation becomes at least strongly indicated. The rea
son for this is quite simple - if and when they do become more fully 
commercialised, they are either going to divert resources away from 
the existing core business or they are going to add to the cost of the 
investment base. 

• They should be financed from the existing resource and capital base 
unless, and until, it becomes apparent that additional resources, in
vestments and expertise are required so that a full assessment of the 
genuineness of the opportunity can be made. 

• Because they are fresh and adventurous, sight of the core business 
may be lost or blurred if the peripheral activity is not kept firmly in 
context. At worst, they may become glamorous and attract key members 
of staff away from their priorities and core activities. 

• Transformation from peripheral to core business always requires sub
stantial investment even when the case is proven absolutely. This 
investment means new staff, expertise, technology, information and 
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continued long-term access to substantial client bases. It is also certain 
that if the particular area is the peripheral business of the given organ
isation, it is the core business of others - and there is a world of 
difference between picking up odds and ends that are viable in them
selves and developing substantial viable market shares in new fields. 

• Extensive involvement in peripheral business may dilute effort - and 
just as important, reputation and confidence - in the existing client 
base. 

The point is therefore to ensure that the aim of maximising resources 
is followed without diluting the core effort. It is also true that the per
ipheral business may only be possible because of the strength of the 
core business and consequent high levels of reputation and confidence. 

Product portfolios and life cycles 

Product life cycles 

The useful way of looking at an organisation's products is to see them in 
terms of the life cycle. The general hypothesis is that all products have a 
finite life and that, within this, they are born, they grow, they develop 
and mature, finally reaching old age and eventually obsolescence. 

In most cases, however, this process is more complex. It takes a great 
deal of invention, research and new product development activity to 
bring an item into being, and for each that is successful there are many 
that fail. Assuming that the product is intrinsically useful and valuable to 
a range of clients in some way, the life cycle may be influenced at each 
stage. At the pOint of youth and adolescence, for example, growth may 
be accelerated by effective marketing - and conversely, growth may be 
retarded or the product killed off altogether if the marketing activities 
are poor, ineffective or inappropriate (see Figure 5.3). Also changes of 
fashion and land use planning may render a building obsolescent before 
the end of its structural life. 

At the point of maturity, marketing activity is conducted again for the 
purpose of gaining access to as many different sectors and segments as 
possible: for example, moving into new regions; repackaging well-tried 
and high-valued expertise; and going international. 

At maturity and old age, products may be regenerated or rejuvenated 
- or killed off. Where regeneration and rejuvenation are considered, this 
is again likely to be achieved through repackaging, re-presentation or 
the offering of a range of new benefits and service support not hitherto 
considered. 

Some products and offerings give the appearance almost of eternity. 
However, the one common factor to the success of all of them is the 
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THE BOSTON MATRIX 
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The model assumes that organisations have a range of products or offerings, and that 
these will be at different stages at a given pOint in time. 

There are four quadrants in the model, for the assessment of products, and the 
basis for taking marketing decisions in relation to them. 
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Purpose: the model indicates the regeneration, renewal and extension of the 
profitable life of the product concerned and its relationship with successful marketing 
activity. 

Figure 5.3 Product life cycles. (Source: R. Pettinger, Introduction to 
Management, Macmillan Press, Basingstoke, 1994.) 
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continued ability of the company in question to re-present, rejuvenate 
and strengthen any images or brand features that are apparent. 

Some products also have a decline phase. This may be for a variety of 
reasons. Examples include loss of competitive advantage over, and vul
nerability to, substitutes. Technological advance may render a particular 
product obsolete. The decline phase may be quick, almost instant - for 
example, advances in civil engineering technology may render the con
tractor company's expertise obsolete quickly. In other cases, decline may 
be slow and steady - as, for example, when client bases gradually look 
away from their traditional contractors to other service and activity providers. 

The product life cycle is also influenced by the following factors: 

• Seasonal: building and civil engineering work may be retarded or 
stopped altogether in extremes of cold and wet weather. 

• Locational: where activities are generated as the result of prestig
ious, high-profile or regional development work and the public sec
tor pump-priming. 

• Personal: where, for example, the attachment of a highly valued 
name or company to a particular project ensures its success; or where 
work is generated as the result of a high profile or highly prestigious 
competition (e.g. the Thames Corridor development of the 1990s). 

• Ethical: the propensity of organisations to set absolute standards of 
activity whatever the nature of the market in question; and the de
termination not to compromise standards whether or not this oppor
tunity may be available. 

• General familiarity: where existing levels of confidence and reputa
tion are used, either to give new products of the organisation their 
initial launch; or to boost or to regenerate existing products. 

The product life cycle is therefore a concept rather than an absolute 
fact. It is a useful shorthand for both organisational strategists and mar
keting managers; an indicator of the general state of a given product; a 
pointer for assessment and analysis that may lead to specific marketing 
activities being undertaken. It also helps in assessing the product portfo
lio and the relative merits of each item within it (and this, again, may 
indicate the necessity or non-necessity for changes and developments 
and lead to actions being taken). 

Product portfoliO 

The term product portfolio is used to describe a range and mixture of 
offerings. There are, as always, sectoral norms and considerations to be 
taken into account. In general, the portfolio will normally include a range 
of new and existing offerings, well-established and profitable lines, household 
names, brands and other organisation leaders and flagships. It is also 
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likely to include failures - either items that are becoming obsolete, ma
ture and ageing, or else products that, for whatever reason, have not 
attracted market confidence and commercial activities. The organisation 
is also likely to have ideas and products being piloted and tested or 
undergoing other 'morning star activities'. 

The purpose of product mixes and portfolios is to enable the contract
ing organisation to offer as broad and complete a range of products and 
services as its expertise and resources will allow and in terms of the 
demands placed by the client base. Mixes and portfolios should also be 
seen in the following terms: 

• Product extension: the mix of products required from the inception 
of a contract to its completion in order to give the client the maxi
mum possible service and satisfaction. 

• Contractor confidence: which refers to retaining a broad range of 
products in order that clients perceive that they are dealing with a 
sophisticated and diverse organisation. 

• Gap filling: where the contractor develops new products to fill gaps 
in the client demand, whether these already exist or are likely to 
exist as the result of enhanced client expectation. 

• Retention and divestment: whether it is in fact commercial sense to 
retain unprofitable products because their divestment would cause 
more general questions about the capability of the contractor or
ganisation; and whether anyone acquiring the divestment may be 
able to use this to gain a foothold in the market, thus increasing its 
competitiveness. 

Models of product portfolio analysis are given in Chapter 8. 

Branding 

The act of branding may be described as striving for differentiated lead
ership, the creation of a unique distinctive identity alongside the actual 
product or service: 

• 'A brand is a name, term, sign, symbol or design - or a combination 
of these - intended to identify the products, goods and services of a 
seller or group of sellers and to differentiate these from those of com
petitors' (American Marketing Association). 

• The essence of a brand is that it is more than an undifferentiated 
commodity or product. In the perception of buyers, the brand has a 
unique identity'. (Randall, 1992). 

Brands have the following qualities: 
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• The promise: consistently delivering products and associated fea
tures, benefits, quality and services to clients and customers. 

• Attributes: in the best brands these are always positive - they re
flect excellence in the particular sector and include design, materials 
usage, engineering, furbishment, fitting out; and the quality of the 
finished product in its environment. 

• Benefits: branded benefits lead to extreme feelings of satisfaction on 
the part of customers, consumers and clients; they are a summary of 
high levels of quality, value, product delivery and service. 

• Values: this represents the client's ability to deal with a top quality 
provider; often to purchase the contractor's expertise at high and 
premium prices; and this, again, is reflected in the satisfaction with 
ownership and use of the finished product or project. 

• Identity: using a branded contractor gives the client a clear and dis
tinctive identity, e.g. 'We are using British expertise'; 'We are using 
a Foster design'; 'We are using Everest double glazing'; 'We are using 
JCB equipment'. 

• User perception: this is the feeling suggested to the consumer by 
associating with a strong brand; e.g. 'We are the sort of client that 
uses Foster'; 'We are the sort of client that uses Laing'; 'We are the 
sort of client that uses Caterpillar equipment'. 

The following types of brands may be distinguished: 

• Company: where the company is itself a brand - for example, JCB 
or Caterpillar. 

• House: where the product range of a company is branded - for 
example, HBG Geotechnical Services or Foster Commercial Designs. 

• Individual brands: this is where the owning company's name often 
does not appear in the branding process. Offerings are allowed to 
stand on their own: for example, Butterley Brick is owned by the 
Hanson Group; ECC, the mining company, is owned by Tarmac; in 
each of these cases the owning company has no prominence. 

• Generic brands: these exist as a form of umbrella for a range of 
products. For example, Everest offer double glazing, and domestic 
and commercial refurbishment products including doors, windows, 
office and domestic furnishings made from glass, plastic, metal, alu
minium, hardwood - all under the Everest brand. 

• Distribution outlets: this is the branding of retail and wholesale 
establishments such as Jewson, Wickes and Redland Brick. It also 
includes the use of transport and delivery fleets, e.g. Celcon and 
Nickolls. The point here is that the distributer brand must be at least 
complementary to the producer brand - if both are positive, the 
end result is the creation of higher perceptions of quality; where 
one or the other is not of good quality, the total is adversely affected. 
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• Universal brands: these include Caterpiller and JCB; they are rec
ognised the world over as having a distinctive identity and perception. 

• National brands: in the UK, these include Laing, Mowlem, Everest 
and Foster. They have a high level of national identity and percep
tion. More locally, regional and local equivalents of this exist - for 
example, Pluckley Brick is a very strong regional brand in south
eastern England; Pilkington Glass is a very strong regional brand in 
north-west England. 

• Specialist brands: these have no meaning or identity outside their 
own sector but are very strong within it. The properties of distinctive 
branding therefore apply to the manufacture of components and parts 
for assembly, and to industrial business, just as they do to consumer 
orientation and distribution. For example, the manufacturers of steel 
stock civil engineering, locks and handles for doors and windows 
have to use components of a particular distinctive and branded strength 
often supported by UK, European and global marks of quality. 

Strong brands constitute a summary of the quality, value and benefits 
to be achieved by using that product, service or company. Brand devel
opment is a combination of long-term investment in advertising, promo
tion and presentation supported by top quality product and service delivery. 
In the architecture, design, planning, building and civil engineering sec
tors, this is much longer term than for double glazing, domestic and 
commercial fixtures and fittings, and building products generally, because 
of the nature of opportunities. Opportunities for brand development are 
therefore limited and have to be maximised, and this means recognising 
and using personal and professional contacts, and presentations such as 
liaison, sales pitches, prequalification, bidding and tendering, and trade 
fairs as a part of this. 

The result of successful branding is as follows: 

• a high degree of identity among the target market or segment; 
• a strong summary of everything that the company or product provides; 
• confidence, reassurance and security - a guarantee of the benefits 

provided from doing business with the organisation and/or using its 
products and services; 

• future certainty - the organisation or product is permanent and not 
transient, and will be around 'forever'; 

• added value - the presence of intrinsic benefits, e.g. of association 
and identity; and (with components and supplies) the perceived added 
value that accrues as the result of using these specific items; 

• sustainable long-term commercial advantage - the top brands in all 
sections of industry are able -
(a) to charge high, often premium prices, for their products; and 
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(b) to vary their prices and charges according to the nature of the 
sector being served. 

Successful branding is achieved through attention to the following: 

• Quality: from the client's point of view. Part of this is therefore the 
reality of quality and part is quality perception. It reinforces the point 
that expertise, product use and value, and project delivery are not 
ends in themselves but have to be presented in ways expected and 
anticipated by the client. 

• Differentiation: specific attention to those factors that -
(a) sustain the continuous competitive advantage of the contractor; 
(b) persuade the client to take advantage of these, rather than us

ing the competition; 
(c) identify unique features valuable to the client group or target 

market which are provided by the brand. 
• Consistency: consistency of presentation and delivery; consistency 

of attention to client demands; and consistency of brand identity. 
Care has to be taken when considering changing the points of con
sistency to ensure that these develop the brand positively in terms of 
its identity and uniqueness, and that they enhance rather than dilute 
customer expectations and satisfaction (see Summary Box 5.9). 

SUMMARY BOX 5.9 Brand Consistency: Examples 

Double glazing 
A double glazing company that always fits its windows within four weeks 
of agreement may not be successful when 'improving' its service to fit the 
windows within one week, because there may be a perceived loss of product 
quality, exclusivity and personal attention. 

Planning 
A planning consultancy may diversify from traffic management schemes 
into leisure facilities. From the organisational point of view, it is broaden
ing its range of expertise. However, from the client point of view, it may 
be perceived to be losing interest in its area of considered strength and 
expertise, and the client may therefore cease to have full confidence. 

Architecture 
An exclusive top-of-the-range architect or design consultancy trying to break 
into new areas may choose to acquire subsidiaries for the purpose, rather 
than risk diluting and repositioning itself through its own name. Clients 
that have used the practice because of its exclusivity may no longer wish 
to be associated with something that is known to, or perceived to, have 
diversified. 
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• Continuous improvement: the problem here is to reconcile market 
and product/service development with quality and consistency. Whatever 
is done therefore must build on the existing, rather than reposition
ing. If repositioning is the intention then either the existing brand 
strength will be diluted or an alternative approach must be found (as 
with the acquisition of a subsidiary indicated in Summary Box 5.9). 

• Support: for building products, and domestic and commercial refur
bishment fixtures, this means investment in consistent and high-qual
ity advertising, presentation and promotion. For architecture, building, 
planning, civil engineering and consultancy this means investment in 
personal and professional contact, clear documentation, specific cus
tomer attention, after-sales and product service, and market research 
and development. 

• 8adging: the badge, logo, letterhead or site-board is the initial visual 
point of contact and identity with the brand. Attention is therefore 
paid to developing this so that an instant summary and highly posi
tive perception are received by the client. 

• Convenience: this is a combination of accessibility and quality of 
response. Product and service convenience is always a matter of per
ception and degree. This is always subject to improvement and re
finement. Organisations gain a good part of their strength by making 
themselves as convenient and as accessible as possible to their cus
tomers and clients. The converse of this is that they can lose work 
very quickly to a competitor that has made itself into 'the most con
venient or accessible in the market'. 

• Prestige: clients like to be associated with prestigious companies and 
practices. Again, they will gravitate towards these only so long as the 
reality and perception of prestige are maintained. This is overcome 
by acquiring or developing a subsidiary when activities certain to lead 
to the dilution of prestige are envisaged. 

• Client group affluence: the advantages of branding accumulate ac
cording to the relative prosperity levels of the client group and target 
markets. Where client groups are short of resources, price is the main 
consideration. Where this is not a problem, clients have a much greater 
propensity to pay for the convenience, appearance, dependability, 
quality assurance and prestige of branded projects, products and ser
vices (see Summary Box 5.10). 

New product development 

In reality, new product development goes on all the time, gradually and 
incrementally. The reasons for getting involved in more radical transfor
mations and for taking a positive commitment to it are: 
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SUMMARY BOX 5.10 Advantages and Costs of Brands 

The potential for successful branding may be illustrated as follows: 

• brands with 40% market share generate three times the return on 
investment of those with a share of only 10%; 

• for UK grocery brands, the number one brand generates over six times 
the return on sales of the number two brand, while the number three 
and four brands are unprofitable; 

• for US consumer goods, the number one brand earned a 20% return, 
the number two earned around 5% and the rest lost money; 

• all brands can be profitable: a strong brand in a niche market earns a 
higher return than a strong brand in a big market; in large markets, 
competitive threats and retailing pressures can hold back profits of a 
brand; 

• premium brands earn 20% more than discount brands; 
• it can cost six time as much to win new customers as to retain cur

rent users; 
• the best feasible strategy to achieve profitability and growth is to fo

cus on brand differentiation rather than cost and price - although the 
best strategy in theory is both low cost and high differentiation, in 
practice it is worth paying some cost penalty to achieve strong brand
ing and differentiation. 

Source: G. Randall - Principles of Marketing, Routledge, London, 1992 

• Decline and obsolescence of existing lines and areas of activity. Ideally, 
new product development should be in hand before this becomes 
apparent; it must be put in hand when it is apparent. 

• As the result of product portfolio analysis - from whatever stand
point - likely spurs to new product development are: decline of 
today's breadwinners and the lack of tomorrow's breadwinners; de
cline of 'cash-cows', too many question marks and 'dogs'; loss of 
sales of those that make money; divestment of question marks and 
'dogs', which the acquirer has subsequently made into winners. 

• Market decline, which may be as the result of the market coming to 
the end of its commercial viability; or of the client base having de
cided to look elsewhere for satisfaction. 

• As the result of product and service transformation by a new or ex
isting player who, in turn, transforms the expectations and levels of 
satisfaction of a client base. 

Contractor organisations must also attend to the following which are more 
general pressures to produce new products and new ways of doing things: 

• The client base demands change, either because of its own first
hand knowledge or else because it knows, perceives or understands 
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that additional benefits are available elsewhere in the world sector 
or industry. 

• The market leader has produced a new, improved or (very occasion
ally) revolutionary way of doing things that requires the rest of the 
industry to follow it. 

• New technology is available, which means that existing and equiv
alent products can now be produced in more cost effective, cost 
efficient ways. 

• The distinctive position of a particular organisation is that of pioneer 
and innovator, and there is a consequent commitment to maintain 
this position. 

• Specific demands from clients for project and product longevity, dura
bility, quality and size often lead to the derived demand for innovation. 

• The use of both in-house and other research facilities (e.g. universi
ties, databases, involvement in other pioneering and pilot studies) to 
pursue ideas to see where they lead; the commitment here is the 
pursuit of knowledge, understanding and enlightenment, and the pursuit 
of commercial advantage is almost a by-product. 

• The knowledge that a peripheral activity is worthy of developing into 
a full commercial offering. 

• Client-based demands of an enhanced total service from its contrac
tors; and some of the components of this may have to be acquired 
or developed very quickly - this is different from peripheral activity 
in that it almost invariably leads to an enhanced level of commit
ment, cost and resources being required. 

New product development takes the following forms: 

• New inventions: e.g. computer-aided design and architecture; RIC; 
polystyrene/concrete cladding. 

• New technology applied to existing products: for example, data
bases rather than paper files and archives. 

• Speed and accuracy of response: again, often through electronic 
capability, the ability to process requests and large volumes of data 
very quickly. 

• Improved technology: resulting in enhanced quality, volume and flexi
bility of output, better resource utilisation and improved cost, effi
ciency and effectiveness. 

• New designs and new facilities: for existing and hitherto accepted 
ways of doing things. 

• Products and services: new to this industry and its markets but which 
exist elsewhere; new to this organisation but which exist elsewhere 
in other organisations in the sector. 

• Repackaging: re-presenting existing products and activities (in the 
same or to new markets). 
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• Adoption of an existing range of activities: developing the exper
tise to market and deliver them effectively within the particular cli
ent base. 

Successful organisations take their own distinctive view of new prod
uct development. It is likely to reflect a part of their overall marketing 
position as follows: 

• First in the field: taking the distinctive view that the advantage in 
pioneering new products, projects and services with all their inevi
table teething troubles outweighs the fact that followers are likely to 
learn from these mistakes. 

• Second in the field: and whether to be a close or more distant 
second - in which the distinctive position taken is to have a new 
product ready to launch provided that the pioneer is successful -
and the capacity to withdraw it if the pioneer is not successful. 

• 'Me too' and 'all-comers': where the new product will be 
commercialised only when it is widely accepted in the field. 

Successful new product development 

The first step to understanding successful new product development lies 
in pinpointing the main reasons for failure. There are general constraints 
that have to be recognised as follows: 

• Short-termism: organisations that want instant results are unlikely to 
commit themselves to the long-term resource, technology, expertise 
and finance demands necessary to get successful new products to 
market. 

• Horns effect: the distinctive feature here is the 'blip' (or series of 
'blips') which often come to be seen as product defects rather than 
teething troubles. The effect is usually to cause loss of confidence 
and, therefore, the new product gets hammered. 

• Top management: top management kills new products, either be
cause it does not understand them; because it is remote from the 
day-to-day activities; because it has an historic (rather than current 
and/or future view) of the industry; or because it sees no reason to 
change (and there mayor may not be reasons to change). 

• Accounting practices: new products do not fit easily into account
ing schedules, nor into accounts-driven budget constraints. The problems 
arise when these schedules and constraints decree that the new product 
has to show positive results by a certain date or within a given bud
get; and that where this has not occurred, it is hammered on the 
orders of accountants rather than production or marketing experts. 

• Time to market: this is the difference between customer and client 
demand which is often instant, immediate and short-term, and the 
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ability to satisfy that demand which may not be quite so instant. In 
many cases, and in all kinds of organisations within industries, getting 
the time, resources, technology and expertise - and the go-ahead -
to develop products for which demand is proven, well known or 
strongly indicated, often requires a marketing campaign all of its own. 

• Realpolitik: problems of getting resources and new product approval 
are exacerbated when the particular form of organisation politics requires 
that new product developers have to lobby for the ear and support 
of those with influence, those who control resources and those who 
can block progress. These problems occur basically for two reasons: 
because top management is not aware of them and is therefore un
aware of the problems; or because top management is only too aware 
of them because it uses this approach as its chosen means of 'man
aging' the organisation. 

• Frustration: in relation to new product development, frustration oc
curs at two levels -
• the product champions, those who have faith in what they are 

doing and of the integrity, value and benefits of the innovation 
once it is brought to market; 

• the marketing and sales staff who have spent time and resources 
researching, piloting and promoting the innovations, only to have 
them repeatedly delayed or cancelled. 

The medium to long-term result of this is to drive the creativity, 
capacity for innovation, drive and enthusiasm for this area of activity 
from the organisation. It is also invariably symptomatic of a wider 
lack of commitment to any form of innovation or progress. 

The correct culture, climate and environment have therefore to be 
created if any form of new product development is to be successful. 
This is because the presence of any of these constraints is certain to 
dilute its effectiveness. The more of these that are present, the greater 
the inability to innovate effectively (see Figure 5.4). 

More specific reasons for new product failure can then be pinned 
down. These are: 

• Lack of genuine product/service uniqueness; inability to deliver re
quired benefits; benefits delivered are not those required by the cli
ent base. 

• Mistaking general positive responses for clear commitments to buy 
or use - the difference between would you and will you; a true 
level of consumption, and therefore income, has been assessed in 
general and not specific terms. 

• Product performance - that the product has no distinctive advantage 
once it comes to market; that it is unable in practice to compete on 
technical aspects, value, benefits, quality, cost or price; that while it 
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Figure 5.4 Creating the conditions for effective new product development 
and innovation. 

is no worse than the competition, the competition is at least well 
established; or conversely, that the new product receives instant high 
levels of recognition and usage which the developing organisation is 
unable to satisfy and this, in turn, leads to dissatisfaction with the 
organisation's service levels and opportunities for others to mop up 
the spare market capacity. 

• Competition performance - that competitors either get their own 
version of the new product to market more quickly, more cheaply, 
in greater volume and in better quality; or that by anticipating changes 
in the given market, the competitors have come up with a superior 
and distinctive offering. 

• Timing - this normally means that the innovation has taken too long 
to come to market and this, in turn, has led either to a competitor 
being able to satisfy demand, or to the client base finding alternative 
means of satisfaction. 

• Lack of commitment to the process of new product development is 
normally coupled with lack of resources, staff, technology, expertise 
and championing. 

• Poor planning and research, misperception and misunderstandings of 
the needs and demands of the client base; working on perceptions 
and received wisdom rather than on hard information. 

On new product development, Tom Peters made the following remark: 
'If you were a normal thinking, reasoning person concerned with new 
product development, you would never start. Because statistically the chances 
of getting something from inception to market are zero.' (Tom Peters -
The World Turned Upside Down: Channel 4, 1986). 

The point is, therefore, to create the conditions and make the commitment 
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necessary to give new product development the greatest possible chance 
of success. Attention has then to be paid to the following: 

• the right priority in the broader strategy and marketing management 
for new product development; 

• the right overall approach to innovation and development; 
• high-quality information and research leading to correct identifica

tion of customer needs and wants, and to the value, volume and 
nature of customers to be served; 

• long-term commitment; 
• adequate cost and budget management; 
• diversity, multiplicity, speed and flexibility of approach; 
• review at every stage, coupled with speedy response - positive and 

negative - from those in authority. 

Companies with successful records in new product development re
view their innovations along the following lines: 

• the extent to which the new product is unique or superior, either in 
performance or perception (or both); 

• that they have fully understood the nature of the market - and have 
targeted their marketing directly at this; 

• that a new product is complementary to the existing range of prod
ucts; or that a distinctive identity (often in the form of acquisition or 
creation of a subsidiary) has been undertaken where desirable; 

• that a new product does not dilute the satisfaction of existing cus
tomers; that the new product does not affect the relationship with 
satisfied customers; 

• that the new product is targeted either at a new need of an existing 
customer or at existing needs of new customers; 

• that the nature of the marketing requirement is understood in ad
vance - and that resources and energy are committed to it. 

It is to be emphasised that this is a means of review and evaluation 
only - these are not ground rules for the successful implementation of 
new products. However, if this form of review is implemented at the 
time of developing the product, piloting it and getting it to market, it 
minimises the chances of failure; and any form of review and evaluation 
maximises the chances of success. 

New product development is also only successful if the internal capacity 
shown in Figure 5.5 is available. 

New product screening 

The screening of new products is undertaken to assess organisational 
capacity to produce some sufficient quality and volume at costs that 
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Figure 5.5 New product development: internal capacity. 

make them commercially viable; and to identify market segments large 
enough and with the capacity and willingness to buy them. The screen
ing process is not exact and is often carried out (with varying degrees of 
effectiveness) on incomplete information and general and perceived market 
understanding. This is especially true of genuine innovations where the 
particular contractor may only have its own current reputation for suc
cess on which to base its faith in the new product, since the new prod
uct itself has no track record. The use, application, mix and priority of 
criteria clearly vary between organisations and different sectors in the 
industry. In general, they may be seen as follows: 

• Technical and technological feasibility: the capability to produce 
to the required volume and quality as above. 

• Motivation: the willingness to produce to the required volume and 
quality as above. 

• Current market size and capacity: the ability and willingness of the 
client base to spend on the new product in the immediate and medium
term future. 

• Potential market size and capacity: the likely duration of the mar
ket; the likelihood of expansion or contraction; susceptibility to in
flation and destabilisation; the effect of political and macro-economic 
actions. 

• The threat of entry: of greatest concern to pioneers and early players 
in the field when considering 'me too' and 'all-comers', and the 
likely and possible effects of this; or the threat of entry from inter
national and multinational players which may destabilise the whole 
sector. 
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• Entry barriers: identifying these and the level of commitment and 
investment necessary to overcome them. 

• Exit barriers: identifying the costs and consequences of withdrawal 
if it becomes necessary. 

• Returns: the best, medium and worst returns achievable; the lowest 
level of return that the contractor is prepared to stand in return for 
becoming involved; the nature and levels of investment necessary to 
achieve this; payback periods and the reasons that these have been 
(or are to be) established. 

The result of this is an informed, managerial and marketing discussion 
and evaluation, the conclusion of which is either: 

• to continue with the new product and get it to market; 
• to discontinue the new product and put the knowledge, experience 

and understanding gained to use in the future; 
• to conclude that the new product in its current form is not right and 

to continue to bring it up to commercial standard. 

Other factors in new product development 

These are as follows: 

• Market testing: trying the new product out on a small niche of the 
market to test it for initial responses. 

• Mock-ups: to have a version of the finished product available for 
inspection by potential clients. 

• Piloting: this usually means producing a small volume of a commer
cial standard product and testing it on specific subsectors of the market 
or client base; assessing both product performance and client recep
tion; using this information as part of the basis from which the new 
product is either developed further, commercialised fully or hammered. 

• Speed to market: any specific pressures, especially those relating to 
competition and the capacity of competitors to dominate the market 
if the product is not launched quickly; or conversely, that jumping 
the gun may lead to an imperfect product, inadequately launched 
and marketed. 

• Availability of products: this closely relates to the speed to market, 
but is concerned with the volumes that can be made available within 
particular time frames. This refers first to the short term and the 
ability to satisfy immediate demand. Attention has then to be paid 
to the longer term and the ability to satisfy sustained demand and 
also to provide replacement parts, maintenance, upgrading, refurbish
ment and other aspects of product support and after-sales service. 

• Further research: the real or perceived need for this; what else it 
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may reveal; who has commissioned it and their agenda (supportive, 
destructive or hedging their bets); what the further research would 
cost; and the length of time it would take. 

• New product performance presentation: the initial and continued 
ability to present the new product in terms of the benefits required 
by the client base; the recognition of the extrinsic quality and merits 
of the product itself, these have still to be commercialised - mar
keted, promoted, packaged and presented - effectively to the par
ticular market. 

• Other factors: chief among these is the safety of the product and 
the certainty and reliability of its performance; the absolute quality 
and expertise of service; the extent of risk, of product or service 
failure or lack of adequacy; the requirement for product quality vali
dation (e.g. BS and ISO marks); and any distinctive or specific legal 
checks necessary (see Summary Box 5.11). 

SUMMARY BOX 5.11 Key Factors in New Product Development 

All other things being equal, the key factors are the predictability of the 
state of the market in the medium to long-term; and the time that a new 
product takes to get to market. 

State of the market 
The main constraint for the construction industry here is the inability to 
control so much of its operating environment. The construction industry 
environment is heavily influenced by the acts of politicians, interest rate 
fluctuations and the real or perceived ability to spend large amounts of 
money for long-term results. This is also a key feature of the confidence 
of both commercial and domestic building and house purchasers - their 
perception or willingness to afford this level of commitment over the long
term. 

Time to market 
As changes in commercial tendering processes occur, the capability of 
organisations to respond effectively is called into question. Part of this 
relates to the construction industry'S traditional view of itself as being product 
and expertise led, and the consequent need to transform its attitudes. Part 
also is concerned with the processes that particular contractor companies 
have either grown or allowed to have grown, which almost invariably get 
in the way of speed of response. The fundamental issue is that the con
struction industry's clients, as with the customers of all sectors, are having 
their expectations and levels of satisfaction constantly raised and a key 
feature of this is the speed of response. 
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Beyond this, the key to effective and successful new product develop
ment lies in having the right and positive attitudes that come from adapting 
marketing as the key to effective and profitable performance. Stripped 
of perceptual constraints that have arisen as the result of traditional ways 
of working, there is no reason why the UK construction industry cannot 
become far more flexible, responsive and dynamic in its dealings with 
both its domestic client base and also in seeking opportunities overseas. 
Above all, the best Japanese, American, German and French building 
and civil engineering companies have gained market share in the UK 
and elsewhere at the expense of the domestic industry. This is not be
cause the domestic client base wants to use foreign competitors. It is 
because the external product quality is equally as good and the product 
delivery and support service are vastly superior and more innovative -
and generally much quicker, more flexible and more responsive. 

SERVICES MARKETING 

For architecture, design, planning, project management, consultancy and 
agency activities, the ability to market a concept of service has always 
been critical. For the rest of the construction industry - civil engineering, 
building and building products - this is becoming evermore critical as 
client bases demand ever-increasing levels of product and project sup
port as an integral part of the contract. 

From a marketing point of view the service is: any act or performance 
offered by one party to another that is essentially intangible and does 
not result in the ownership of anything; though service may be related 
to a physical product (Kotler, 1993). 

For the construction industry, the following types of service provision 
may be identified: 

• Tangible products supported by services: in which the services offered 
enhance client appeal for the product. This relates to all aspects of 
building, and civil engineering where the creation of the particular 
facility is supported by project and environment management, client 
liaison and specialist consultancy services; and sometimes also through 
maintenance, refurbishment, upgrading and facilities management 
services; and for public projects, sometimes also more general services 
to the wider community (e.g. education and sponsorship). 

• Product-service hybrid: where the product and service are offered 
together. This occurs, for example, in the domestic sectors where 
double glazing, kitchen, bathroom, bedroom and other fixtures and 
fittings providers offer a generic range of products specifically tailored 
and fitted on a unique and individual basis. 
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• A service with tangible product elements: this occurs, for example, 
in the building and civil engineering sectors where regularity and 
frequency of delivery are of greater importance than the product 
itself, e.g. where there is a shortage of storage space. The point is 
that if the means and frequency of delivery - the service - could not 
be guaranteed, the supplier would not have been engaged. 

• 'Reported service': in which the service is intangible but supported 
by documentation that gives substance to the contractor-client re
lationship and provides points of reference for the service quality 
and operational relationship. This is the nature of service provided 
by architecture, design, planning and problem-solving consultancies. 

• Pure service: in which the service is completely intangible. Examples 
from elsewhere include the services of medical practitioners and social 
security. In commercial situations 'pure service' is extremely rare, 
confined to urgent problem solving, e.g. a service provided by an 
arbitrator after a time of site industrial dispute in which the arbitrator 
uses its expertise to get the problem resolved. While this may be the 
extent of the arbitrator's involvement, it would in practice be very 
unusual for the matter not to be reported and written up subsequently. 

Some key points need to be addressed: 

• the nature of the service demanded by the client; the nature of the 
service provided by the contractor; and the similarities and differ
ences between the two; 

• the nature of the relationship necessary for effective and profitable 
business between contractor and client; 

• the extent to which the service can be offered in generic terms, and 
the extent to which it has to be customised either to groups of clients 
or individual clients or for individual jobs; 

• the nature and balance of supply and demand for the services; 
• how, when and where the service is delivered; the key features of 

effective service delivery; the key perceptions of effective service 
delivery; 

• contractor and client pressures and priorities, and the reconciliation 
of these. 

When viewed in this way, it becomes clear that everyone in the in
dustry needs to be aware of the need to provide effective and quality 
services, either in support of tangible products or as the main part of the 
offering - and even for building and civil engineering companies where 
product quality, durability and deliverability are more or less assured, 
whoever is commissioned, the ability to gain the work may indeed hinge 
on the levels of service that the contractor is prepared to provide. 

From a marketing point of view, services have the following properties: 
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• Intangibility: services cannot be seen, tasted, felt, heard or smelt 
before they are bought. Clients therefore look for other signs and 
evidence of quality and value of the particular service - and these 
include reputation, track record and prices charged. Cues are also 
taken from the nature and quality of any initial consultation, the 
nature of the service provider's hospitality, offices, technology, equipment 
and other factors. 

• Inseparability: services are normally provided and consumed at the 
same time. The service provider has the capability to offer the ser
vice all the time; but the only time it is delivered is when and where 
the client requests it. 

Some services delivery is in the client's presence, e.g. the pres
ence of a consultancy report, planning or architectural proposal. Others 
are not, e.g. a client in London who owns a factory in Manchester 
for which there is a facilities management contract with the contrac
tor, simply contacts the contractor when there is a problem and leaves 
the solution to the contractor. 

• Variability: on the one hand, service offerings are generic - design, 
architecture, quantity surveying, planning, consultancy, after-sales, 
facilities management are all clear definitions of activities within the 
industry. On the other hand, the nature, level, volumes and quality 
of service offered vary widely - and are also perceived to do so by 
client bases. So the problem lies in determining and standardising a 
high quality of service that can be made universally available upon 
request. This is achieved through investing in high-quality staff; con
tinued attention to the nature and levels of client demand; and allo
cating teams and groups of people to particular specialisms, clients 
and locations. The end result of this is that enduring, combined, 
personal and professional relationship can be developed. This also 
means that problems of variability are anticipated and dealt with in 
advance of any marketing activity - and responsibility for this rests 
firmly with the contractor. 

• Totality: this refers to the totality of the service on offer; and the 
totality of the service demanded by the client. It is the extent to 
which the equivalent of 'one stop shopping' is offered. This is repre
sented by a combination of the nature of the expertise, support ser
vices also provided, and the capability and willingness to anticipate 
and tailor these - and where necessary, or desirable, or requested, 
extend them - to the demands of particular clients. This, in turn, 
involves knowing and understanding the normal, likely and possible 
service needs of the client base; and it means taking active steps to 
develop the fullest possible service provision in support of the par
ticular expertise. Many clients prefer the idea of 'one stop shopping' 
and will often gravitate towards companies and practices that pro-
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vide this, rather than having to engage a wider range of service 
organisations. 

• Perishability: services cannot be stored or stockpiled. They must be 
made available when clients demand and if clients cannot, or will 
not, wait for the service provider, they will go elsewhere and the 
opportunity is lost. For those organisations engaged in service provi
sion, therefore, the presence of top quality staff and equipment tech
nology necessary to provide the level of service is a fixed cost - one 
that must be borne whether or not work is actually being conducted. 
Moreover, from a management point of view, steps have to be taken 
to minimise the problems of perishability and these include: guaran
teed minimum response times that give a certain amount of latitude 
if and when staff need to be reorganised; premium prices in return 
for instant responses (part of which may be used to hire in part
timers and subcontractors to cover peaks in demand); differential 
pricing, encouraging the client base to take a long-term view of the 
services demanded (e.g. if a design is required in one month, it costs 
a quarter of the price charged for the same design in one week); 
organisations can have a pool of part-timers and subcontractors available 
to cover peak periods to ensure continued universality and quality 
of coverage; task and client prioritising so that key employees know 
absolutely where and how they are to be deployed during periods 
of pressure. 

This has then to be related to the following: 

• Access: a form of access - whether it is through personal call, tele
phone, fax, e-mail or a combination of these - that is known, under
stood and convenient to both contractors and clients. To this there 
may also be added -
• time constraints - such as guaranteed response times and other 

deadlines; 
• the quality of the initial contact - whether this is always direct 

to an expert, or to someone who has the useful working knowl
edge, or to a receptionist who in turn guarantees to hand the 
problem on and get a response within a certain time; 

• variability of response - this can be designed into the service 
and includes the use of helplines to handle general enquiries; 
reference lines to gain access to specific expertise; and call-out 
facilities for immediate problems, crises and emergencies. 

• People: some clients prefer to have the same personal point of con
tact and service provider in all their dealings with the contractor, 
and this should be the aim wherever possible. Where it is not poss
ible, the level of expertise must be maintained as failure to do this 
always leads to the client casting around for alternative sources. 
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• Technology: the highest levels of service are normally delivered by 
expert staff using the best possible equipment for the work in hand. 
This enhances speed as well as quality and value of the particular service. 

• Literature: this has to be of a quality sufficient to reinforce the ser
vice provider's desired perceptions in the mind of the clients. A part 
of this normally has to be customerised - devised and presented to 
specific clients and tailored to their particular needs. 

• Continuous improvement: this has reference both to the need con
stantly to improve and update expertise, technology and quality of 
service provision; and the need for attention also to more general 
service features, such as speed and quality of response, anticipating 
the client's needs and extending the depth and breadth of the ser
vice wherever possible. 

Service expectations 

Service expectations are best understood from the client's point of view. 
Clients retain service providers because they expect to have problems ad
dressed and solved that their in-house expertise does not cover. The view is 
taken that it is better to pay high - often very high - prices as and when 
the service is required, rather than retaining the expertise full-time in-house. 

Because of the nature of services, satisfaction is apparent only at the 
point of completion. Between initial commission and service end, a range 
of gaps and problem areas may be identified, as shown in Figure 5.6. 

It is clear from this figure that there is great potential for misunder
standing and misperception, and this may lead, in turn, to misdelivery 
and dissatisfaction, lack of thought or incomplete satisfaction. 

To give the greatest possible opportunity of avoiding this, preparation 
is everything. The effective marketing of services must build in the great
est possible time for preparation, briefing, discussion and analysis. This 
should also apply to crisis management and troubleshooting activities, 
where a key quality of the troubleshooter is the ability to master a brief 
and get at the core of the problem or key information very quickly. 

Having established an accurate and well-informed brief, clients expect 
the following from service providers: 

• Reliability: the ability to deliver that which was promised depend
ably and accurately. 

• Responsiveness: the ability to respond quickly, flexibly and dynami
cally to briefs and commissions. 

• Confidence and trust: in the expertise and application of the staff 
sent by the service provider. 

• Empathy: working at all times with the client's needs uppermost. 
The best service providers never make excuses to clients. 
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1. EXPECTATIONS GAPS 
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If each arrow represents a gap, then at least six gaps - potentials for error and 
misunderstanding - exist. 
Each broken line represents the capability to refer back to previous discussions -
which may either clarify issues, or cloud them still further. 

Figure 5.6 Service gaps. 

• Tangibles and visibles: the conduct and demeanour of the contractor's 
staff when working on the client's premises and facilities. 

• Focus: an obsession with customer service in the contracting or
ganisation. This is established in the attitudes of top management 
and is ali-pervasive throughout all staff. 
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• Remedy: any organisational problems that arise during the service 
agreement are put right during the course of the work. 

Effective service provision 

The key to being an effective service provider lies in having high-quality, 
expert, flexible and responsive staff. A very high proportion of the staff 
will be working directly with clients on problems. All staff need the atti
tude of placing the customer at the centre of the scheme of things. 

Front-line staff are supported by high-quality, flexible and responsive 
support staff, and by the best technology and equipment available. 

To be an expert service provider therefore requires specific points of 
attention and investment and this is essential for continued and future 
success. 

Components of customer service 

These may be summarised and itemised as follows: 

• response times; 
• response quality; 
• time from order to delivery; 
• reliability of delivery; 
• service availability and continuity; 
• contract completion; 
• quality of support staff; 
• convenience of placing order; 
• accuracy of receiving order; 
• quality of salesforce; 
• attitude of salesforce; 
• call and contact patterns of salesforce; 
• payment and invoicing methods; 
• quality of presentation; 
• consultation and liaison during service period; 
• consultation and liaison on service improvement; 
• service range reviews; 
• co-ordination between service provider staff and support staff; 
• variety and convenience of points of access. 



6 Place, Location and Outlet 

In marketing, place represents the meeting point between the buyers 
and sellers of goods and services. At issue is the need to ensure that 
what is offered is as accessible and convenient as possible to customers 
and consumers, and more accessible than the offerings of competitors. 

In the marketing of construction industry activities, place has a range 
of connotations - from the use of established retail and wholesale out
lets for building materials; the creation of personal and professional con
tacts as the meeting point in tendering and contracting processes; to the 
creation of an almost psychological place in the marketing of design, 
planning and consultancy services. 

In the marketing of construction goods, therefore, place is a clear con
cept involving choosing preferred outlets and means of distribution to 
those outlets from a universally familiar range - shops, mail order, ware
houses, catalogues; increasingly the use of journals, TV, radio and com
puter-based facilities. 

In the marketing of primary construction work, related disciplines and 
activities and also full consultancy services, the basic premise - of choosing 
preferred outlets and the means of distribution to those outlets - re
mains the same. Their operation is fundamentally different however. The 
key features are access and convenience. 

ACCESS 

For consumer goods, access is largely a matter of degree. If one channel 
proves ineffective, it is possible to drop it and change to others fairly 
quickly. Where it is successful, the relationship between supplier and 
distributer can be developed quickly to mutual advantage, for example 
through the use of discounts, pricing advantages and other hook-ups that 
relate to the rest of the distributer's offerings. It is also possible for the 
supplier to prevail upon the distributer to give priority positioning and 
emphasis to its range of goods above the rest of those on offer at the 
distribution centre. 

This is possible to an extent at the retail end of the construction in
dustry - double glazing, small volume building products, operations of 
builders' merchants - and these are now discussed in detail. At the capi
tal service and expertise end of the industry, the key to successful access 
lies in the creation of a high-quality, continuous and professional relationship 
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between the buyers and the sellers of the products. Three levels of this 
relationship may be distinguished: 

• General familiarity: based on promotion, literature, public relations 
activities, features, articles and inserts in the trade press. 

• General confidence: based on a good, sound and positive attitude 
held by the client base towards the contractor; a reflection of the 
'general positive attitude' referred to elsewhere. 

• Direct familiarity: based on direct sales efforts and targeted promo
tion, literature and public relations activities. 

In each of these cases the point of access achieved is roughly the 
same as that achieved by Coca Cola for its drinks products. This is based 
on wide general knowledge, general ease of access - and absolutely no 
pressure to buy or sell. The basic difference lies: 

(a) in the nature of the product (where Coca Cola is a low cost, low 
risk, unconsidered purchase - construction is the opposite to this; at 
the commercial end, and even at the personal retail aspect, is a 
much more considered purchase with much greater consequences); 

(b) in the actual point of access, which (except for the operations of 
builders' merchants) is an office, council chamber, political forum or 
potential site; and for domestic refurbishment and upgradings such 
as bathrooms, kitchens and double glazing, the consumer's home or 
contractor's showroom; and for commercial refurbishment, upgrading 
and transformation, the facilities in question and again the contractor's 
showroom. 

The necessity is therefore, to identify a range of points of access as 
follows: 

• Initial entry: through the public relations contractor liaison functions 
of the client or potential client and which starts to build on the twin 
requirements of general familiarity and direct confidence. 

• Product and service development: through being passed on by the 
PR and contractor liaison functions to those who screen potential 
contractors; this is the first step towards developing specific points of 
access and starts to build direct familiarity. 

It is then a question of being handed on to those who commission 
work - contract managers, project instigators, financial directors and 
managers, end-user interests, vested interests and lobbies, and other eco
socio-political groups and interests. 

This step is essential in the marketing of high-cost, high-risk, fully con
sidered purchases and constitutes an additional fourth level of the access 
relationship - direct confidence - which is the key to translating a gen
erally favourable response into profitable work. 
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Figure 6.1 Points of access. 

Direct confidence is the outcome of efforts designed to secure a mu
tually profitable understanding and interdependency; the ability to match 
contractor expertise with client demand; and supported, in turn, by 
mutuality of direct interests between contractor and client and with ref
erence to important and influential vested interests. 

Figure 6.1 illustrates an overview of the points of access available 
throughout the whole process in the construction industry. 

CONVENIENCE 

The second issue is to ensure that whatever place is on offer is as con
venient as possible to the prospective client. Again, the problem is to 
translate the elements of convenience provided by shops and supermar
kets for consumer goods into terms practicable for construction industry 
activities. 

Clearly, access is one of these features. The others are time; location; 
replaceability; and after-sales and guarantees. In turn, these reinforce -
and are reinforced by - general and direct levels of familiarity and 
confidence. 

Time 

Time frames are normally set by the client. Where this varies, it is ideally 
by agreement between contractor and client. It is possible in some cir
cumstances for the contractor to impose its own time frames on the 
client, though this is not normally the precursor to a profitable long-term 
business relationship (see Summary Box 6.1). 
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SUMMARY BOX 6.1 Time, Luxury and Prestige 

There is a perception (not confined to the construction industry) that 'the 
best things in life are worth waiting for'. It is used by luxury, high-profile 
and high-prestige companies in all sectors to help to generate and rein
force myths and exclusivity around what is on offer. Without exception, 
this is only profitably sustainable where long-term steady demand out
strips short and medium-term supply. 

Location 

The problem here lies in substituting the factors of location afforded by 
the presence of shops for consumer goods. Clearly, this goes much deeper 
than mere presence which simply gives availability and choice. Presence, 
availability and choice have to be covered in such a way as to meet the 
client's propensity to use. This is based on a combination of familiarity 
and confidence, indicated previously. This is in turn reinforced by adequate 
and effective channels of communication (all channels - written, spoken, 
electronic, general and specific); and supported by quick and direct per
sonal access and face-to-face contact according to the needs, wants and 
demands of the client. Failure to do this simply means that clients will 
exercise their capability to choose - and choose elsewhere if that is poss
ible. So while it is not possible to provide universal access by location, it 
is possible - and essential - to cover the demands for the convenience 
factors and advantages that arise by having a wide range of outlets available. 

Replaceabi/ity 

For consumer goods this is straightforward - the product is returned either 
to the point of sale or to the manufacturer for replacement and/or com
pensation. UK and EU Law also allow consumers to prosecute both outlet 
and manufacturer for the sale of unsatisfactory, poor-quality goods and 
services, and for goods and services that are (or are perceived to be) 
misrepresented in some way, and this includes both the products and 
services themselves and also the benefits that they are supposed to afford. 

In many ways, covering this point is more straightforward for the construction 
industry. There are specific legal constraints covering a wide variety of 
the industry's disciplines and activities - for example, design, civil engi
neering, commercial house building and refurbishment, many of which 
are underwritten by industry norms and standards and reinforced by pro
fessional bodies such as the Federation of Civil Engineering Contractors, 
the National House Building Council and the Glass and Glazing Federation. 
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Beyond this, however, and given the constraints of the industry at the 
end of the 20th Century and beginning of the 21 st Century, it is absolutely 
essential that a responsible attitude is adopted. Not to do so simply gives 
advantage to all the others in the sector who do. It also simply does not 
meet clients' expectations or social conventions and, again, this invari
ably leads to loss of business. 

Moreover, any gaps in this part of the contractor-client relationship 
inevitably become a matter of litigation when things do go wrong. This 
can - and does - take years to resolve in many cases. When this hap
pens, the reputation of the industry as a whole suffers. It is very suscep
tible to adverse media coverage; and the loser is always the contractor 
and sometimes the client also (see Summary Box 6.2). 

After-sales and guarantees 

The traditional convention of the industry has been not to include after
sales activities. Part of this is culture - the organisation moves on from 
one project to the next, leaving the previous work behind. Part of this is 
due to the fact that it was seldom, if ever, demanded. Moreover, in most 
cases, after-sales actually meant the remedying of faults and teething 
troubles in facility operation and there was - and remains - a well
established claims procedure supported by litigation where necessary. 

Parts of the industry have been transformed by the demands placed 
on preferred contractors by commercial clients, e.g. design, build and 
fitting out contracts for supermarkets, shopping centres and retail parks. 
General perceptions have been affected by the fact that US, German 
and Japanese contractors include extensive after-sales as an integral part 
of their quality of service. Local and regional house and public facility 
builders tend to offer after-sales anyway, so that if things do go wrong 
they can be put right without critical loss of local reputation. More gen
erally, it is a reflection of what is expected by all customers and clients 
in all walks of life. 

The coverage of the after-sales package often varies between organisations 
and work, and will normally be based around one or more of the following: 

• Fault remedy: to a schedule agreed as part of the contract. 
• End-user induction: so that those who are to use the finished project 

are fully familiar with it. 
• General maintenance: both preventing and curing faults. 
• Facilities and environment management: the acceptance/agreement 

of a range of responsibilities when the facility is in use; and this may 
include maintenance, refurbishment, technology and usage upgrades; 
and more general features such as cleaning and security. 
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SUMMARY BOX 6.2 Guarantees: Building and Construction on 
Landfill Sites 

Building on landfill sites is attractive to both contractors and clients be
cause the price of land tends to be lower and the consequent opportunity 
for profit margins much higher. 

Serious problems arise either because the site has not been allowed to 
settle fully, there is the existence of substructures to former buildings or 
because of the presence of toxins as a legacy of its previous usage. Those 
working with such sites have therefore to address the problems of subsid
ence, site clearance and continuing pollution. 

Such problems are normally covered by organisational indemnity insur
ance and the guarantees of professional bodies (e.g. NHBC, FCEC). How
ever, this does not prevent problems from arising, nor does it guarantee 
that they will be resolved to the satisfaction of all concerned. As examples: 

• a medium-quality housing development in north Kent in 1986 had to 
be scrapped after the foundations of some of the houses started to 
fracture because the recent landfill could not support their weight; 

• an industrial estate in Newcastle-upon-Tyne was completely laid out 
in 1991 before it was discovered that there existed a residue of toxic 
and lethal chemicals dating back over 100 years which could not sat
isfactorily be dealt with because nobody knew who had put them 
there in the first place; 

• part of the problem with redeveloping the rest of the London Docklands 
is due to the fact that the integrity and quality of the building land 
cannot be guaranteed - especially those areas that were used for military 
installations where no records exist of what was deposited on them; 

• a housing development near Yeovil in Somerset in 1996 has had to 
have its foundations fitted with costly gas exhaust pipes and associ
ated works after the refuse tip on which the development was built 
started to generate methane gas. 

In each of these cases the work was underwritten by the various guar
antees. However, this does not prevent serious disruption to the end-users 
and therefore the client's reputation; such cases also generate continuing 
adverse media coverage which dilutes the quality of relationship and mutual 
trust that should exist between contractor, client and end-user. 

• Options on future site redevelopment: if it ever becomes essential 
or desirable. 

• Staff training for the end-user: where there are specific, techno
logical or legal requirements. 

• Continuous improvement: of the facility, including attention to ma
terials, energy, technology management and the quality of working 
life. 
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The activities are mixed and emphasised to meet the real and per
ceived needs of the particular client group. For some activities, it is es
sential to recognise also what can possibly go wrong so that at least 
there is an element of fore-warning and therefore fore-arming. 

It is also necessary to determine whether after-sales and guarantees 
are to be built into the contract price or else offered as add-ons should 
the client want them. How this is done depends on client demand and 
expectations, and will become apparent long before it becomes an issue 
as the result of having built a high-quality, effective and professional 
relationship. 

Two other key features that relate to the place aspect of marketing 
should be noted. These are: 

• time to market; 
• personal contact and access. 

TIME TO MARKET 

This is the speed of response of the contractor and it applies to all as
pects and activitie:; of the industry. It is less of a problem where a client's 
time constraints are not a priority. It is a real marketing issue when the 
client wants the work started and/or completed quickly. There are both 
general management and sector specific factors. 

General management 

All activities and procedures are capable of improvement subject to the 
availability of technology, expertise, creativity and willingness, and the ad
equate capital base to support them. All other things being equal, the 
keys are creativity - the ability to use the available resources in ways 
that will meet this client demand; and willingness - the motivation to do 
this and accord the client the priority requested. 

There are implications for this. The main point is that any organisation 
that does transform its time to market revolutionises the expectations of 
its client base. Today's transformation becomes tomorrow's norm. Where 
one organisation can achieve this but others in the sector cannot, it can 
lead to sectoral destabilisation. In general, however, the ability to com
pete on 'time to market' is a distinctive advantage. As well as client 
satisfaction, it improves contractor cashflow, especially where the bulk of 
money is not paid until the contract end. 
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Sector specific factors 

There are also sector specific factors as follows: 

• Architecture and design: speed of effective response leading to in
itial proposal and/or final and acceptable design, especially organisational 
attitudes to instant and short-term requests. The attitude to these is 
balanced against perceptual problems of being 'too quick', i.e. if the 
response is too quick, it cannot have been properly thought out. 

• Planning, project management and other consultancy and agency 
services: the present state of this part of the industry is such that an 
initial response to a request is normally expected in a few days at 
most; and the main exception to this rule is physical distance (e.g. a 
request for a meeting from an organisation in Malaysia to an agency 
in London has to allow time for travel!). Otherwise any organisation 
in these sectors that does not respond quickly must recognise the 
disadvantage at which it is placing itself. 

• Building materials and supplies: there are two issues for this sec
tor. One is to have sufficient access and distribution support to be 
able to meet the widest possible anticipated range of demands. The 
second is to be able to tailor the service to specific clients. For ex
ample, just-in-time type deliveries - small, regular and precisely sched
uled - are increasingly the norm on major civil engineering projects. 
This sector is also being transformed to the point at which tradi
tional blockages and breaks in service (e.g. due to the weather, quarrying 
and manufacturing problems at source) are no longer regarded as 
'one of those things'. Main contractors and clients expect the build
ing materials and supplies sectors to work around this. 

• Building and civil engineering: the speed at which projects can be 
completed is the function of initial and continuing site access and 
levels of resource commitment on the one hand, together with work 
scheduling, critical path planning and managerial co-ordination on 
the other. From a marketing point of view, it is a question of speed 
of returns, client satisfaction and general presentation. Also from a 
marketing point of view, the more quickly the work is done the bet
ter (even though this may not be an operational priority once the 
work has been awarded). Again, the consequences to those organisations 
that do not work in this way is a loss of business to those that do. 

• Jobbing building: gaining and maintaining the reputation for speed 
of response and work completion are certain to give distinctive repu
tation advantage. The two most common complaints after all are 
failure to start (where customers perceive that the contractor has 
forgotten them); and failure to finish (where, after a quick start, cus
tomers perceive that the contractor has forgotten them). 



Place, Location and Outlet 149 

PERSONAL CONTACT AND ACCESS 

Customers and clients require personal contact and access for the fol
lowing reasons: 

• General information: akin to browsing around a shopping centre, 
comparing prices, quality, availability, volumes, indications of dead
lines and deliverability; this is generally looked for from a wide var
iety of sources. 

• Specific information: following a decision to purchase or commis
sion in which the general information is translated into real propos
als and client benefits; and again sought from a variety of sources. 

• Detailed information: following the decision to use the given or
ganisation and indicating the ways in which the work is to be carried 
out as the precursor to prequalification, tendering and contract award. 

• Contract formation: agreement and signing which is based on auth
ority as well as information. 

• Contract liaison: based on a format established and agreed at the 
point of award and which exists for the duration. 

• Contract delivery: based on completion to everyone's satisfaction. 

In general, personal contact and access are therefore based on a com
bination of availability, expertise and authority. In specific cases and for 
specific contracts this has to be precisely tailored. It reinforces the point 
made elsewhere (Chapter 2, page 31) of the mix of awareness, familiar
ity and contact; and the need above all to base this on high-quality, 
expert and continuing personal and professional contact. As well as the 
key to promotion, it is also in many cases the place of transaction or at 
least the point at which the transaction is set up. 

As with the marketing of consumer goods, the use of place is a part of 
the demonstration process; and as with consumer goods, at any given 
time clients and customers will not buy on the given occasion. How
ever, attention to personal contact and access has still to be paid: 

(a) as part of the process of demonstrating the full range of choice and 
the qualities and expertise of the particular organisation; 

(b) because everyone else is doing it; 
(c) to maintain position, familiarity, general knowledge and awareness; 
(d) to expand position, familiarity, general knowledge and awareness. 

Personal contact and awareness are underpinned by the professional 
expertise and attitudes of those with whom the client base comes into 
contact. They are undermined by lack of professionalism and negative 
attitudes. These may exist in fact, or they may be perceived to exist by 
the clients because of a lack of positive or desired response from the 
contractor's marketing staff. 
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Personal contact and awareness from the contractor's point of view 
are concerned with devising, designing and presenting the organisation's 
distinctive expertise as client benefits and presenting them in the most 
convenient form and way possible. The mix of this clearly varies be
tween activities and organisations. It also varies according to the nature 
of responsibilities pinned down in specific contracts. It also clearly varies 
according to the different parts of the industry. 

It is therefore necessary next to distinguish between different forms of 
distribution. This may be: 

• Direct: between contractor and client - most common in architec
ture, building and civil engineering, planning and consultancy services. 

• The use of intermediaries and agents: especially project manage
ment, value management, purchasing and supply, estimating and 
deliveries. 

• Subcontracting: of specialist work and subprojects; subcontracting 
also covers parts of workforces; it also covers some specialist and 
consultancy services. 

• Franchising: where products and services are branded and where 
distribution is placed in the hands of franchisees who buy the right 
to trade under the particular name in returns for guarantees on product 
and service quality and delivery. 

Note 
Delivery gap: the immediate problem that becomes apparent is called 
the delivery gap. This does exist in direct contractor-client relation
ships where gaps arise as the result of misperceptions and misunder
standings. In anything other than a direct relationship, the problem is 
compounded by the fact that intermediaries are present. 

Whatever form of distribution is used, the purpose is to produce the 
product or service in the most cost effective or project effective way at 
the point of agreement (for contracted work) or distribution (for services 
and materials). There is therefore likely to be a mix of these in all but 
the simplest of transactions. 

The following criteria have to be taken into account. 

Location of client base 

The key criterion for choosing the place/means of distribution is to pro
vide the best possible access to the client base. Whether mass marketed 
or specifically targeted, this means knowing and, if necessary, creating a 
place and/or the outlets required. 

One-off projects and products mean creating the point of distribution 
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especially. There are two elements to this - first, creating the place in 
which the preliminary work is done once the specific properties of the 
target group have been established; and second, creating the place in 
which the specific and detailed work can be done as the contract is 
finalised. 

For work based on reputation, the best approach is to develop a place 
in the segment in which reputation is the key to success. 

At the jobbing/domestic end, this means becoming well known in the 
community, both personally and professionally; and, through the work, 
building a reputation for good-quality work and customer satisfaction. 

At the professional services end, this means carrying out activities that 
have the same effect and that may include the sponsoring of competi
tions; research work; feasibility studies; self-started proposals (e.g. for 
urban regeneration and regional development); published critiques of 
proposed projects and initiatives. 

From whichever point of view, the object is to make the end result 
known and perceived as coming from an authoritative and expert body 
or practitioner and this, in turn, leads to the client helping to create the 
'place' by seeking the body or practitioner out. 

From the point of view of the building and civil engineering sectors, 
the onus is on becoming a good corporate citizen and making a full 
contribution to the local community for the duration of the given project. 
This involves: 

(a) attention to site maintenance, appearance and access; traffic man
agement; access to other facilities; where appropriate, compensation 
for those whose lives have been - and are being - disrupted as the 
result of the work in hand; and 

(b) attention to the needs of the community; provision of facilities for 
the community (e.g. meeting rooms, guest speakers for local groups); 
answering any specific concerns; and addressing any opportunities 
such as education and work experience provision for schools and 
colleges. 

Mass market activities in construction mainly concern the supply side 
of building and domestic products and materials. The issue for suppliers 
is therefore to gain the maximum number of outlets through a combination 
of advertising and differentiation activities, and supported with a distri
bution chain based on retail supply principles - flexibility of packaging; 
flexibility, frequency and reliability of distribution; attention to product 
quality; and attention to the long-term supplier/distributer/retailer rela
tionship (see Summary Box 6.3). 
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SUMMARY BOX 6.3 Supplier/Distributer/Retailer Relationships 

There are two points of view here. 
1. Effectiveness and success 

The supplier/distributer/retailer relationships are based on mutual long
term profitability and interest. The relationship is spoilt when this balance 
is lost. This occurs as follows: 

• Where the desired frequency of supply or distribution cannot be 
assured. 

• Where the retailer can no longer shift previous volumes of the product 
and makes requests to vary the amounts to the detriment of the 
supplier or distributer. This may either be: a reduction causing both 
supplier and distributer to have to look for alternative outlets; or an 
increase, putting pressure on the existing capacity of supplier and 
distributer. 

• Where the supplier can no longer adequately supply the volumes 
necessary to keep the distributer and retailer contented. 

• Where the distributer cannot match the supplier and retailer demands. 

It is also true that as product design becomes simpler, products hitherto 
reserved for trade markets become more accessible to retail type 
consumers (above all, the DIY market in this context). Increases in demand 
for products at this end of the market may therefore affect the long
term future of the commercial and jobbing sector. This also applies to 
the capability to package base and primary products (e.g. cement, ready 
mixed concrete, bricks) and provide simple sets of instructions that again 
enable individual consumers to use them successfully. 

2. Domestic, refurbishment and upgrade products 
For example, double glazing, fitted kitchens, fitted bedrooms, fitted 
bathrooms fall into the grey area between retail and capital, and marketing 
effort has to reflect this. The supplier has to ensure long-term availability 
of good-quality components - kitchen, bathroom and bedroom fittings; 
glass, frames and fixtures for the windows that can be cut and assembled 
preCisely. The pressures on distributers and retailers - ensuring their 
part in the supply chain - remain the same. Fitting the products to 
their particular use is normally the responsibility of retailers, either because 
they have the expertise for this in-house, or because they have a regular 
supply of subcontractors for the purpose. 

From this, views of the supply and value chains can be built up (Fig
ure 6.2) and indicate the points at which a mutually profitable relation
ship is achieved in these aspects of marketing. 

Effective supplier/distributer/retailer relationships are diluted when there 
is failure to address each aspect. Terminal damage occurs where end
user satisfaction is not achieved. This is detrimental first of all to the 
retailer and quickly knock on to the others. 
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J Supply I I Distri- 1 
bution I Retail I I Fitting 

Supply Raw/price Packaging Distance Repackaging Present~ Convenience 

chain pnmary Frequency Advertising atlon Design 
matenals Branding Access Branding 

Design 

Added 
Convemence Speed of Conhdence End-user 
Aexibllily delivery Enhanced salis-

value Speed Conhdence reputation faction 
Brand Perceived 

chOice added 
value 

Figure 6.2 Effective supplier/distributer/retailer relationships. 

Mass supply activities such as the supply of large quantities of primary 
materials and structural essentials such as bricks and steel stock to build
ing and civil engineering sites bring distinctive problems. Above all, they 
include ensuring regular site access for deliveries in ways that the imme
diate environment and infrastructure can support and without disruption 
to the rest of the life of the given community. This means ensuring the 
adequacy of supplies and the delivery fleet. Where necessary, this also 
can, in turn, mean looking for alternative sources either to complement 
the prime supply source or else as back-up should anything go wrong. 

Agency and consultancy services have to consider the nature of both 
initial and continuing client demand. The normal initial point of contact 
is by telephone, usually followed up in writing, and so this has to be 
supported by a level and quality of initial contact that is sufficient to 
move the relationship on to the prospect of a continuing professional 
and profitable basis, as well as to make speedy executive arrangements 
where necessary. This is supported by technology and electronic com
munication systems wherever possible. 

Service levels 

Whatever the nature and means of distribution, the products, expertise 
and services offered have to be supported throughout the whole process 
from initial enquiry to project/activity completion. This particular level of 
service clearly varies according to the nature of the work, priority of the 
client and the overall profitability of the work, and the early identifica
tion of potential and specific problems. 

The starting point for this is the quality and level of relationship that are 
required on the part of both parties. This includes attention to the following: 
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• desired frequency of contact; required frequency of contact; 
• time from order to professional engagement; 
• specific client pressures (specific contractor pressures are also important 

but effective marketing requires that these are kept out of the con
tractor-client relationship as far as possible); 

• availability on an emergency basis; other availability when required/ 
demanded; 

• expertise availabiHty and continuity of expertise supply; 
• what to do when the service cannot be made available; 
• general factors of convenience and access; 
• progress reviews and payment methods; 
• contractor-client relationship and management responsibility for project! 

service progress; 
• packaging, generic expertise for individual clients; 
• review periods and format; 
• co-ordination between client and contractor, and contractors and sup

port functions. 

The priority and mix of these will clearly vary between different situ
ations and different contractor-client relationships. 

Profit levels 

Clearly, greater attention is paid to ensure a high profile place in a long

term profitable sector or one that shows distinctive potential. However, 
all work has to be seen in terms of market development as well as re
turns on the current project. The ideal is therefore to establish a basic 
quality of place, distribution and access so that it is possible to maintain 
and develop the sector whatever its current level of profitability and 
whatever the future demands of actual and potential clients. 

Relationships with distributers, retailers and agencies 

This applies to those activities that are not directly controlled - especially 
suppliers of building products or materials through retail and wholesale 
outlets; and project management and other specialist expertise that is 
purchased through an agency. For the former, the onus on the organisa
tion is to control the level, quality and frequency of supply so that the 
opportunity in the market is maximised and optimised long term. It is 
necessary to underpin this with regular liaison with the distributers and 
outlets to ensure continuing priority of place and also as an early warn
ing arrangement where the products in question are either losing or rap
idly increasing their markets. 
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For work conducted through an agency the biggest problems are 
misperceptions surrounding the initial brief. This includes everything in
volved - from the nature and duration of the contract, the actual expertise 
required, support services, to the fee content and structure (and total). 

Client liaison 

This includes potential client liaison and takes place at a variety of levels. 
The rules for each are the same however - the development of a con
tinuous familiarity and relationship punctuated by regularised and more 
formal reviews, the purpose of which is to demonstrate continued and 
improved ability to match client demand with contractor expertise and 
willingness - at a profit. The nature and regularity of contact may be 
varied; though a balance has to be struck when dealing with potential 
clients between over-pursuing supposedly unprofitable lines of business 
(especially where a long-term general relationship has not led to work), 
and ensuring that the contractor organisation is well placed to take ad
vantage of opportunities that may suddenly arise. The mix of clients and 
especially potential clients and prospects varies and is repositioned con
stantly according to whether the organisation is working to full capacity 
or not, its willingness and propensity to expand, and the prospects af
forded by new clients. 

In this context, Table 6.1 is a useful indication. 
The mix of contractor-client liaison activities at each stage shown in 

Table 6.1 varies between organisations. Apart from anything else, the 
mix itself is a useful indication of: the extent to which possibilities and 
prospects are turned into work; the percentage of real work in relation 
to contacts; the reasons for success and failure. 

Conducted properly and professionally, the table is an essential source 
of information to be used by the organisation in the assessment of the 
effectiveness and profitability of its current range of activities, product! 
service/offering portfolios. It also identifies specific points - above all, 
the point or points at which work is won or lost. 

The client liaison process has to be underpinned by resources, commit
ment and expertise if it is to be fully effective. Failure to do so always 
gives out the message to clients that this is an unvalued or under-valued 
area of work, and this is in turn always detrimental to performance. 

Above all, clients expect both expertise and authority, especially at 
the formal review stages. This therefore applies to all expertises and dis
ciplines within the industry. 
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CREATING A POINT OF SALE 

This applies to all disciplines and organisations. The key to effectiveness is: 

• recognising the nature of general contact required by the client base 
for information and general prospects; 

• recognising the nature of specific contact required when the client 
base has an active interest in commissioning work; and 

• providing a combination of responsiveness and expertise that meets 
both. 

This is then translated into a combination of facilities and presenta
tion. The main problems with effective points of sale include the following: 

• The perception gap is not fully recognised. This either causes com
placency - e.g. 'they know where to find us if they need us'; or a 
retreat into general familiarity, e.g. 'everyone knows where we are'. 
At the other end of the spectrum is information and contact over
load, the equivalent in retail terms of carrying a shop or outlet chain 
which the levels and nature of business simply cannot sustain and 
which is therefore not cost effective. 

• The cultural perception is taken on trust. This is seen from two 
points of view - the industry: 'this is the way that everyone does it' 
(and therefore it must be right); and the client - 'this is what clients 
need/want/expect' and which often starts out as accurate and informed, 
and then loses its currency as other players develop their position. 

• The bunker mentality. This occurs when an organisation has a long 
history of success and achievement. The result is that it starts to 
believe that 'clients will come to us when they need this work doing'. 

• The end in itself. This occurs when a highly effective point of sale is 
created but is then not developed as the sector develops and as 
competitors catch up. 

Scale and scope 

The scale and scope of the point of sale must consider: 

• the range and nature of the contacts made from browsing, general 
information, individual information through to work requests; 

• the number of contacts made broken down as listed previously; 
• the frequency of sales and purchases; and this relates to volumes 

(e.g. one per week, one per minute) and to the percentage frequen
cies (e.g. 10% of prospects will make further enquiries, and of these 
10% will actually make purchase or commission work); 

• purchaser convenience; 
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• strengths and weaknesses of the points of sale chosen as a pointer to 
future developments; 

• strengths and weaknesses of the points of sale chosen by competitors; 
• specific technological opportunities and constraints, including the need 

to provide specific technology and the expertise to use it for pro
spective customers who make contact (and this includes both physi
cal and electronic contact); 

• the current state of the market - expanding, static or declining; sta
ble, shifting and transient; threat of entry; the creation of alterna
tives; the ability to open up new markets. 

Creating a point of sale is often called 'channel matching' - matching 
the demands of the client base with the properties, qualities and expert
ise of the contractor so that the desired approach of each is compatible. 
The process should match the technological, operational and, above all, 
perceptual factors involved; and should recognise (a) that this is never 
perfect; (b) the extent of any problem caused by those imperfections; 
and (c) what actions are ideal, necessary and desirable to remedy these 
and minimise their effects (see Figure 6.3). 

MARKETING TO VESTED INTERESTS 

Vested interests - economic, social, political interest groups, community 
groups and often protest and action groups - have to be recognised, 
located and addressed. Vested interests are dealt with under the head
ing of place and location because the reason that they arise is invariably 
the result of location: the location of proposed activities; the effects on 
the location (e.g. construction blight, environmental damage) of the pro
posed activities; the real and/or perceived effects on the quality of life 
of those in whose area the work is to take place. The specific concerns 
therefore vary. The principles for dealing with them do not and the fol
lowing keys are important to bear in mind. 

Empathy 

Empathy means recognising the effect on the resident and commercial 
population of having to live in the long-term with the finished project or 
facility (and with its construction). This means dealing with effects, posi
tive and negative, on: 

• quality of life: clear presentation of the costs and benefits overall; 
• land and property prices: which may and does involve underwrit

ing, compensation, guarantees, buy-outs and buy-backs; 



PHYSICAL 
• Location 
• Appearance 
• Environment 
• Suitability 
--t Accessibility 
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TECHNOLOGICAL 
• Telephone 

• Fax 
• Computer 
• e-mail 
• WorldWide Web 
--t Accessibility 

PERCEPTUAL 
• Convenience 
• Positive/negative 
• Expectations 
• Confidence 
--t Accessibility 

Figure 6.3 Point of sale: summary. 

• visual aspects: all construction and civil engineering projects, posi
tive and negative, change the appearance and usage of the land and 
environment; 

• specific concerns: these vary from place to place and normally in
clude - light, noise and air pollution; spoil removal; land and en
vironment restoration; traffic disruption; long-term consequences (e.g. 
the building of a small exclusive estate may set a precedent that 
opens the prospects of extensive further development). 

Respect 

Proposal presentations are carried out in ways that respect the general 
concerns for the locality. Failure to do so simply aggravates those af
fected. For contentious projects, this always adds fuel to the fire of con
troversy. Problems of real and perceived lack of respect arise when: 

• issues have clearly not been thought through completely or thor
oughly; 

• costs and benefits (especially benefits) are not what they are deemed 
to be and are not presented as such to those affected; 

• the opinions of the vested interest are dismissed as of no consequence; 
• there is a real or perceived secondary or hidden agenda, e.g. the 

ability of a powerful contractor to break into an area; a politician's 
desire for a monument to himself; 

• there is a problem with priorities, e.g. the council wants a shopping 
centre, the population wants a bypass; 

• unwillingness to address real or perceived concerns, all of which have 
to be seen from the point of view that: 
(a) they are important enough to those concerned to have raised 

them; 
(b) failure to do so in all situations is always a mark of lack of 

respect; 
(c) if the project has been properly planned and thought out the 

concerns can always be addressed. 
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Information 

Vested interests always want information and this must always be com
plete. Where it is not, the vested interest always assumes that it is being 
treated with disrespect, if not dishonesty. Moreover, people always make 
up the difference between what they do know and what they wish or 
need to know - and this is invariably negative and detrimental. 

The main reasons for not providing complete information are: 

• That it is not available - where this is the case, it should always be 
acknowledged. It is underpinned with a commitment to give it out 
as soon as it does become available. 

• That it is available but is not given out because nobody on the con
tractor's side has thought it sufficiently important. There is no prob
lem in this case with making it available. 

• That it is available but is considered too commercially, economi
cally, socially or politically sensitive for some reason. This informa
tion should always be reconsidered with a view to publishing it. There 
is very little that does not benefit from publication (rather than cause 
trouble for lack of publication) in most situations. There are very few 
genuine commercial secrets and the contractor, especially, should 
be genuinely aware of what these are when they are deemed to 
exist, and of the prospect of keeping these genuinely secret in the 
long-term. 

SUMMARY BOX 6.4 Lack of Complete Information 

High Speed Rail Link to the Channel Tunnel: UK and France 
This project was due to be completed as part of the wider infrastructure 
development of the Channel Tunnel project. It is useful to contrast the 
experiences of the UK and France. 

UK 
In the UK, the project was met with universal opposition, because it was 
late in conception. It was not fully supported, especially politically. Benefits 
were required to be demonstrated before the link itself was commissioned. 
Moreover, the original route chosen - still widely deemed to be the best 
- was cancelled at the drawing board stage because it was thought politically, 
socially and environmentally sensitive. Operationally this route had met 
all the requirements of high speed rail travel - a flat terrain, long straight 
stretches and treading a similar route to well-established rail and road 
networks. It would also have linked centres of population and commercial 
activity between London and the Tunnel, and therefore with the rest of 
the European network. 

This gave the lead to those in other areas when alternatives were put 
forward. They knew that the ideal route had been turned down and the 
reasons for this decision. The perception was that subsequent choices were 
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fudges and compromises, and could therefore be expected to be turned 
down also provided sufficient protest was made. 

The problem was compounded by a total of twelve different routes and 
proposals being made over the period 1986-91. The universal impression 
was therefore that politicians, officials and others with influence did not 
know what they were doing - and this was translated into the community 
as a widespread lack of confidence, coupled with the belief that, as the 
original route was turned down as the result of pressure and influence, 
others could be also. 

Other factors that contributed directly were: 

• The unwillingness of potential contractors to discuss their project's 
costs and benefits in any detail. This was made worse by political 
interests in particular areas gagging the proposers because of the negative 
tide that was already running against the idea. 

• The unwillingness of the UK Department of Trade and Industry or Depart
ment of Transport to give any form of lead or direction in the matter. 

• The avoidance of any discussion of the principal aims of the project. 
Lobbies and vested interests concentrated on peripheral issues that 
became real major concerns - noise levels, site access, construction 
and civil engineering methods. 

None of these would have been top priorities if a clear direction for 
the project had been established at the outset. 

The overall result was that people living on or near all of the proposed 
routes suffered property blight and therefore material economic loss. The 
project was universally detested and discredited. To recover any confidence 
for the project required major marketing effort and economic and political 
support. 

France 
In France, the project was early in conception and fully supported. 
Concentration was on the benefits and not the costs. Disputes therefore 
arose, not because of the effects on those on the chosen route, but because 
of the economic loss to those areas that were not on the chosen route. 
The political consequence of this was that, as well as investment in this 
project, the French government had to commit itself to providing investment 
in other transport, infrastructure and commercial development initiatives 
- especially the coast motorway between Calais and Rouen and regional 
development grants for the city of Amiens - as compensation for the 1055 

(and the perceived loss) suffered as the result of not being placed on the 
chosen route. In this case, the vested interests were lobbying to have the 
project come to them, not against them - yet they still had to be addressed 
in the same way. 

The high speed link between the French Channel Tunnel terminus at 
Sangatte near Calais and Lille, Brussels and Paris was completed in late 
1993. It was designed to be integrated with the rest of the rail infrastructure 
of Northern Europe, and especially with the TCV (high speed train) networks 
in France and the long-distance routes connecting Brussels with northern, 
central, southern and eastern Europe. 
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Language 

Language must be simple, clear and direct - and truthful. Where any of 
these are not present, the message received is perceived to be dishon
est, disrespectful and not worthy of trust. If there are detailed and tech
nical issues to be addressed, then these have to be explained in 
non-specialist terms and supported by technical documentation that is 
available for inspection and fervent discussion when necessary. 

The problem of language has to be supported by non-verbal communi
cation elements of access and availability so that any pressure group can 
gain real answers to its genuine concerns (see Summary Box 6.5). 

SUMMARY BOX 6.5 Language 

Pressure groups and vested interests are always encouraged by the use of 
direct language such as: 

• 'I don't know the answer to your question, but I will get you one by 
- [and give a date]' 

• 'I do know the answer to your question and this is it ... ' [and proceed 
to give the answer in clear, direct and simple terms] 

• 'The project will start on [give a date] and be completed by [give a 
date]' 

It is impossible to speak in these terms without reinforcing the message 
through clear and supportive body language. On the other hand, pressure 
groups and vested interests are always disconcerted by the use of such 
phrases as: 

• 'It is the view of the inquiry that ... ' 
• 'We will have to get an answer from the Minister/council leader/project 

liaison officer ... ' 
• 'That question is beyond the remit of this inquiry' 

Each of these phrases - and their equivalent - represents a combination 
of lack of respect, lack of clearly delineated responsibility and the well
known bureaucratic obfuscation. The message given out is therefore that 
what is being stated is, at best, bet-hedging; and, at worst, obfuscation 
bordering on dishonesty. The normal result is to encourage pressure groups 
and lobbies to extend and expand their range of activities, for example to 
gain national media coverage, and highlight their particular plight or concern. 

Responsibility 

Ultimate responsibility for all work rests with the client and this remains 
true even where responsibilities for dealing with pressure groups are ac-
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corded to the contractor or where the effort is divided. This means that 
any answers given are deemed to carry the full support and confidence 
of the client; and where answers are not clear, the client can expect 
further and supplementary requests. Problems arise where: 

• Ultimate responsibility is mainly political and therefore not expert. 
• Those who are ultimately responsible mistake noise for substance 

and start to distance themselves from the effects of worthwhile projects 
and activities. In many cases, this has led to the dilution and cancel
lation of activities previously deemed necessary and worthwhile (e.g. 
cancelled airport developments at Manston and Yardley Chase; dilu
tion of the M25 project). 

• Those who are ultimately responsible mistake substance for noise, 
and therefore press ahead regardless, despite the fact that there are 
real issues to be faced (see Summary Box 6.6). 

SUMMARY BOX 6.6 Pressing On Regardless 

We return again to the legend of the Channel Tunnel rail link on the 
English side. 

On the morning of the Planning Meeting in late 1989, one of the officials 
concerned realised that he had not carried out his particular activity which 
was to propose a route from Ashford, through the Kent countryside, to 
north London. He therefore raced into work early and got himself the 
largest scale map that he could find. On this he drew a line showing the 
proposed route, drew a deep breath in a sigh of relief, and went along to 
the meeting. 

His proposed route was accepted as a real possibility, duly published in 
the local and national press and accorded coverage on the local television 
station. Only at that point did it come to light that the map that he had 
used was an old one and that the route he had proposed cut straight 
through the middle of exclusive executive housing developments on the 
northern edge of the city of Maidstone which had been built subsequent 
to the publication of the particular map! The problem was compounded 
by the fact that rather than apologising for the error and admitting it, 
officials did their best to justify the shambles. 

Effective marketing and presentation to lobbies and vested interests 
therefore address their concerns from their point of view. The ability to 
do this is based on recognising the obligation to do it and the level of 
understanding required. Any project that is supported in this way is much 
more likely to come across as being worthwhile and of long-term value 
and benefit than one which is not. Acceptance of this obligation and 
managing it effectively also gives off a clear impression of confidence 
and expertise on the part of both contractor and client. 
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INTERNATIONAL FACTORS 

As with all industrial and commercial sectors, the construction industry 
has become internationalised and globalised over the past twenty years 
and this is set to continue. The immediate consequence of this is that 
there is competition for work from companies from all parts of the world 
for hitherto assured, traditional and domestic markets and sectors. As 
companies face global competition on their own patches, they therefore 
in turn have to seek work elsewhere. 

It is useful to classify international markets as follows: 

• Steady/static/mature: Western Europe; urbanised parts of the USA, 
Canada, Australia, New Zealand. 

• Active: refurbishment and redevelopment in Western Europe and 
urbanised parts of the USA, Canada, Australia, New Zealand; infra
structure development in the USA, Canada, Australia; facilities de
velopment in Western Europe; urban and infrastructure development 
in the Middle East, oil states, Hong Kong, Japan. 

• Emergent/pioneering: ex-USSR, Poland, Czech Republic, Slovakia, 
Hungary, Mexico, non-urban USA. 

• Emergent/pioneering/active: China, Vietnam, northern and south
ern Africa, South America, Mexico. 

• Burgeoning/developing rapidly: Malaysia, Philippines, Indonesia, Thai
land, Korea. 

This classification is essential in order to set in context the perceived/ 
received wisdom that the industry's honey pot lies in the area described 
above as emergent/pioneering/active. In these countries and regions, ur
banisation, industrialisation, commercialisation and the upgrading in all 
aspects of infrastructure are all going to mean vast amounts of work for 
the industry at large. However, this transition is going to take place over 
the long-term and this becomes the first implication of international 
marketing. 

International marketing as an investment 

A long-term commitment is based on establishing a long-term reputation 
from which there is a genuine prospect of long-term work. The ground
work has to be carried out first and this may take many years, as witness 
the number of UK multinational companies that have had a presence in 
different parts of the world for long periods of time and yet whose main 
portfolio of work still remains domestic. 

Beyond this, there is a strong general perception in all organisations 
that, because they themselves know their own strengths and capabilities, 
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and because they are well known in their own areas, everyone else must 
be aware of them also. This is downright dangerous. Whatever their size, 
companies going into new areas for the first time should assume that the 
new potential client base knows nothing about them. Acceptance of this 
view means that it is much more likely that marketing activities will be 
properly structured and targeted. The opposite of this (see Summary Box 
6.7) is that the company assumes that the new market is familiar with 
them and therefore neglects the groundwork. This is especially true where 
the particular companies already have carried out some work in the new 
country and they therefore assume that they are well known. They neglect 
the fundamentals and the normal consequence is that, while it is possi
ble to continue to pick up odd projects, it is not possible to generate a 
commercially viable volume of work. The international activity therefore 
remains peripheral. 

SUMMARY BOX 6.7 Common Misperceptions of International 
Markets 

• 'They are waiting to welcome us with open arms'. 
• 'They know exactly who we are and what we can do'. 
• 'We are miles better at our job than their domestic industry'. 
• 'Our construction/architecture/planninglconsultancy is the best in the 

world'. 
• 'We can get in there quick, make quick profits and get out'. 
• 'We can work substandard for high prices; it is a licence to print 

money'. 
• 'We will get a clear run at the work'. 
• 'There's plenty to go round, so we are bound to get some of it'. 
• 'We have influence at home, therefore we will have influence over 

there'. 
• 'They will do things our way'. 

Behind each lies complacency born of a combination of the certainty of 
excellence and past achievement with the perception that this will be 
held in high regard in the proposed market. Worst still, these attitudes 
indicate a bunker mentality that may be summarised as 'all we have to 
do to succeed is to go overseas'. 

Worst of all is the fact that in many cases the host country and its 
client base would indeed be only too pleased to use the particular 
organisation, if only it would conduct its marketing and presentation in 
ways suitable and acceptable in the particular situation. 
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SUMMARY BOX 6.8 

The lessons from Japan 

Playing Away: Successful 
International Marketing 

Japanese companies from all industries - and including those that serve 
consumer markets - have been so successful in gaining extensive business 
overseas because of the amount of long-term investment and effort that 
they put into gaining a foothold. They studied the markets; they studied 
the culture; they studied the patterns of behaviour of those people to 
whom they were going to be selling. And they presented their products 
as benefits to the domestic market rather than on their own technical 
merits or as the result of an obviously unknown domestic reputation (however 
good that may have been). 

In summary, they build their own expertise into the local culture so 
that what is presented is a combination of: a real understanding of their 
international client base; a real understanding of the needs, wants and 
demands of their customers, consumers and clients; an absolute attention 
to product quality; and delivered by top quality, highly motivated staff. 

Any company from the construction industry or one of its disciplines 
(or for that matter, any company at all) should check its international 
marketing effort against these features. Lack of attention to any of these 
always dilutes the effectiveness of international marketing efforts. 

Going international 

Companies go international for any or all of the following reasons: 

• they are being driven out of their domestic or traditional markets by 
incomers; 

• the rules or expectations of their traditional or domestic markets have 
changed and the company can no longer meet the new set of demands; 

• they have excess capacity that cannot be used in the traditional and 
domestic sectors; 

• the domestic market is set, saturated, stagnant, static or dying; 
• the domestic market no longer matches the company's expertise; 
• the domestic market has a known finite commercial life; 
• the overseas market is of the right size, scope, scale and duration to 

afford opportunities that match the organisation's expertise; 
• better margins, quicker returns, long-term stability can better be achieved 

overseas. 

Companies may also find themselves going international as follows: 

• By chance: for example, the overseas market looks a good bet for 
some reason. Chance entry may also be achieved as the result of 
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being invited to do the work by an overseas contact. Prospects may 
become apparent as the result of attendance and participation at 
professional association and employers' association seminars, or by 
responding to circulars and publicised invites to tender. 

• Perceived familiarity: in casting around for work elsewhere it is com
mon to seek some work where there is at least a general feeling of 
familiarity, e.g. UK companies seek work in Western Europe/the EU, 
North America, Australia, New Zealand, South Africa, India and 
Pakistan; US companies seek work in Canada and Mexico. This may 
be reinforced by the fact that: 

• 'We once did some work there' - whenever that may have been. 
• 'Everyone else is doing it' - when it becomes known that com

panies are looking overseas, there is a psychological pressure on 
the rest to do the same, otherwise they perceive that they will 
somehow be left behind. 

Any of these approaches can be - and often are - successful. Each of 
the above represents a well-used point of entry. The danger is that the 
few examples where these approaches do lead to genuine long-term 
prospects are held up as shining examples to the rest of the industry. 
The greatest prospect of long-term success is achieved by taking a sys
tematic approach. 

Systematic approach 

The prerequisite to successful international marketing is groundwork. There 
are four stages: 

• Targeting: establishing which countries and regions have sufficient 
potential in terms of market size, scope, scale and longevity to make 
them worthwhile investigating further. 

• Groundwork: this consists of extensive targeted market research, the 
outcome of which is to be the capability of matching opportunity 
with resources. This is a key commitment and needs long-term 
resourcing and support. The key result is also the capability to iden
tify, target and prioritise clients and commissioners of work. 

• Familiarisation: this consists of making contact with the prospective 
client base; and from this, getting to meet those who have the power, 
influence and authority to commission work. The initial contact and 
the person with authority may be one and the same - invariably 
they are not. Initial contact is therefore likely to be positive and 
receptive - and influential. By getting to the point of authority, ac
tual requirements can be established and the presentation require
ments established also. 
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The result of this is a real understanding of the environment in which 
operations are to take place, together with knowing the requirements of 
the given client base. It is also clear how much work and its value are 
likely (perhaps certain) to be generated. 

The fourth stage runs alongside each of the other three and is a by
product of them. It is the creation and development of a presence and 
image, ensuring that the new environment gains general knowledge and 
understanding that a particular company is a serious investor, aiming to 
establish a long-term productive and profitable presence - and bringing 
its own expertise for the long-term benefit of the particular country. This 
means a continuous marketing obligation to the new area, exactly as it is 
when operating in the domestic market. 

Carrying out the groundwork in this way also identifies real problems: 

• Cultural barriers: a past history of dealing with companies from the 
same country as the incomer is invaluable - especially where prob
lems and negative aspects have arisen. 

• Specific performance standards. 
• Specific political, economic, social, cultural, technological, legal and 

environmental barriers. 
• Language - whenever work is being contemplated overseas, it is always 

best to engage the services of a bilingual commercial interpreter rather 
than trusting to employees' command of the language (unless this is 
exceptional). 

• Problems of physical and psychological distance - the ability to con
trol and manage contracts effectively from, in many cases, the other 
side of the world. 

• The competitive advantage of established players - again, this has to 
be met and beaten if a foothold is to be gained; it is also true (as 
with the domestic market) that clients will continue to use a con
tractor with whom they are generally satisfied rather than seeking 
elsewhere - unless given overwhelming reasons to do so. 

• Specific barriers to foreign activities; for example, in some countries 
foreign incomers are welcomed provided that they enter into joint 
venture or partnership arrangements with a domestic or more local 
player. 

Once these problems have been identified, then attention can be paid 
to the ground rules under which successful activities are undertaken in 
the particular country. Moreover, precise market segments have then to 
be established; and again, this takes time and investment. The rules of 
segmentation apply wherever in the world activities are contemplated -
and this may require asking international marketers to break an unfamiliar 
country down by state/region/locality/urban factors/regional factors; to break 
the population down by age, gender, locality and distribution; and to 
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break the areas of activity down into public projects and works, domestic 
housing, infrastructure, civil engineering, and commercial/industrial projects. 

A point of entry or market penetration has then to be decided upon. 
The product or service quality has to be absolute. Beyond this, market 
penetration activities are essential - and this must refer either to pen
etration pricing (in which a price is set at a sufficiently attractive level to 
cause work to be initially attracted); product penetration - in which the 
volume, quality and availability of the product more than meets the ca
pability of other players in the region or sector; penetration quality - in 
which what is delivered is to a much higher standard of quality than 
current providers. Beyond this, it is essential to study the marketing ac
tivities of the new area. For example, some images and forms of presen
tation either give the wrong message, or else are culturally (e.g. for religious 
reasons) unacceptable. Those studying international markets have there
fore to make themselves familiar with the ways in which things are done 
there and to devise means of translating their companies' products and 
services into these forms of presentation. It is also essential to study the 
use of language - forms of language acceptable in one part of the world 
are unacceptable in others, and so on. It may also be necessary to test 
the acceptability of the direct sales approach and other forms of con
struction and construction-related marketing. 

To summarise, therefore, effective international marketing is about ident
ifying the reasons for going elsewhere; identifying the points of entry; 
identifying the means of entry; and committing long-term resources and 
commitment to gaining a foothold. It is akin to starting a new company 
from scratch - indeed, this is what is happening in terms of the new market. 

OTHER FACTORS 

Other factors that have to be considered in relation to place, access and 
distribution are: 

• The nature of the risk: as established earlier, mainstream design, 
construction, fitting out and refurbishment activities are high-risk, high
consequence activities. The problem therefore lies in deciding which 
contractor to use for the first time, whatever their lineage, history, 
expertise or reputation; in continuing to use them when key person
nel have changed (e.g. managers have moved on, specific individ
uals are tied up in other projects and cannot be released); and in 
pursuing the same contractors in new environments and locations 
whatever their history of achievement elsewhere. 

• Core and peripheral business mix: again, as established earlier, peri
pheral activities have a useful decision-making function in gaining a 
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reputation as well as commercial value in new areas. The problem 
for the client again lies in being prepared to award the contract on 
the basis of perceived capability, together with the fact that even if 
the work is 'peripheral' in terms of the product mix, it is still going 
to be awarded priority and importance by the contracting organisation. 

• Flexibility versus expertise: client organisations clearly seek a com
bination of the two and the right mix (whatever that may be) is the 
ideal. The problem lies "in assessing the balance of capability with 
willingness according to the demands of the given situation. The balance 
tends towards expertise in areas of high technology, precision and 
total quality; and tilts towards willingness and flexibility where these 
aspects are less absolute. 

• Service levels: it is increasingly the practice for these to be guaran
teed, or at least a set of boundaries and rules to be established. The 
most common forms are as follows: 

• service level agreements - identifying the main features of serv
ice required and expected so that a clear indication is established; 

• service level contracts - identifying and establishing all the fea
tures of service required and expected, and formalising them as 
part of the total contract; 

• competitive contract tendering - in which anyone wishing to tender 
for work is expected to enshrine certain key features as a 
prequalification condition. The most common features of CCl 
are union recognition agreements, training agreements, rights of 
public and vested interest access, environment management and 
protection. However, anything may be included by the client. 

• Vested interest management: in which the client requests that the 
contractor will play at least a joint role in the management of influ
ential and/or legitimate public concerns and other interest groups. 
This may be a general partnership agreement or specific areas may 
be agreed and assigned to be dealt with by each party. 

• 'Any other duties': contractual arrangements increasingly include the 
riders - 'to act at all times in the client's best interests' and 'to 
identify and resolve such problems that may become apparent dur
ing the duration of the contract'. While there are clear financial and 
ethical considerations here, it indicates the emphasis of the contractor
client relationship. 

• Relationship management: much of the place, access and distribu
tion aspects of construction marketing are concerned with relation
ship management. Primarily this is the management of the direct 
relationship between contractor and client. It also includes generat
ing positive and confident relationships between: 



Place, Location and Outlet 171 

(a) the contractor and the client's governors, resource controllers, 
political interests, public interest, vested interests and other pressure 
groups; and where appropriate, the end-users of the complete 
facility; 

(b) the client and the contractor's key supporters - including spe
cific, technological and expertise provided by agencies and con
sultancies; specific subcontractors; and contract backers; 

(c) the management of the relationship between contractor, client 
and media - the nature and interest of the media vary accord
ing to the nature of work; there is invariably some interest, 
however, whether speCialist, technical, general, local or national; 

(d) managing the relationship between the contractor, client and 
community with a special reference to generating a good level 
of respect and value for the matter in hand. 

• Environment management: this varies between disciplines. What
ever the case, it remains a key and current concern of the marketing 
aspects of construction management. 

• Building and civil engineering: this concerns environmental main
tenance and increasingly, refurbishment and restoration at the end 
of the contract. It also includes health and safety, appearance and 
other perceived quality aspects of site and work in progress manage
ment. It may also include attention to the relationship between the 
site and its environment so that disruption to the other activities of 
the locality are kept to a minimum and any specific work factors 
(e.g. mud, dust and grime) are recognised and cleaned up. 

• Architecture, design, planning: this concerns the understanding of 
the impact on the environment of particular proposals, projects, ini
tiatives and designs. It involves having a distinctive view of the costs 
and benefits of each. 

• Building materials: the two concerns here are maintaining a posi
tive and agreeable environment at the point of sale or distribution, 
including the management of mud and dust; and also the effects on 
the environment caused by deliveries in and out. 

• Consultancy and professional services: the additional concern here 
is to be able to learn the given environment and its specific pres
sures, often in a very short time. There is the additional problem of 
seeing the application of the expertise in its environment and under
standing the wider impact of particular proposals and choices. 

For example, a drainage consultancy may find themselves recom
mending two alternatives - one of which is a high-cost proposal in
cluding full water management, disposal and channelled access 
watercourses with full provision for storms and floods; and the other 
an adequate, cheaper alternative that will do an efficient job, all 
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things being equal. The consultancy then has to live with the conse
quences of the choice that it has made - the higher cost alternative 
may damage the relationship with the main contractor; while the 
lower cost choice may cause questions to be directed at the consul
tancy if there are long-term problems with future capacity. 

• Corporate citizenship: this takes a wider view of environment man
agement. The starting point is that of 'the organisation in its environ
ment'. The organisation takes an empathetic and enlightened view 
of its position, responsibilities and obligations over the medium to 
long term. This is partly because it is good general management to 
do so and partly because it is good business (and therefore market
ing). Clients are much more likely to return to a contractor for future 
work if the organisation concerned has taken a fully enlightened view 
of its responsibilities. 

Above all, the effect of building and civil engineering work on the 
environment is a prime, current and continuing concern in all parts of 
Western Europe, North America, Australia and New Zealand; and it is 
certain to become more of a concern in the other parts of the world in 
the near future (see Summary Box 6.9). The more knowledgeable and 
enlightened the view taken, therefore, the greater the understanding of 
both specific and general environmental pressures. 
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SUMMARY BOX 6.9 The Construction Industry and the Environment 
in the Third World 

The rush for civilisation 
One of the main features in marketing and contractor-client relationships 
is understanding the conflicting pressures of the rush for civilisation and 
the environment. 

It is very easy to take a supposedly enlightened Western view of this. 
This is emphasised by the presence of global forums such as the United 
Nations Conference on Environmental Protection which, in March 1997, 
set specific recommendations for limitations on deforestation and greenhouse 
gas emissions for every member nation. 

On the other hand, there are overwhelming pressures to urbanise and 
produce a version of Western civilisation, with all the benefits that this is 
perceived to bring. Such pressures are founded on the development in 
the Far East and ex-Communist Bloc of industrial nations, producing goods 
for Western and Japanese multinational companies. This process has 
transformed these economies from agrarian to industrial in the Far East, 
and from command to demand in the ex-Eastern Bloc. In turn, this has 
resulted in the need for housing, infrastructure, sanitation and communications 
networks. There are also political pressures for the work to be carried out 
quickly. 

The result is often that the work is carried out without due concern for 
environmental protection and, in many cases, this is not even recognised 
as important. Where Western interests and influences have expressed 
concerns, the Eastern and Far Eastern clients have treated these views 
with suspicion, often seeing themselves as being reined in, rather than 
giving themselves the chance to develop fully. 

There is, therefore, a moral choice when marketing in the Third World, 
and it may (and does) extend in some cases to standards and quality of 
work, as well as to environmental impact and aesthetics. Those seeking 
work in these places have therefore at least to be aware that this can 
occur. They may also be asked - even pressurised - to use materials with 
which they are not fully familiar, and in which they do not have full 
confidence. 

They may be asked to work to designs that do not accord with their 
accepted ways of doing things, or meet familiar usage and safety standards. 
In March 1997, there was a 'Towering Inferno' type fire in the centre of 
Bangkok, and 20 people lost their lives. In spite of warnings by the contractors 
at the time of construction - that the building was both inaccessible and 
too tall for the city fire service if there was a fire - the project was agreed. 
There is currently a legal wrangle over responsibility, and this is likely to 
lead to prosecutions by the city authorities and the Thai government. 



7 Promotion 

INTRODUCTION 

The construction industry is concerned with the following forms of promotion: 

• the promotion of its capabilities and expertise to clients and poten
tial clients; 

• the promotion of its finished products to the community and society 
at large; 

• the promotion of professions within the industry to each other; pro
moting specific general and continuing interrelationships and confi
dence between architects, contractors, quantity surveyors, planners, 
other consultants, civil engineers and subcontractors; 

• awareness raising and image building; general presentation of infor
mation in the most advantageous ways; 

• brand building and reinforcement - the creation of the equivalent of 
'brand' around the name of the company in question; 

• the promotion of general confidence, public sympathy and support 
for activities. 

All organisations are also generally concerned with presenting them
selves as durable and dependable to both customers and staff, and to 
other stakeholders as one of the foundations of general confidence. 

These are additional to the general concern of all organisations in every 
sphere with presenting and promoting themselves in the best possible 
light, accentuating their strengths and distinctive capability in ways ex
pected and recognised by their markets and customers, and potential 
markets and customers. 

The overall purpose of promotion is: 

• building, developing and enhancing reputation and confidence; 
• presentation of achievements, capabilities and expertise; 

and relating the two to the needs and wants of customers and potential 
customers. The key is to use the language and media - especially the 
language of the receiver (both clients and potential clients, and also within 
the industry); and to develop media within organisations so that expertise 
and capability are shown in the best possible light in the eyes of receivers. 

In order to promote the industry and its disciplines and activities ef
fectively, it is therefore first necessary to recognise customers' and clients' 
expectations. The main aspects are: 

174 



Promotion 1 75 

Table 7.1 Differing patterns of consumer goods and construction 
consumption. 

Consumer goods 

Short lead ti mes 
Instant purchase 
No/few consequences 
Self-driven/individual driven 
Cash/credit payment 
Easy replacement 
Low opportunity cost 
Low durability 
Instant satisfaction 
Instant benefits 

• the ability to meet deadlines; 

Construction 

Long lead times 
Considered purchase 
Enduring consequences 
Commissioned by groups 
Capital payment 
Difficult replacement 
High opportunity costs 
High durability 
Enduring satisfaction 
Enduring benefits 

• the ability to deliver the agreed design/product/project to the agreed cost; 
• quality assurance, durability; 
• after-sales service and support. 

These elements are then translated into promotional activities suitable to 
the construction industry. 

It is next essential to recognise the fundamental differences between 
consumption patterns of consumer goods and construction 'consump
tion' (see Table 7.1). 

The following elements also impinge on the promotion of construction: 

• Political factors: have to be taken into account in most circum
stances. For example, all construction projects affect the environ
ment. The effect of this has to be considered in all circumstances 
therefore, and part of the promotional activity is concerned with 
addressing this. The matter is most critical where there are both long 
lead times and long project times for major initiatives - such as the 
Channel Tunnel itself or the rail link. It also happens to a lesser 
extent with housing developments (for example, the transformation 
of areas through the construction of high rise flats or other intensive 
residential accommodation; and to a lesser extent, the development 
of 'exclusive' residential accommodation in rural and/or green belt 
areas). It also occurs in many cases with the refurbishment of exist
ing buildings. Whatever the case, promotion must address the par
ticular political drives and resistances so that the benefits of whatever 
is to be undertaken both outweigh the drawbacks, and are presented 
as such in ways acceptable to the population. 

• Public acceptance and colloquy: are in any case, absolutely critical 
to the acceptance of construction projects. Projects may be designed 
with the purpose of producing all sorts of benefits to the community 
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in which they are to be sited; this is no use if the public affected do 
not perceive these benefits or their value. By the same token, it is 
perfectly possible to produce projects that bring little or no benefit 
to communities; and, yet, the promotion activity has been carried 
out in such a way that these are accepted anyway! The standpoint 
taken is therefore that not only must there be benefits accruing from 
construction activities, but that these must also be presented in ways 
acceptable and sympathetic to those affected. 

Consumer goods promotion concentrates on the capability for instant 
satisfaction, convenience and the ability to pay. This is based on analysing 
the propensity to spend, spending and consumption patterns of indi
vidual consumers and consumer sectors, and segments targeted. Benefits 
are presented as tangible - use and value of the particular item and the 
benefits that accrue from using or owning it; and intangible - associa
tion with the lifestyle, images and other brand properties. 

The results of the effective promotion of construction activities are the 
same. The tangible benefits are the use and value of the particular facil
ity, drawing, proposal or project, and the benefits to be accrued from 
having it commissioned and built. The intangible benefits are associated 
with the finished facility, amenity or building, and its enduring benefit to 
the community. Effective brand building is carried out through a combi
nation of medium and long-term reputation enhancement, based on 
consistent production of good-quality buildings and facilities. Promotion 
activities exist also to reinforce organisational credibility and to build 
and reinforce customer and client expectations that are to be met as the 
result of dealing with the given organisation. 

This is further reinforced by the fact that few construction products 
are identical. This is a fundamental distinction from the production of 
consumer goods, where production runs (e.g. of aspirin, televisions, canned 
foods) often run into millions of units, all of which are identical. Promo
tion emphasis has therefore to be targeted at the virtues of the unique
ness together with the capability to produce it, as well as general confidence 
(see Summary Box 7.1). 

REPUTATION AND CONFIDENCE 

The reputation of companies in the construction industry is built as follows. 

Industry specific factors 

• The reality of their finished products and services which are there 
for the public to see and use; their useful life; the nature and amount 
of satisfaction that they bring. 
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SUMMARY BOX 7.1 High Speed Rail Link 

The public reception to the high speed rail link between the Channel 
Tunnel and the networks of the UK and France contrast utterly. In the UK, 
there was great resistance to the entire project; in France, the towns and 
cities of the northern part of the country lobbied furiously to have it close 
to them. 

The reason for this lies in the way it was promoted on each side of the 
Channel. In France, the project was seen as bringing benefits to all the 
communities on which it was to touch. It was perceived to open up in
dustrial and commercial possibilities, to improve distribution of products 
and services, to improve general accessibility, and to bring prosperity to 
those towns fortunate enough to be linked by it. 

In the UK, none of these benefits was spelled out in ways acceptable to 
the general public - and, especially, those parts of the population that 
would be directly affected by it. Attention instead focused on construc
tion and environment blight. This was exacerbated by the inability and/or 
unwillingness of those responsible for deciding the route to come to a 
firm decision. Indeed, at one point, there were no fewer than 12 propos
als for the route lodged with the various authorities. This was, in turn, 
compounded by what came to be known as 'link blight' - which above 
all resulted in the inability of those situated alongside or near to any of the 
proposed routes to sell their houses; and houses lost value as the result. 

In the UK, this was compounded by the adverse media coverage that 
resulted from the uncertainty. Every slight uncertainty was seized upon. 
Every item compounded the uncertainty. Whether the project would bring 
benefits to the community became a side issue; the point was that public 
confidence in the initiative was lost and the overwhelming drive therefore 
became to ensure that the project was not undertaken. 

• The extent to which the finished building blends in with the environ
ment; enhances the environment; and contributes to the environment. 

• The additional value and satisfaction brought to people's lives by 
buildings and amenities. 

• The quality of life that they underpin; other related matters of public 
status and perception (e.g. by living in place x, by working in place y). 

• Wider public perceptions influenced again by utility, public recep
tion, press and media reaction. 

• Appearance of the building, facility or amenity and the extent to 
which it complements and blends in with the rest of the built en
vironment; the extent to which it is timeless or faddish. 

• Effective functioning by serving its intended purpose well. 
• The variety of uses to which it can be put and extent to which it 

can be changed to accommodate different uses. 
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General elements 

• The variety and volume of work carried out. 
• The nature of contractor-client relationships. 
• The nature of inter-professional relationships between construction 

disciplines, clients, potential clients and the public at large. 
• Specific attention to cost, added value, quality, functioning, aesthet

ics and deadlines. 

Organisational factors 

• Every communication that takes place. 
• Head Office reception - appearance and demeanour. 
• Site reception - appearance and demeanour. 
• Site security. 
• Tendering and pretendering presentation. 
• General conduct and demeanour. 
• Conduct and demeanour in public (e.g. at public inquiries). 
• Conduct and demeanour when handling adverse stories and publicity. 
• Handling of clients on a daily basis and the forms of liaison that are 

established. 
• Style of response to customers, clients and enquiries. 
• Style of approach to customers, clients and enquiries. 
• Meeting deadlines. 
• General presentational aspects. 
• Answering the phone, taking and passing on messages. 
• Speed of response to queries and enquiries. 
• Road manners of drivers; manners of contractors; manners of sub-

contractors. 
• General ambience of sites. 
• Corporate attitudes. 
• Managerial attitudes and behaviour; staff attitudes and behaviour. 
• Acceptance of corporate responsibility. 
• General media coverage of the companies. 

Organisation information 

• Annual reports. 
• Brochures. 
• Advertising (if any). 
• Use of media, press relations, story placement. 
• Public relations activities. 
• The use of professional and technical journals. 
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Industry sector 
.. /specific factors ~ 

Organisational I ~Organisation 
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--""""""'REPUTATION ~ 
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General factors I Local factors 

~sectoralfactors ~ 
Figure 7.1 Building and promoting reputation and confidence. 

Local and sectoral factors 

• Small and local operators in all construction disciplines rely heavily 
on local reputation - word of mouth, appearance of finished prod
uct, operator reliability, quality and perceived quality of work, and 
working to budget. 

• Organisations and practices that concentrate their efforts on limited 
fields of activity must promote a distinctive capability and advantage 
for themselves and to the sector. As stated elsewhere, this is likely to 
be a cost, quality, deadline or expertise advantage. The essential fac
tor is the presentation of this in ways with which the client base is 
sympathetic. For example, one building or civil engineering com
pany specialising in drainage may guarantee its work for a period of 
years; another may guarantee to have the work carried out to satis
faction within shorter timescales than any other company - this gives 
potential clients a clear choice. A landscaping practice may establish 
itself on the basis that it undertakes to have removed any toxic or 
lesser waste discovered during the course of site preparation. 

The foundation of all successful promotion therefore is the ability to 
assimilate and combine these elements, and present expertise and achieve
ments in ways expected and demanded by client bases (see Figure 7.1). 

PROMOTION OBJECTIVES 

The purpose of promotion is to: 

• support the activities of the company, and present them to the best 
possible advantage in the eyes of clients and potential clients; 

• generate and reinforce more nebulous concepts of reliability and 
confidence; 
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• present the company's distinctive features and expertise in the language 
of clients and potential clients, as well as to its own best advantage; 

• assist in the process of meeting customer and client expectations. 

The media available to the construction industry, in common with all 
others for the purposes of promotion, are as follows: 

TV 
Radio 
National press 
Local press 
Trade press 
Billboards and hoardings 
Brochures and sales literature 
Personal sales 

Customer liaison 
Sponsorship 
Word of mouth 
General company presentation 
Public relations 
Promotion through direct mail 
Products and name placement 
Other publicity 

The following are also available specifically to the construction industry: 

• the development of a brand image around the company name, logo 
and the facility's appearance; 

• the development of positive images as the result of current, recent 
and historic activities; 

• company boards at project gates and entrances; 
• photograph, television and video presentation of work in progress; 
• use of trade fairs, exhibitions and shows; 
• editorial/documentary on specific problems and issues; 
• academic and industrial published research; 
• lobbying and networking; 
• competitions; 
• the activities of professional and industrial associations (e.g. CIOB, 

ICE, M, RIBA, RICS, IStructE, RTP!); 
• other activities such as the establishment of an overseas branch, or 

the acquisition of a company in a different sphere of the industry 
(e.g. the acquisition of a house building company by a civil engin
eering company) also contributes to the general promotion profile. 

Key factors in the promotion of construction 

Promotion activities in the construction industry must take account of 
the following: 

• Presentation in ways that meet the needs and expectations of all 
clients and their stakeholders. 

• Purchases and commissions are infrequent and unique. 
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SUMMARY BOX 7.2 Edge of Town Facilities and Green Field Sites 

There has been much political debate and general concern over the con
tinued expansion of out-of-town and edge-of-town shopping and distribu
tion facilities. It is perceived that these are detrimental to the continued 
prosperity of city and town centres and that their continued expansion 
and increased usage will result in blight and decay in the centres. 

The reason why they are so successful is because their benefits have 
been presented so effectively. They are easily accessible. They provide a 
wide range of goods and services. Construction promotion has been linked 
to consumer promotion and benefits - those benefits to be gained by 
convenience and access together with the ready availability of those things 
that consumers want to buy. This has enabled the owners and operators 
of these facilities to go on to generate both increased consumer bases and 
enhanced satisfaction through the provision of (for example) cafeterias, 
petrol stations and children's play areas. 

• The price of the contract and what is covered by that price. 
• The deadline required. 
• Quality assurance aspects of the finished product and any reference 

to after-sales service. 
• Different forms of presentation and promotion are required for dif

ferent markets - for example, in design and build, industrial estates 
and parks contracts have to be addressed in vastly differing ways, 
though the fundamental principles - of gaining and keeping confi
dence - remain the same. 

• The nature of particular contractor-client relationships and the abil
ity to recognise the key features. For example, time, quality and cost 
drives in the design and build for out-of-town superstores; the rec
onciliation of public and political interests with demands for quality 
and value in the pursuit of public sector projects - have each to be 
recognised. 

• Supporting and developing existing relationships between construc
tion professions, contractors and clients, and the industry and the 
public at large. 

• The vagaries of the wider buyer-seller relationship. Again, this is es
pecially true in pUblic and overseas projects that are subject to pol
itical whim and instant changes to specifications. Where such vagaries 
are important or likely, and where companies have many dealings 
with public bodies or are heavily dependent on commissions from 
the public sector for an effective and profitable body of work, and 
where this is a key contributor to the future of the organisation, 
these considerations must be taken into account in the forms of promotion 
and presentation adapted. 
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Specific problems 

Promotional activities have to address particular issues specific to the 
construction industry. 

Public opposition 

This can be both initial and continuing, especially where major projects are 
concerned, and is at its most extreme where what is proposed is to cause: 

• serious disruption to people's lives (e.g. closing off town centres to 
traffic to create pedestrian precincts or centre of town shopping and 
leisure facilities); 

• serious disruption to the environment where no benefit is seen to 
accrue as the result, as with some edge-of-town and rural develop
ments and road schemes (especially motorways and bypasses - see 
Summary Box 7.3). 

SUMMARY BOX 7.3 Contentious Projects and Promotion 

Eurotunnel 
When Eurotunnel won the contract to build the Channel Tunnel, the com
pany went to a great deal of trouble to gain local public support and 
sympathy from those who were to be most affected by the development. 
The company arranged speakers for anyone who wanted them - and this 
included schools, colleges, professional associations, local companies, public 
services and also groups such as the Women's Institute, Townswomen's 
Guild, the local Chambers of Commerce and church groups. Helplines 
were established and were always made available. The company produced 
a range of free pictorial and easy-to-read and understand literature for 
distribution upon request. It opened an exhibition centre with library and 
archives, which were at first free, and this included models of the whole 
facility, the history of the project, the development of technology and mock
ups of the underground activities. This was (and remains) accessible to 
both individuals and parties, and now includes full conference facilities. 
The company also always undertook to face the press and media on any 
matter at all; and undertook also never to avoid responsibilities or accep
tance of blame when mistakes were made. 

The initial investment in promotion was of the order of £2 million. The 
company's total investment in this part of the promotion over the period 
1986-96 was approximately £22 million. At a total project cost of £11 
billion this represents expenditure of 0.05%. 

Newbury 
The A34 bypass at Newbury, Berkshire, was commissioned by the Berk
shire County Council and the Department of the Environment in 1992 
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with the purpose of taking traffic away from the town centre on what was 
(and remains) a major north-south route. As with the Channel Tunnel, 
there was local opposition. In this case, the positive benefits were never 
demonstrated. Neither contractor nor client undertook the necessary pro
motion and public relations groundwork. The area of outstanding natural 
beauty affected became (and remains) a battlefield - between those trying 
to get the bypass built and those who wish to preserve the countryside. 

Information - promotion - itself has become a matter of campaign. Those 
opposed to the development have gained substantial television, radio and 
newspaper coverage for their activities. They have been able to present 
themselves as underdogs and therefore in a sympathetic light. Protestors 
were able to produce hard information supporting their case from a vari
ety of points of view, and one of the most notorious examples of this was 
a memorandum documenting the fact that the bypass would increase the 
average time saving for traffic over the five miles (8 km) in question by a 
matter of 2 minutes only. 

As with all similar cases, failure to promote the given points of view 
leads to a perceived wider feeling of lack of confidence - and fertile ground 
for any opposition. The stand-off that has ensued is both adding to the 
cost of the project in hand and is certain to affect the contractor's future 
standing, and this far outweighs the cost and value of engaging in the 
proactive promotion. The longer this is allowed to persist, the greater the 
feeling of anger and alienation on the part of those affected by the project. 

The long term 

The promotion and especially the publiC relations effort must be capable 
of sustaining public confidence and acceptability for the duration of the 
given project; and this remains the case whether it is a relatively small 
matter taking weeks only, or a major infrastructure project the duration 
of which is many years. 

Real and perceived responsibility 

It is often the case that a contractor receives publicity (especially adverse 
publicity) for reasons outside its control. This occurs when projects and 
activities are held up by adverse and continuous spells of bad weather. It 
occurs also when a contractor's work is affected by the activities of the 
client (see Box 7.3 again - the Newbury example). It is therefore essen
tial to recognise in advance where potential and actual problems are 
likely to arise and, as far as possible, to gear up a promotion and public 
relations facility to counter these or at least to address the concerns of 
those affected. 
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SUMMARY BOX 7.4 Conception to Reality: London Docklands 
Development Corporation (LDDC) 

The LDDe was created in 1981 to refurbish and regenerate the Docklands 
area of the eastern part of London which had fallen into decay and disre
pair as the result of the old dockyards ceasing to be used commercially. 

Over the period of the 1980s a spectacular new development took place. 
The design and presentation used all the latest materials and concepts. 
The presentation to the public was effected in such a way that it was 
perceived to be superb. The finished project was to provide 150,000 jobs 
for an area of considerable unemployment; furthermore, this was to be 
condensed into an area of two square miles (5 km 2). 

At the end of the first stage of the project (1986) reactions and re
sponses continued to be favourable. Those moving out to work in the 
Docklands from the centre of London responded favourably to the new 
modern environment and the general ambience of the development. How
ever, as more people moved into the development, responses became less 
favourable and, by 1989, the conception of the project was called seri
ously into question. 

The main problem to be addressed was access. During the course of 
the first phase of the project, a light railway system (The Docklands Light 
Railway) had been constructed and this provided adequate access for resi
dents and for the initial workforce. However, it had not the capacity to 
transport large numbers of workers around, especially during the rush hours; 
nor was it connected to the rest of the London transport system. Above 
all, there was no major railway terminus. 

Over the period 1990 to date, the problem has at least been partially 
addressed and the benefits of the development are seen to be more 
enduring. 

It is a useful illustration of the development of benefits along the 'con
ception to reality' process. The initial benefit was regeneration; subse
quent benefits included enhancement of working life, urban and commercial 
regeneration, and infrastructure development. It indicates the broadest view 
required at the conception/design/planning stage and some of the ways in 
which this may be expected to develop over the course of a project. It 
also indicates the promotional activities necessary in support of such schemes. 

Blight 

This comes in six forms: 

• Noise: certain to be an issue where night work is carried out. It may 
also be an issue at all times, if activities are taking place in residen
tial areas. It refers again to both noise generated by the project and 
also by the traffic serving it. 
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• Light: certain to be an issue where night work is carried out; and 
exacerbated where this is close to residential, rural and other non
commercial areas. 

• Dirt and dust: caused by the activities themselves and, again, exacer
bated by specific factors such as wind and rain. 

• Traffic: especially contractor traffic, lorry and rail flows, and workforce 
comings and goings. 

• Work in progress: the visual aspect of operational construction sites 
is normally negative and this is often compounded by security fences 
and hoardings. This form of blight is also increased where there is 
disruption to the lives of the community - for example, where roads 
have to be coned off for periods of time; where there are features 
such as scaffolding that extend into the public domain as in the 
refurbishment/repair/replacement of building frontages. 

• Social: where a contractor brings in a workforce from a different 
location or culture; or where labour is hired in the locality at pre
mium rates, causing disruption to the local labour market. 

Integration 

A critical part of all construction public relations is the capability to dem
onstrate the benefits that the proposal is to bring; and that the building 
or facility created is fully integrated with the existing built environment 
(see Summary Box 7.5). This is much less of a problem where the ben
efits are overt, short-term or otherwise self-evident. The promotion em
phasis is on the total enhanced quality of life and environment produced 
as the result, as well as on the distinctive use of the facility or project; 
and the balance is emphasised one way or the other according to the 
nature of the project (see Summary Box 7.5). 

PROFESSIONAL GROUPS 

For the professional groups within the industry there are specific issues. 

Architects 

• Reputation: especially where the practice has produced and built 
controversial or contentious projects and facilities. It also occurs where 
architects get pigeonholed by potential clients into specific areas; 
and this works to their advantage so long as work continues in the 
area, and against them when this work finishes or diminishes. Archi
tectural promotion is therefore concerned with both maintaining the 
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SUMMARY BOX 7.5 Integration: The City of Milton Keynes 

The city of Milton Keynes devised and ran a marketing campaign in the 
late 1980s and early 1990s in which it promoted itself as a wonderful 
place to live and work. The images used were extremely powerful and 
covered all of the positive aspects indicated. Those included were: 

• peace and tranquillity; 
• safety and security, both of housing and of the roads, and reinforced 

by pictures of children riding their bicycles; 
• gatherings of people for holidays and festivals, and to watch things 

like balloon races; 
• pictures of shopping and work areas giving the impression of moder-

nity, stability and prosperity, and also comfort and security; 
• access, including the wideness of the roads and the inter-city rail link; 
• a close yet comfortable relationship between living and working; 
• presentation of the position of the city at the centre of the UK with 

easy access to London and everywhere else (it is actually halfway between 
London and Birmingham); 

• the use of sunshine in all the pictures to reinforce each of the posi
tive messages indicated. 

The end result was, and remains, an extremely powerful and successful 
campaign, fully integrated, both in the general promotion of the city, and 
with the specific purpose of attracting business, commercial and domestic 
interest. 

existing position and reputation, and also developing this with other 
sectors. 

• Design to completion: based on the ability of builders to build what 
has been designed. This also has reference to the sensitivity of designs, 
availability of materials, cost of materials, quality and durability. 

• Design durability: the mix of fashion and fad with facility, endur
ance and quality. 

• Project/facility appearance: there is a fine line between creativity 
and controversy. It requires that the architect takes on a broad and 
(as far as possible) rational view of this, and undertakes specific pro
motion and communication activities where controversy is likely to 
arise. 

• Response to adverse stories and reputations: generated by media 
critiques (and these are often uninformed or led by those not part of 
the industry) of recent and current work. However ill-informed, sto
ries must be dealt with in public in the arena where they are being 
presented. 

• The value of professional competitions to all those at all levels of 
seniority and expertise of practice: this develops expertise, creativ-
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ity and imagination; and it also promotes and enhances the knowl
edge and reputation of the organisation among competition setters 
and in the wider industry. 

• The place of current and recent work as advertiser of the distinc
tive expertise of the practice: for this, an understanding of the use 
of materials (as well as appearance) is essential. There are also po
tential problems outside the architect's control where builders run 
into operational difficulties, and these also may have to be faced. 

Planners and planning services 

• Technical knowledge: a key feature in the promotion of any plan
ning enterprise is the range of technical knowledge the practice brings 
to particular situations. The broader and deeper the range, the greater 
the initial confidence; and this is reinforced through the ability to 
demonstrate (e.g. through brochures, trade press features) the range 
of expertise and work quality. 

• Environment sympathy: this is highly subjective and at the mercy of 
the whims of public opinion and again negative presentation. 

• Empathy: viewing the finished project from the point of view of the 
area in which it is located is essential. A broad general understand
ing of the vagaries of public opinion is also required, the speed at 
which this can change, and the reasons, whims and prejudices that 
drive it. 

• Final usage: the ability to project and present the future facility usage 
in terms of customer and other people flows; possible and potential 
alternative uses; and any necessary maintenance activities arising as 
the result. 

Quantity surveyors 

• Access to materials: as and when required; quantity/volume; qual
ity; alternative sources; the ability to handle crises; the ability to 
handle variations in orders. 

• Scheduling: the ability to deliver materials on site when required; 
attention to quality and volume; access to alternative sources; use of 
schedules; just-in-time factors; crisis management. 

• Deadlines: ability to meet deadlines; prioritising; site access, e.g. 
transport; management of variables, e.g. traffic and railway hold-ups. 

• Cost: contents of price; price/quality/value/volume/time mixes; price 
content; value for money. 
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Builders 

• The utility and value of the finished product: and this may extend 
to the effective total life of the facility, other potential usage, refur
bishment, upgrading and restoration. 

• Integration with the immediate built environment and the wider 
environment: and while some of this is certain to be outside the 
builder's control, the builder nevertheless is going to have to take 
some responsibility. Any adverse publicity is certain to reflect to some 
extent on the building company. 

• Disruption caused by noise, dirt, light and increased volumes of 
traffic: the rerouting of traffic and pedestrians; disruption caused by 
traffic bottlenecks that result from the activities. 

• Behavioural aspects of site work including specific standards of 
behaviour and attitude: both towards the work itself and also in 
relation to the immediate public and environment. 

• Promotion of building services: whether, for example, the job in
cludes completion, fitting out, after-sales service, maintenance and 
refurbishment; the capability to do this; distinctive capabilities in these 
and related fields. 

• Presentation of the capabilities of materials: in the language of clients. 
• Attention to quality/cost/durability in specific cases: often presented 

in terms of client value. 
• Contract compliance: where, for example, contractors are required 

to recognise trade unions, hold distinctive organisational qualifica
tions (e.g. BS 5750, ISO 9000); undertake and produce distinctive 
staff training programmes; pay particular attention to health and safety 
at work; and other aspects related to personnel, staff and industrial 
relations management. More widely, contract compliance may also 
include reference to penalty clauses, liaison with client bodies (espe
cially where public sector projects are being undertaken), and rela
tionships with other special interest groups. 

• Lobbies and vested interests: especially where the project is of a 
contentious or controversial nature. 

• The management of building projects: concerned with promoting 
attitudes, values, behaviour and standards among both staff and stake
holders; 'with progress; and with effective reporting and liaison rela
tionships with clients. It may also be necessary to adopt the medial 
PR function for the contractor or total project. 

Consultants 

• Range of flexibility of expertise, and the ability to apply it in all 
possible situations in the field: this includes the emphasis of dis-
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Consumer Goods 

Advertising ---------
Billboards and hoardings ------

Brochures and leaflets ------
Public relations 

Direct sales 
Targeted direct marketing --

Construction 

Direct sales ---------
Targeted direct marketing ------

Literature production 
Public relations 
Media coverage 

Advertising ----

Figure 7.2 Promotion activities: construction and consumer goods compared. 

tinctive expertise, specific achievements, high profile activities and 
projects; as well as behavioural capacities of flexibility, dynamism 
and responsiveness. 

• Relating expertise and capability to distinctive customer demand 
and requests: this normally requires the capability to present exper
tise in a range of different ways. 

• The distinctive contribution to be made if consultants are engaged: 
whether it is to resolve problems, add value or enter new fields. 

• The presentation of the capabilities of materials: in the language 
of customers and clients. 

• Attention to the quality/cost/durability mix: in individual cases. 
• Attention to other distinctive client requirements: especially deadlines. 
• Contract compliance: in the accepted sense of ensuring absolute 

standards of human resource management (see Builders above); the 
general ability to comply with customer requirements and to be flex
ible enough to accommodate them. 

• Promoting a reputation for high quality: and a positive approach 
to work. 

PROMOTION ACTIVITIES 

Because of the disparate nature of the construction industry and the 
disciplines that operate within it, and because of the uniqueness rather 
than the multiple identity of the products generated, and taking into 
account the vagaries of the industry as a whole and the professions that 
operate within it, it is necessary to distinguish between construction pro
motion and that for consumer goods, (see Figure 7.2). Note that effective 
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consumer goods promotion depends on quality and volume of advertis
ing. Effective construction promotion depends on high-quality direct sales 
and targeted direct marketing activities. 

Promotion of the construction industry may be subdivided into pri
mary, secondary and tertiary/supportive activities. 

Primary promotion 

Primary promotion takes the following forms. 

Direct sales 

This is targeted at clients, potential clients and others capable of using 
the distinctive expertise on offer. It involves opening up client face-to
face contact with those responsible for commissioning work and inviting 
tenders and presenting the distinctive expertise on offer in the client's 
best interests. 

An essential part of the direct sales approach is: 

• identifying the right companies and the right people within those 
companies; 

• recognising the nature of sales calling required by customers - what 
is achieved by the sales call; the extent to which it is genuine selling 
(as distinct from customer liaison or other forms of general promotion); 

• identification of strengths and weaknesses existing within the company's 
full range of marketing activities - especially product, capability and 
expertise ignorance; 

• identifying those presentational factors that enhance a company's repu-
tation and those that diminish it. 

The direct sales effort will be based on a combination of the required 
frequency of calls and the information required by clients of the com
pany or practice in question. In the construction industry, direct 
sales/personal calling is also a key feature of brand building and of building 
and maintaining positive and enduring good-quality channels of 
communication. 

Targeted direct marketing 

If this is to be effective, it again requires knowing who the people with 
influence are. Promotional material, brochures and achievements can then 
be arranged and presented - and, if necessary, specially prepared - on a 
client or sector specific basis. 
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Public relations 

Public relations activities exist to generate and support a distinctive and 
positive organisation or practice identity; to support the direct sales and 
direct marketing efforts; and to provide a distinctive and positive posi
tion that can be supported by other forms of promotion, especially gen
eral advertising. It is also essential that the public relations function has 
a capacity for dealing positively with the press, TV, radio and other media. 
This in turn means developing links, contacts and networks so that 'good' 
stories - of creation, achievement and excellence - receive wide and 
favourable coverage. It is also essential to have the capability to recognise 
where problems may occur and to possess facilities and expertise (and 
organisational support) for providing positive responses. As we have seen 
above, these facilities are essential when dealing with controversial or 
high profile adverse coverage; and there is a very high propensity for 
this to exist (or potentially exist) in the industry. 

Secondary promotion 

Secondary promotion efforts include: 

• General advertising: especially in the trade press to ensure continu
ing general awareness. From time to time some companies - espe
cially construction companies - have engaged in television and radio 
advertising, but this has tended to be during property booms (such 
television and radio advertising as existed in the mid 1990s is now 
mostly found in hook-ups with estate agents among house building 
companies, and out-of-town industrial estate and facilities contrac
tors in areas designated for regional development). Many organisations 
also include leaflet inserts in the trade press as part of their advertis
ing efforts (see Summary Box 7.6). 

• Logo design and reinforcement: often found on billboards, hoard
ings and also on the perimeter fences and at the gateways to project 
sites. As well as the main contractor, this is likely to include any 
specialist subcontractors, architects, quantity surveyors and consult
ing engineers. 

• Attendance at trade, professional and regional fairs and exhibitions. 
• Sponsorship of events, both professional and social: professional 

events include university and college design competitions; support
ing university and college tenured posts; and support for research 
projects. Social events include the sponsorship of concerts, charity 
events, and local, regional and national fund-raising activities. 

• Attention to general operational features and activities: this in
cludes matters referred to in the introduction, such as attention to 



192 Construction Marketing 

SUMMARY BOX 7.6 Advertising 

Construction advertising is targeted at consumers where the consumer is 
the direct purchaser. This has a special reference to housing extensions, 
home improvements and refurbishment. Double glazing and conservatory 
construction companies invest heavily in consumer marketing - especially 
newspaper and television advertising and leaflets. Architects specialising in 
home improvements and extensions advertise extensively in the local press. 
Speculative housing developments are promoted through estate agencies 
and local media; some also use the wider press - for example, there are 
regular advertisements for domestic housing in the London Evening Standard. 

In the 1970s and 1980s, Barrett Homes Ltd undertook an extensive 
television campaign using the slogan 'Building houses to make homes in'. 
This was conducted in support of Barrett's extensive house building 
programme at a time when there was a major 'consumer' drive to be
come home owners on the part of large sections of the population that 
had never hitherto had this opportunity. Advertising in this way ceased 
when the boom ceased. 

the way in which the telephone is answered and systems for handling 
messages. It also includes reference to the appearance, demeanour, will
ingness and co-operativeness of all staff; the appearance and ambience 
of sites; the presentation and packaging of company information, designs 
and schedules; attention to organisation - distinctive features such as 
site safety; and, again, use of hoardings and boards at the side and en
trance to sites. 

Other secondary efforts include the following: 

• Estimates and quotations also carry a promotional angle, espe
cially when tied into deadlines and work content. These elements 
each reinforce image building, confidence and expectations. More
over, the price charged itself reinforces expectations and normally 
has a promotional angle. For example, high price levels are often 
present as the result of the work needing to be carried out quickly 
or urgently, or to a premium quality level; while lower prices may 
not include any after-sales activities. 

• Tendering is also a form of promotion: It states the capabilities of 
the company wishing to carry out the work; for a company new to 
the field, it represents an ambition to work in the field. This is clearly 
most effective when it is tied precisely into client requirements and 
matches expertise with demand. More generally, it is often used as a 
form of promotion both within the industry (so that the presence of 
the company as a tenderer and potential contractor for particular 
types of work is recognised); and also among potential client bases 
(so that the company builds a presence and familiarity in these areas). 
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• Speculative designs and proposals are produced as a form of pro
motion with a view to: 

• generating work as the result of the specific proposal; 
• creating interest in the potential of a particular area - often ur

ban or dockland regeneration - which may then be developed 
further once this is understood; 

• creating interest in the capability and expertise of the specula
tive designer; 

• creating general interest in the design practice as a creative and 
dynamic entity. 

Note 
Secondary effort is only useful in relation to the primary or priority. In 
all construction disciplines, except at the extreme of the micro end, 
advertising and sponsorship do not generate work. Work is generated 
through the effectiveness of the primary effort, targeted sales and di
rect marketing; general confidence and identity can only be supported 
and enhanced by the secondary activities if they have been generated 
in the first place. 

Tertiary promotion 

Tertiary and other more general promotion efforts include the following: 

• Making the most of positive media coverage when it occurs. This 
comes in various forms. For example, it is often the case that con
tractors will place a hoarding at the side of a finished building or 
facility stating 'Completed six months ahead of schedule' and so on. 
Companies also make features out of pioneering technology or inno
vation. For example, Eurotunnel made a feature of its tunnel boring 
machines at the time of the inception and subsequent tunnelling 
work on the Channel Tunnel; and Balfour Beatty invited the world's 
press and television stations along to witness its completion of the 
A38 river crossing at Plymouth. Effective general support of this kind 
depends on recognising the opportunities for coverage that exist and 
having access to those who can make the most of them. 

• Other forms of general positive public relations activities. This 
normally means more general work underpinning the determination 
to be good corporate/community citizens. Current activities that come 
under this heading at present include general support for schools, 
colleges and universities (in addition to direct sponsorship, as men
tioned earlier); and contributions of general (and not necessarily di
rectly construction related) amenities to communities - for example, 
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the provision of bottlebank and other refuse collection and waste 
disposal activities (such as, for example, carried out in various towns 
in the south-east of the UK by, among others, Costain and Balfour 
Beatty/BICC). 

• The capability to counter potentially adverse media coverage be
fore it becomes actual adverse media coverage. This means having 
trained staff ready and prepared to deal with any enquiry that is 
made. This, in turn, is founded on a corporate determination that 
any issue raised will be dealt with in a positive and public manner. 
Quite apart from the generation of a specific positive company pro
file, inability or reluctance to deal with enquiries causes the media 
to search for other information off their back; and when matters are 
reported in this way, there is a generally negative effect on public 
confidence and support. 

SUMMARY BOX 7.7 General Promotion: Traffic Management 

Both construction companies and public authorities have from time to time 
tried to address the problem of the inconvenience caused by activities 
that disrupt traffic. 

On the political side, the Department of the Environment created the 
'cones hotline'. This encouraged motorists who considered themselves dis
rupted for no good cause by traffic management schemes to complain to 
the Department with a view to seeking redress, or else getting the works 
inspected with a view to making them less inconvenient for the public at 
large. 

Urban one-way systems are designed with a view to keeping traffic flowing 
as quickly as is safely possible in large concentrations of the population. 
They fall into disrepute where this is not perceived to happen. They also 
fall into disrepute where there is perceived to be no sympathy on the part 
of the traffic planners for the needs and wants of the public at large. 

According to figures released by the Department of the Environment 
and the Association of Local Authorities in 1996, complaints about either 
form of traffic management have all but dried up. The inconvenience has 
become institutionalised into society at large; and there is a large measure 
of acquiescence (if not direct acceptance) that this form of disruption is 
an inevitable consequence of the current state and development of society. 

CONCLUSIONS 

The principles and importance of promotion are critical to the successful 
operations and activities within the industry. It is also clear that many 
organisations - including the largest and most prestigious - could do a 
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lot more promotion, while others could make much more effective use 
of their existing efforts and budgets. 

The aim of all promotional activities is to bring existing or potential 
customers and clients from a state of relative unawareness of organisational 
activities, capability and expertise to a state of actively seeking them out 
and adopting them. The spectrum for this may be identified as follows: 

Unawareness Awareness Interest! Desire: Conviction Adoption/ 
'Would you 'Will you purchase/ 
use us?' use us?' commission 

Some of this reluctance to promote and to engage in marketing activi
ties clearly stems from a fundamental lack of understanding of what pro
motion is and how the tools of the trade can best be put to use in all 
areas of the construction industry. It also arises from a traditional lack of 
effective promotion of activities in the industry as a whole, though some 
companies (especially the small to medium sized) do promote them
selves very successfully. Others - especially the largest companies - have 
tended to rely far too heavily on corporate name, reputation and image 
alone. They have failed to recognise the opportunities available, the 
advantage to be gained - and the business to be gained. This refers 
especially to direct sales and public relations activities - in dealings with 
the media, potential and actual clients. 

It is necessary to recognise that much of the incursion from overseas 
companies into the UK domestic industry has come about as the result 
of effective promotion. The best global companies not only produce their 
distinctive expertise and competitive advantage, they also heavily pro
mote it - to the extent that clients and potential clients are prepared to 
give them a chance at the expense of the domestic provider. This arises 
from applying effectively the lessons and principles indicated - and, above 
all, the importance placed on face-to-face and direct contact - and this 
is the precursor to all effective market entry and development. 

At the heart of all effective promotion is empathy and the use of lan
guage, the ability to communicate with actual and potential customers 
and clients so that they understand in their own terms what construction 
sector companies are offering them and the advantages of conducting 
business with them. 

Successful construction promotion therefore places its emphasis on the 
use of presentations, direct communications and company literature -
often specifically produced for individual clients - rather than more standard 
forms of consumer advertising. This emphasis is based on confidence 
and certainty in capability and expertise. It must also be capable of tak
ing and understanding the wider view and, where necessary, including 
some faculty for handling those matters that must be presented to the 
company's best advantage even if they are not totally within its control. 
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Effective promotion depends on full involvement of high-quality and 
trained staff. They must be capable and confident of dealing with the 
media, public groups, vested interests and other lobbies; and politicians 
and the governors of public service facilities and utilities. Direct sales 
and marketing staff take time to get to know their clients and potential 
clients and the specific demands of each - and, again, undertake to 
produce specific information in the forms required. They also build ef
fective and continuing liaison, in· effect carrying out the groundwork for 
effective and successful tendering and contract agreement activities. 

Successful promotion depends on recognising the importance and value 
of the activities involved and accepting them as an integral part of the 
investment necessary in the pursuit of successful construction activities. 
It depends on recognising the interdependency of all of the different 
professions involved and that where the efforts of one falls short, it af
fects the industry as a whole - and also specific operations - adversely. 

Different clients and client groups have different expectations of con
tractors, architects, designers, planners and consultants; and this rein
forces the need to produce specific material for specific sectors. 

Finally, attention is drawn to the examples indicated. The purpose of 
these is to emphasise the benefits that accrue from the effective use of 
the right promotional activities and forms in construction; the potential 
that is available to companies that do not already engage in taking them 
up; and, whatever the media selected, that effective promotion is de
pendent on the presentation of benefits, and the generation of the posi
tive aspects of confidence and certainty that is one of the cornerstones 
of all effective marketing. 



8 Information 

The following knowledge is essential: 

• Total market volume and value: the number of actual clients, the 
number of potential clients; the numbers who use you as distinct 
from others; the numbers who use others rather than you; the in
come availability in the total market; the income gained by you from 
the market; the potential income available to you from the market. 

• Market nature: the extent to which the client base is fixed or fluid; 
whether the market is expanding, static, stagnant or contracting; the 
duration of the market; certain, likely and possible changes in the 
market - especially in terms of client confidence and expectations; 
other possible and likely trends and developments. 

• Market locations: and the key pressures that these bring, which means 
understanding the cultural pressures and boundaries (see Summary 
Box 8.1), and especially those constraints that cannot be altered -
such as religious pressures and tendering methods in overseas and 
other non-domestic markets. It is no use having excellent construc
tion, design or consulting expertise if it cannot be made acceptable 
to the target market. 

SUMMARY BOX 8.1 Cultural Boundaries 

The cultural boundaries have to be understood in every context and situ
ation in which marketing activity is envisaged. A critical part of effective 
marketing means having the capability and willingness to work within these 
confines as they apply to the client base and to potential client bases; and 
also recognising the pressures that they bring to bear on the ways in which 
work is carried out by the contracting organisation. 

A simple definition of culture is 'the ways in which things are done 
here'. 

The main pressures and boundaries that have to be learned and under
stood if marketing is to be successful are: 

• History and tradition: the origins of the client organisation and client 
bases; strong social and historical pressures; philosophy and values; 
the ways in which these have developed. 

• Nature of activities: both historical and traditional, and also those 
current and envisaged; this includes reference to the general state of 
success and effectiveness. 

• Technology: the relationship between technology and organisation 
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structure; levels of technology, stability and change; levels of exper
tise, stability and change. 

• Past, present and future: the importance of the past in relation to 
current and proposed activities; special pressures (especially struggles 
and glories) of the past; the extent to which the organisation (both 
contractor and client) is living in the past, present or future; the pres
sures and constraints that are brought about as the result. 

• Purposes, priorities and attention: in relation to performance, staff, 
customers, the community and environment; to progress and devel
opment; the purpose, priority and attention under which marketing 
activities are engaged. 

• Size: and also the degrees of formalisation of structure that this brings. 
This is particularly important when getting to points of authority within 
client organisations. It is also particularly important when trying to get 
the say-so for marketing activities within contracting and supplying 
organisations. 

• location: geographical location, the constraints and opportunities af
forded through choosing to be in particular markets; and the specific, 
political, economic, social, legal and environmental constraints that 
this brings. It is also likely to include recognising and understanding 
prevailing local, national and regional traditions and values (in some 
cases, this means understanding ethical and religious pressures). 

• Management style: the extent to which this is open, informal, closed, 
formal, regularised and proceduralised. It also means recognising in 
contractor-client relationships the stance required by contractors that 
stands the best possible chance of engaging a relationship that is likely 
to lead to work. Given the critical importance of personal and profes
sional understanding in the effective marketing of construction indus
try activities, such knowledge and understanding are vital. 

• Market expectations: this means recognising and understanding what 
the market expects as the result of commissioning construction in
dustry activities - and matching and presenting expertise in ways 
that reflect this. It also means having a clear understanding of the 
performance and usage of the completed facility in terms of the ex
pectations of the future and long-term users if these are different 
from the client. 

• Competitor knowledge and understanding: full competitor analysis 
(see Chapter 8) extends total market knowledge and understanding 
as follows: 

• competitor strengths and weaknesses relative to yours; 
• competitor advantages, the extent and nature of the work that 

these bring in, compared with your competitive advantages, and 
the extent and nature of the work that these bring in; 

• other reasons why the client bases use competitors in preference 
to you, and you in preference to them; 
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• competitor size, expertise, market share, market potential and 
reputation; 

• competitor marketing methods and their overall relative and per
ceived effectiveness and success; 

• competitor reputation and the reasons why this is held. 

From this it is possible to determine the extent to which market 
share may be taken from competitors, the marketing activities necess
ary to do this and the length of time that this is likely to take. 

• The product service mix required: at the one extreme, this refers 
to the physical quality and attributes of the completed facility; at the 
other, clients commission work on the basis that as there is likely to 
be no real difference between the product whoever carries it out, 
the service level and support also provided may be critical factors. 

• Client knowledge and understanding: knowing their needs and wants 
as follows: 

• whether the contractor-client relationship is to be long-term; 
whether it has the potential for being long-term; or whether it is 
certain to be a one-off only (and whether there are possibilities 
of developing this once work is engaged); 

• why they have turned to you, why they have commissioned work, 
especially politicians and other shapers of public awareness and 
opinions; 

• chance remarks, which may be worth following up and which 
may give some form of general information about particular 
activities; 

• pavement questionnaires, which, however unscientific, may give 
particular pieces of information that may be worth following up. 

These all clearly have their place. The key to using them effectively is 
to remember the context in which the information was gained and what 
was actually said (as distinct from what could, should or might be in
ferred). It may also be important to consider whether what has been 
learned from these sources accords or contradicts the volume and qual
ity of other information already available; and especially where a contra
diction has occurred, to decide whether or not this new point of view 
needs further pursuit. 

MARKET RESEARCH 

Market research is concerned with the collection, reporting, analysis and 
presentation of data for the purposes of market awareness, analysis, un
derstanding and decision-making. These purposes range across the spec
trum from the needs for general information gathered from a wide or 
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LOW COST/ 
UNCONSIDERED 

• Product testing 
• Awareness 
• Colour, logo recognition 
• Other senses: 

taste, smell, touch 

MEDIUM COST 

• Product testing 
• Additional feature 

awareness 
• Satisfaction surveys 
• Attitude surveys 

Figure 8.1 Market research: basic approaches. 

HIGH COST/HIGHLY 
CONSIDERED 

• Extensive client 
liaison 

• Personal and 
professional direct 
relationships 

very general point of view on the one hand, to specific, detailed and in
depth information on a particular issue on the other (see Figure 8.1). 

Genuine research (as distinct from information awareness) is always 
carried out in response to a given brief or with a stated purpose (how
ever general that may be). A methodology - means of investigation or 
research - is chosen that is reliable and valid. Within any prestated con
straints or imperfections, it must be capable of sustained, rigorous and, 
often, sceptical questioning and debate (see Summary Box 8.2). 

SUMMARY BOX 8.2 Research Imperfections 

Given the imperfections of marketing information available anyway, the 
need for a genuinely rigorous approach when pursuing specific and de
fined research is clearly essential. As examples of how supposedly over
whelming data are corrupted and therefore invalid and unreliable: 

• Lobbies for and against particular developments may gain support, for 
example through shows of hands at public meetings and signatures 
for petitions; through group and peer pressure (e.g. individuals may 
give their support to a particular point of view whether or not they 
believe in it or indeed have any strong feelings on the matter, be
cause others around them do); those who conduct street surveys are 
influenced by the appearance and demeanour of those who may ap
proach them, and the response is influenced by the demeanour and 
approach of the surveyor. 

• Lobbies for and against particular developments may gain the support 
of a VIP whose influence may have little or nothing to do with knowl
edge of the matter in hand. As examples and leaving aside the par
ticular merits and demerits - in 1986 a bypass scheme in Gloucestershire 
was killed off by the intervention of one local resident, the then Sec
retary of State at the Department of the Environment, Nicholas Rid
ley; in 1987 the integrity of the extension to the National Gallery was 
destroyed for the foreseeable future when the Prince of Wales called 
it 'a monstrous carbuncle on the face of a much loved old friend'. 

Any opinion is therefore coloured by these approaches and imperfections. 
It is therefore essential to recognise that they exist. Research can then be 
structured to accommodate their effects rather than compounding them. 
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Broad brief 

~ 
Terms of reference 

~ 
Desk and library ...... f---- Data gathering ----l •• Surveys 
research ~ 

Analysis 

~ 
Results/Feedback/Evaluation 

~ 
Conclusions 

Figure 8.2 Market research methodology. 

The normal research methodology used is: 

• Defining the area of investigations in precise terms - and this ap
plies, however precise or general the particular area is to be. The 
final outcome of this is the brief or terms of reference to which the 
researcher will adhere. 

• Developing the research plan: which consists of (a) identifying the 
scale and scope of secondary and desk research; and (b) identifying 
any primary research required and the means by which this is to be 
carried out. 

• Whatever methods are to be used must be appropriate to the situa
tion and be capable of fitting into any specific constraints - espe
cially time and resource pressures. 

• Gathering and analysing the information: using the methods chosen 
in the ways agreed and drawing conclusions that are supported by 
the information. 

• Presenting the findings, conclusions and recommendations to those 
who commissioned the research. 

• Reviewing, monitoring and evaluating progress at all stages. 
• Identifying areas of imperfection where little or no useful informa

tion can be gathered and where further work is required. 

The process is summarised in Figure 8.2. 
Clearly, there are distinctive consequences, implications and obliga

tions to be understood when undertaking work from this point of view: 

• Why they have turned to you, why they have commissioned work or 
are interested in commissioning work; their knowledge, understand
ing and perception of your expertise. 

• Their key pressures and constraints - time; cost/price; facility, long
evity, durability, flexibility, appearance, materials used. 

• Where the particular commission lies in the client's priority order. 
• Their non-professional pressures - political, social, ethical, religious. 
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SUMMARY BOX 8.3 Use of Market Research Agencies 

These are best used when they have distinctive expertise in the areas of 
market research required and when the particular organisation does not 
have its own capacity or resources. The following types of agency are 
available: 

• Sector specialists: experts, for example in civil engineering, house 
building, building products and design, who can be commissioned to 
seek out and research new markets for existing products and services. 

• Regional specialists: experts in the population, industry, commerce 
and public service composition of particular localities who provide 
specific information about a targeted or defined sector (e.g. number 
of private houses without double glazing, numbers of council houses 
without double glazing, the names and nature of those who commis
sion civil engineering projects). 

• Construction industry specialists: who concentrate their energies on 
market knowledge rather than designing, planning and building things. 

• Consumer and client analysts: who define the spending priorities 
and habits of the given client group, their priority orders and their 
propensity to spend on the particular product, project or service. 

• Economic think-tanks and forecasters: who provide detailed inform
ation and predictions for the future at the macro end and who are of 
special value to large architecture, design, building and civil engineer
ing companies. 

• Service research firms: who gather consumer and trade information 
which they retain on databases or present as reports and which they 
sell for fees to clients. 

• Research-led firms: who are hired to carry out specific research projects; 
their expertise is in research methods rather than the industry or com
mercial sector. 

Whichever is required or chosen, the critical element is agreement over 
the brief and methodology to be used. Terms of reference may be limited 
or skewed by the agency's perception of what is required; or the agency 
may find itself having to fill in the gaps in the brief to the best of its 
ability. The brief is always bounded by cost and time, and the balance 
between having good information at a given cost and excellent informa
tion at a higher cost has always to be struck. 

• It is also necessary to understand the nature of the client's decision
makers - whether they are construction experts, accountants, polit
icians, governors, shareholders' representatives - and to be able, 
therefore, to present your expertise in ways understandable and ac
ceptable to them. 

• Market profitability - the extent to which the given market is going 
to provide a basis for successful business; where the work is long
term, providing steady but relatively assured income levels; whether 
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it has the potential for providing high income levels; the extent of 
investment required to secure the desired/available level of profit; or 
whether the present work and that for the immediate future are 
themselves an investment (i.e. carried out at a loss or reduced mar
gin), the outcome of which is intended to be securing a long-term, 
ultimately profitable, working relationship and pattern in the sector. 

• Potential for marketing activity - this refers to: 

(a) the extent to which the purpose of marketing activity is to take 
work from competitors, to extend the market and client base, 
or a combination of the two; 

(b) the extent to which doing one job for a particular client may 
lead to additional work alongside that in hand at present; 

(c) the extent to which satisfactory completion of one piece of work 
is genuinely likely to lead to further commissions, either from 
the particular client or from others in the sector. 

Marketing information and research 

The basis of all this is excellent and effective information, essential for 
the successful management of all aspects and functions of all organisations, 
and marketing is no different (see Summary Box 8.4). Marketing infor
mation is required in order to gain as much knowledge and understand
ing as possible about: 

• the client bases, markets and segments served; 
• the effectiveness of organisational marketing strategies, approaches 

and activities; 
• the activities and effectiveness of competitors; 
• specific factors such as sales figures, effectiveness of marketing cam

paigns and initiatives. 

The outputs of this information, if it is used effectively are: 

• risk reduction, as a result of a greater understanding of the prospects 
and potential of particular activities; 

• the ability to analyse products, services, the state of the market, cli-
ent base, client confidence and client propensity to spend; 

• the ability to analyse accurately product and service mixes and portfolios; 
• support for accurate and effective decision-making; 
• the implementation of successful control and progress monitoring 

activities when these are set in motion; 
• the availability of a comprehensive body of both detailed and gen

eral information as an aid to continuous development of expertise, 
professional knowledge, understanding and awareness. 
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SUMMARY BOX 8.4 Marketing and Information 

The best consumer organisations gather minute details about their prod
uct, consumers and users. The following are examples of global, sectoral 
and local marketing information: 

• One million Americans drink Coca Cola with their breakfast everyday. 
One billion people buy Coca Cola in the world everyday. 

• Kleenex discovered that the average person blows his or her nose 
256 times per year. 

• The highest per capita consumption of cigarettes in the European Union 
is in Austria. 

• In Moscow, McDonalds is perceived as a luxury restaurant rather than 
as a fast food outlet; 82% of the local customers go there on special 
occasions only. 

• The Black Lion sports centre in Gillingham, Kent, gathers information 
on the location, spending habits, family size, home and car owner
ship, white goods ownership and propensity to spend on holidays of 
all their clients. From this it relates facility usage as follows: regularity 
and frequency; priority; factors affecting usage of the sports centre; 
factors affecting propensity to spend elsewhere; pricing possibilities 
and opportunities; opening and facility availability usage times. 

In each example, the common factor is knowledge. If a million consumers 
are drinking a particular product with their breakfast everyday, then this 
has implications for both continued marketing of that product and also 
the alternatives offered by competitors. In order to support an 'activity' 
that is carried out 256 times a year, the product has to be priced accord
ingly. The presentation of something that is regarded as a luxury in one 
part of the world is going to be very different from presenting it as ordi
nary, common place, fun (or whatever) elsewhere. 

From the other angle, the gathering of this detailed information enables, 
for example, the sports centre, to target accurately: frequency of visits; 
main users of particular facilities; price ranges and income possibilities; 
and regular, frequent and profitable users can be targeted in terms of 
consulting on service upgrades and improvements. Infrequent and overtly 
unprofitable users can be targeted with a view to establishing the extent 
to which it is possible to turn them into regular and profitable users, and 
what activities the centre would have to engage in to make this possible. 

Costs and benefits of information 

No information is ever perfect. However comprehensive its gathering, 
full information is never available. The problem therefore lies in decid
ing the balance of volume, quality and analysis, and this is one of the 
critical judgments of any marketing manager. Computerised and electronic 
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information systems have come to be the industry standard and this has 
led to great increases in volumes of information available both to com
panies and individuals. 

Quality 

The quality of information is much harder to define. It is a combination of: 

• the reasons for which it was gathered and whether these were the 
right reasons or a fully comprehensive set of reasons; 

• the questions that were asked, and whether these were the right 
questions and a fully comprehensive set of questions; 

• the costs incurred in gathering the information - the time allowed in 
which to gather it and whether this was adequate; 

• the uses to which it is to be put; 
• the conclusions, forecasts and extrapolation methods used; 
• the personal and professional expertise of those gathering it and those 

using it; 
• the choices apparent as the result of having the information avail

able and the opportunities and consequences afforded; 
• where the imperfections lie, where the areas of greatest risk are, and 

whether there is any need for further information to be gathered. 

Balance is therefore clearly required. It is possible to become trapped 
into doing nothing but gathering information and this clearly leads to 
corporate inertia and paralysis. It is also used as a device in organisation 
realpolitik systems to kill initiatives. On the other hand, progress on the 
flimsiest knowledge is highly risky and (with very few, usually highly 
publicised, exceptions) normally results in failure. This is especially critical 
when dealing with limited numbers of high-value customers and clients, 
as is the case with the construction industry. 

Analysis 

This is again imprecise and proper analysis depends entirely on the ap
propriateness of the data and the expertise of the analyst or user. It is a 
combination of: 

• sectoral knowledge; 
• ability to use any statistical, financial and other qualitative and quan

titative methods required, as appropriate; 
• the soundness of judgment and evaluation; 
• the context of analysis - the best, medium and worst outcomes, 

acceptability and political factors; 
• the ability to recognise any critical factors (see Summary Box 8.5). 
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SUMMARY BOX 8.5 A Bridge Too Far: The Three Photos -
Critical Factors 

'A Bridge Too Far' is the name of the film made by Richard Attenborough 
about the war-time Arnhem landings in 1944. There was great political 
and military pressure to carry out the particular attack - which consisted 
of dropping an army of 30,000 behind the German lines in The Nether
lands, in 1944. The stated purpose was to increase the Allied advance 
and 'shorten the war'. 

The plan was devised on the basis that 'it was a good idea'. All the 
information gathered was analysed on the basis that the initiative would 
succeed - not that it might not. That the Germans were in retreat was 
taken as an absolute fact; it was not researched. 

The week before the landings were due to take place the reconnais
sance mission of the area produced three photographs that showed be
yond doubt that a large and well-equipped German army was undertaking 
rest and recuperation in the precise areas where the paratroops were to 
be flown in. 

This information was discounted - it was simply edited out by the per
ceptual processes of those in charge. The evidence therefore was that the 
initiative could not and would not succeed. Those in charge nevertheless 
went ahead regardless - and the initiative failed. 

In this context, the points to be made are as follows: 

• that information is used in the broader context of organisational and 
operational drives and activities; 

• that the best, medium and worst outcomes of anything envisaged are 
apparent at the outset; 

• that the likelihood of problems occurring and their nature can be 
clearly foreseen at the outset of any activity; 

• that once it becomes apparent that there is a high risk of failure, this 
does not mean that activities do not go ahead; 

• that the 'what if?' approach to activities must at least take into con
sideration the consequences of failure or shortfall in absolute success. 

The desired outcome is therefore as full an understanding as possible 
of the opportunities and pitfalls available and apparent, and identifica
tion of the critical areas for success. If any of these factors have not 
become apparent then further work is necessary; while if such matters 
are now apparent, a judgment is then necessary as to whether further 
work must be carried out and if so, what its purpose should be. 
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Sources of data 

Data can be categorised as primary or secondary: 

• Primary data: obtained by organisations and individuals directly through 
observation, surveys, interviews and samples, and using methods and 
instruments drawn up specifically for the stated purpose. 

• Secondary data: from other data sources, such as official statistics 
provided by government sources and sectoral data gathered by em
ployers' associations, federations and marketing organisations. 

Uses of data gathered 

The use of secondary data always involves taking information that others 
have gathered, and interpreting, analysing and using it for purposes different 
from those that the original gatherers designed or intended. There may 
also be variations in definition or coverage that have to be taken into 
account. 

The decision to gather primary data or to use other sources will de
pend on: 

• the nature of the information required; 
• its availability from sources other than primary; 
• its range and coverage; 
• the field of enquiry and its size and scope; 
• the accuracy of the data required; 
• the date or deadline by which the information is required. 

It depends also on the purpose and aims of the enquiry to be made and 
the uses to which the information is to be put. 

The data thus gathered are then classified into groupings or classes 
with a common element for the purpose of analysis, comparison and 
evaluation. From a marketing point of view, the main purpose of this 
gathering and assessment is to provide background information that is 
accurate and quantifiable. This, in turn, becomes the basis for accurate 
planning, forecasting, projected activities and decision-making; and at a 
strategic level, to provide support for the accuracy of general direction. 

It is useful, therefore, to identify the different sources of statistics, in
formation and knowledge that are available and their particular uses. 
These are: 

• Government statistics: available from government sources and use
ful as general indicators of the state of business and economic activ
ity and confidence in the particular sectors under consideration. 

• Sectoral statistics: produced by trade federations, employees' associ
ations, employers' associations and professional bodies for the support 
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and enlightenment of members of organisations, and to contribute 
their knowledge and awareness of the global aspects and overview 
of their own sectors. 

• Market research organisations: which hold data on vast ranges of 
issues that they promulgate and sell on a commercial basis to those 
requiring it; and which they may gather on a contracted basis. The 
main initial value of this is to indicate the general state of business 
and range of business opportunities that may be available. This in
formation also may be used as a prelude to conducting and commis
sioning more specific investigations. 

• Local government bodies: which hold a wide range of general data 
on the composition, social state, occupational range and population 
structure of those who live in particular parts of the UK. This is 
published by local government and municipal departments and, again, 
is a useful precursor to more rigorous investigation. It also enables 
initial general assessments, knowledge and understanding to be gath
ered by organisations when considering moves into new areas. 

• Public inquiries and investigations: which generate a great amount 
of information concerning particular initiatives (e.g. on urban devel
opment, infrastructure projects) that are often a useful initial point 
of reference for those planning to go into similar ventures in the 
future. 

• Organisational statistics: which are gathered internally for specific 
purposes. Organisational statistics may be available in sufficient de
tail and quality to preclude the necessity for primary investigations. 
In particular, good organisations have the following marketing infor
mation available and ready to hand - market assessment informa
tion; general means of gathering marketing information (e.g. through 
sales teams); effectiveness of the targeting of marketing activities; 
effectiveness of general marketing activities; effectiveness of the total 
marketing position (see Summary Box 8.6). 

A question of balance 

While primary data are gathered for given, direct and stated purposes, it 
is also much more expensive. Expenditure on primary search has there
fore to be cost effective, in the knowledge and understanding that what
ever is required is either not available elsewhere or not available in the 
form required. 
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SUMMARY BOX 8.6 Marketing Information 

Specifically, the following marketing information is essential: 

• Market targeting: information available for using and evaluating the 
effects of marketing campaigns; effectiveness of the targeting of mar
keting activities; agreed means by which this effectiveness is to be 
assessed; gaps in information; inappropriateness/appropriateness of in
formation; steps that need to be taken to remedy any shortfall. 

• Sales: by product; by product cluster; total range of products; by 
outlet; by location; volume and quality; demands for returns; after
sales demands; the number of times that guarantees are invoked; com
plaints; sales blockages. 

• Production: deliveries; product output volumes; product to market 
time; other time factors; quality factors; volume factors; number of 
complaints per site, factory, batch, unit, production run, location, project, 
product; production blockages; supplier factors; distributional factors. 

• Financial: total costs; cost breakdowns - by site, division, department, 
function, location, occupation; fixed costs; variable costs and causes 
of variability; marginal costs; budget and budgeting processes. 

• Performance measures: those chosen; why they were chosen; who 
chose them; their appropriateness or otherwise; the context and ex
pertise used to measure them. 

From a marketing point of view, it is clear that there is a vast range of 
information available for use. Overall, the effectiveness of this use de
pends on the organisation's ability to gather and store this information, on 
the capabilities of those involved to identify what they want, when they 
want it and how it is to be evaluated, and the priority that the organisation 
puts on these activities. 

Primary data 

The main methods available for the gathering of primary data are as 
follows: 

• Observations: which are subject to perception and interpretation; 
the use of the senses; and the ability to take in enough of a particu
lar situation to form a sufficient understanding of which judgments 
can be made. In some cases, observations are also limited by the 
ability of those involved to define hypotheses and devise means for 
testing these in ways that are capable of being validated. 

• Case histories and examples: which are again subject to perception 
and judgment, except where cause and effects can be directly re
lated (for example, where £10 was made because ten items were 
sold at £1 each). 
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• Document analysis: subject to the knowledge, quality and judgment 
of those who originally produced the documents, as well as being 
subject to the interpretation of those currently using them. 

• Questionnaires: again limited by the capabilities of researchers to 
define their purpose, ask the right questions, interpret and analyse 
the responses, and draw conclusions from the information of material 
gained. Limitations are also produced by situational factors, individual 
priorities and perspectives, and time constraints. These are continuously 
influenced by their environment and can quite legitimately provide 
a different set of answers to the same questions within moments if 
circumstances suddenly changed. This also applies to structured inter
views and the media used - whether face-to-face or telephone; whether 
it is an individual or group situation; time constraints; the attitude of 
the questioner; the personality of the questioner; the importance of 
the subject matter to interviewer and respondent; the extent of mutual 
respect; speech patterns and emphases on different words. 

Responses are also conditioned and limited through the responders 
not knowing the answers to questions or only knowing a part; they 
may also tell the interviewer what they think he or she wants to 
hear, or what they think the answer should be; they may lie; they 
may give no answer; they may give an answer at variance with their 
own views or understanding because they perceive that this is what 
is expected of them; or they may just make something up. More
over, responses are conditioned by wider situational factors and con
straints - such as matters of confidentiality; the use to which the 
information is going to be put; the use to which the respondent 
perceives that the information is going to be put; and any opportu
nities or threats that are known or perceived to arise as a result of 
giving particular answers (see Figure 8.3). 

Accuracy 

The accuracy of any data depends on the way in which it is gathered, 
the quality of the actual data gathering and any rounding at the end of 
it. If a survey took a sample rather than dealing with everyone or every
thing concerned in a particular activity, the results may indicate particu
lar conclusions very strongly, but these will only be proven if the entire 
sector is surveyed. If there is a flaw in the statistical methods used or if 
the wrong questions are asked, the results will also be flawed and inac
curate. Rounding of numbers is widely used and has also to be seen in 
context and as a limitation - for example, market volumes are given 
very often to the nearest £100,000 or the nearest 1000 products. 

Social survey and market research organisations consequently go to a 
lot of trouble to make their surveys both valid and reliable through the 
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Figure 8.3 Key features in the gathering and analysis of primary information. 

establishment of proper objectives; the accuracy of the commission; the 
design of questionnaires and other survey instruments; the provision of 
high-quality and rigorous training of those who are to conduct the sur
veys; and the recognition and promulgation of limitations on the re
search to be carried out. Any findings, analysis and conclusions are thus 
seen in the broader context. 

Other elements that impinge on the accuracy of data gathered and 
availability are to do with: time lapses between the gathering, promulga
tion and interpretation of data; sampling errors; analytical errors; and 
inexplicable inconsistencies. These are almost inevitably compounded where 
extrapolations and forecasts are required; and the greater the time pres
sure or the smaller the sample, the greater the likelihood of this occurring. 

Those involved in marketing must therefore strike a balance between 
making the best use of the information that is available and developing 
a positive and healthy scepticism, questioning technique and enquiry 
into any data presented to them. This is not to promote inertia or the 
continuous circle of information gathering. Those involved should en
sure, however, that they do question and consider all aspects and the 
full implications of statistics as the basis for accurate decision-making 
and initiative formulation. 

Internal information 

Internal information may be primary - gathered by researchers from in
ternal sources for their own purposes; or secondary - gathered from 
existing sources and databases elsewhere in the organisation. For those 
concerned directly with marketing, the most valuable internal informa
tion concerns production and sales. This is required as follows: 

• Overall levels of production: background product knowledge in order 
to be able to give an informed answer to clients, especially when 
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urgent, high-volume and high-quality work is being requested. 
• Specific levels of production: to be held in response to specific 

client requests. 
• Production costs: so that accurate, effective and profitable estimates 

can be made and which indicate (though they do not prove) best, 
medium and worst levels of sales, and levels below which a contract 
may become unviable. 

• Management accounting information: so that the ways in which 
the organisation considers and calculates its cost and charge bases 
may be understood (even if not always agreed with). 

• Time from order to production: which identifies problem areas, 
areas for improvement; and which may be a critical factor in deal
ings with clients. 

• Time from order to completion: which again may be critical in 
dealings with clients, especially in relation to important and urgent 
requests or as part of getting on to a preferred contractor list. 

• Time from contact to response: often of critical value as the first 
step in establishing a profitable contractor-client relationship. 

• Customer profitability: analysis of contract list and currency by contract 
income/contract expenditure; and this may be broken down further 
into contract components, total business volumes, individual con
tract values and total relative income. 

• Product profitability: part of value analysis; and used especially so 
that the individual and total contribution of each product, project 
and service can be established. It also identifies product mixes un
der different headings, especially those of the Boston Matrix and 
Drucker Matrix (see Chapter 5, page 118). 

• Budgeting: as part of analysing the adequacy and effectiveness (or 
otherwise) of budgeting processes and allocations. 

• Specific information: internal information systems must also be ca
pable of providing specific answers to specific questions. For example 
- the number of sales calls per genuine prospect; the number of 
genuine prospects per order; the number of sales in the given region 
or time period; average income per order - in total, by sector, re
gion, time frame, activity - all of which can then be used for assess
ing the effectiveness of marketing activity. This then gives detailed 
background information and the context in which the whole market
ing activity can be seen. 

External information 

External information is available from all of the secondary sources indi
cated above and the volume grows larger by the day. Organisations also 
commission their own external primary searches and surveys. The key to 
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its effective and successful use lies in recognising and understanding those 
sources that are of greatest value and broadening the general field of 
enquiry as far as possible - while at the same time making sure that 
what does come in continues to be useful. 

External information may be classified as: 

• Active: that which is actively sought by the organisation, whether for 
specific requirements or general enlightenment. 

• Passive: that which arrives at the organisation or on the desks of 
particular individuals and which may nevertheless be useful. 

The following external information is essential: 

• Environmental: as an aid to knowledge and understanding of the 
markets, sectors, segments, nations, regions and locations in which 
activities are to be conducted. 

• Markets: general market information is normally made available through 
professional associations, trade journals, library and archive facilities 
of the client groups. General information is also gathered as a part 
of direct marketing and sales calls, and it is vital that this is assimi
lated, understood and followed up where necessary or desirable. 

• Competitors: the purpose of gathering and analysing competitor in
formation is part of the process of understanding the current state of 
the industry/profession and its structure. More specifically, it provides 
a general understanding of perceptions and misperceptions and the 
relative nature of competitive advantage. It gives a clear understand
ing of why, where and how some organisations succeed and others 
fail - the difference between an organisation's perceived view of its 
competitive advantage and those actually regarded as important by 
the industry itself. 

For example, the cost leader organisation in a sector may perceive 
its advantage as its ability to compete on price, and the more it fails 
to get work, the lower it drives its prices. This is only the right course 
of action if the client base is seeking price advantage. If it is not 
seeking this, the cost leader must find other points on which it can 
compete effectively. 

It is also essential to be able to identify early potential entrants 
from elsewhere (e.g. from different regions or overseas), the conse
quences and threats (and opportunities) that they may bring and what 
moves are necessary to keep them out or limit their effect. 

• Clients: clients should be studied in the same way as competitors. 
The ideal output here is a genuine understanding of what persuades 
them to use you as distinct from the competitors, and what per
suades them to use competitors rather than you. Such data are es
sential on both individual clients and also client groupings and bases. 
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It should also be clear from this how long lasting particular contractor
client relationships are and are likely to be; and the extent of the 
certainty, likelihood and possibility of these in the future. It is also 
necessary to look at the softer side of what constitutes client expecta
tions and satisfaction - especially personal and professional relation
ships - and how these can be developed. 

• Consumers: the particular problem for all activities in the construction 
industry is the ability to estimate the impact of projects and initiatives 
on the eventual users of the particular facility or item. There is therefore 
a need to understand, at least in general terms: current trends and 
patterns in consumer behaviour; components of consumer satisfac
tion; the relative value placed on different construction activities (e.g. 
house building, refurbishment, double glazing, do-it-yourself); the rela
tive value placed on different public facilities (e.g. sports centres, car 
parks, shopping precincts, railway stations); and the difference be
tween attitude, acceptance and usage (see Summary Box 8.7). 

SUMMARY BOX 8.7 

• Double glazing 

Consumer Information in the Construction 
Industry: Examples 

There is a widespread perception that householders and commercial 
operators who order double glazing assume that they are being ripped 
off. Once they have decided that the work needs doing, they never
theless go ahead with it. There is therefore a fundamental difference 
between the attitude, which is very negative, and the response, which 
is very positive. The (perceived) benefit of having the work done out
weighs the (perceived) quality of contractor-client relationship. 

• Car parks 
Urban multistorey car parks are widely perceived as eyesores, environ
mental and aesthetic disasters and are therefore often controversial at 
their point of conception and decision to build. During building and 
completion, because of the very fact that they are normally sited for 
the convenience of traffic and car drivers, they are often very disrup
tive to everyday personal and commercial life. Once completed, the 
attitude often changes completely as people get used to their exist
ence and start to use them for their own convenience. 

• Design 
Nothing illustrates the passage of getting anything from revolutionary 
concept through acceptance, normality and antiquity to obsolescence 
(see Product Life Cycle, Chapter 5, page 118) better than building 
and facility design. Moreover, the overall perception and attitude changes 
- from environmental blight, to environmental disruption, to environ
mental enhancement, through confidence, usage, disuse, ruin, demo
lition (or archaeology). 
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In this aspect, attitudes within the design and architecture sectors 
may be very different from those demanded by clients and consumers; 
and these may be very different again, between clients and consumers. 

• The built environment 
This refers to the integration of different, divergent and often contro
versial initiatives into the wider environment. All urban and industrial 
developments are affected by this to an extent. 

An example of this is the development permitted on the islands of 
the city of Venice. There are designated areas for general modern 
development to the north and on the landward side of the city's rail
way station. Within the main city, both new developments and refur
bishment of existing buildings have to be approved by a variety of 
committees in order 'to preserve the traditions and environmental richness 
of the city'. This contrasts utterly with the fact that the historical city 
was developed largely piecemeal over a period of about 700 years. 

Information gathering and analysis activities are certain to produce a range 
of attitudes and views along the lines indicated. The key lies in under
standing that they are normal human responses and that they do change 
provided that what is proposed is believed in, of value and will make a 
positive contribution once completed. 

Marketing activities and initiatives 

This is the hardest area of all in which to gain real and accurate infor
mation (as distinct from informed perceptions). There is a great range of 
information necessary: 

• The costs and benefits of different approaches. 
• The impact of different approaches on existing and potential sectors 

and segments. 
• The costs and benefits of doing things because others in the sector 

do them; the costs and benefits of not doing these things or doing 
things that way in order to differentiate. 

• The returns to be gained from reducing, maintaining and increasing 
marketing activities, and the mix of marketing activities; and this 
includes reference to general favourable responses and awareness; 
new business from existing clients; new business from new clients; 
and the density and frequency with which marketing activities result 
in orders for work. 

• The returns to be gained from reducing, maintaining and increasing 
price levels; offering different price levels according to sector, location. 

• The returns to be gained from reducing, maintaining and increasing 
existing product ranges, service levels and support services (e.g. after
sales, facilities management, refurbishment), 
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• Reference to time lags - the periods of time that must elapse (and 
this establishes the length and nature of marketing investment re
quired) before given levels of marketing activities can be expected 
to show results. 

The core of the answer clearly lies in the knowledge, understanding 
and expertise of those responsible for addressing the questions. The problems 
can be minimised by taking time and resources to establish the precise 
points at which marketing activities are to be targeted and the rationale 
that lies behind this approach. 

The general contribution of other information to marketing 

This refers to the effect that other stories about the organisation have on 
its marketing effectiveness (see Summary Box 8.8). All such stories affect 
the wider perception in the environment. They may and do also directly 
affect client and consumer confidence and propensity to use. Moreover, 
development and explanation of positive stories and direct and positive 
responses to negative coverage each emphasise overall perceptions of 
confidence, and exploit what may be rare opportunities for media coverage. 

Marketing information awareness 

This is an active consideration of the need for information under the 

different headings indicated. The following is also essential: 

• the need for general market intelligence (on general issues and par
ticular developments); 

• the awareness that everything can always be improved - and this 
includes the volume and quality of information, as well as the prod
ucts and services on offer; 

• straws in the wind - the development of early information and early 
warning systems that ensure that particular organisations are among 
the first recipients of information about new developments, initia
tives and opportunities. 

However general or incomplete such information may be, in certain 
circumstances it is a powerful reinforcement of the contractor-client relation
ship. In all circumstances it should trigger off the determination to find out 
as much as possible, as quickly as possible, about whatever is in hand. 

Marketing intelligence 

This is a proactive approach to the problem of awareness. It consists of 
investigating the environment, current markets, potential markets, and 
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SUMMARY BOX 8.8 Other Stories 

Channel Tunnel 
During the period of construction both Eurotunnel (the client) and 
Transmanche Link (the contractor) handled a variety of environmental, 
financial and technical problems. Levels of general confidence remained 
high because of the positive approach of both companies, the upbeat and 
positive nature of public relations and general marketing activities. The 
worst marketing problems to the Tunnel during its construction were caused 
by the one major factor over which the companies had no control - the 
high speed rail link on the British side that, when completed, would con
nect the Tunnel with London and the rest of the UK rail network. The 
problem was neither of the companies making nor of their choosing, yet 
both found themselves concentrating resources on providing substantial 
information, media and public relations coverage on handling this issue 
and a substantial part of the companies' library and information banks 
had to be given over to this matter in order to prevent their being tar
nished by the lack of provision and consequent lack of confidence else
where. 

Blue Circle 
In January 1997, Blue Circle announced a long-term (five-year) pay deal 
that would give pre-agreed pay rises for the period 1997-2002 in return 
for guarantees about job security. 

The story primarily concerned staff management and industrial relations. 
Nevertheless, it received widespread coverage in both trade press and national 
media with the emphasis on the highly ethical position of the company in 
its concern for its employees. It also provided the opportunity for the 
approach that 'we are a highly profitable, extremely secure company pro
ducing top quality building products' and that therefore its customers and 
clients could continue to do business with it in the certainty of a long
term mutually successful and profitable relationship. 

internal, actual and potential capabilities of the organisation along the 
following lines: 

• Undirected scan: general exposure to information with no specific 
purpose in mind; though what is discovered as the result may lead 
to very specific enquiries very quickly. 

• Trade press and literature reviews: with the purpose of concentrat
ing on particular types of information or particular presentations, dis
cussions and analyses. This may be directed at: the contractor's sector 
of activities and those areas related to those sectors; the client's sec
tors and those closely related; academic literature and studies; and 
related trade press and academic literature to see if anything may be 
learned from elsewhere. 
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• Academic and/or commercial project work: this consists of having 
a group of people (e.g. outside students, sponsored students, project 
teams) working to a given brief with the view to producing 'something 
further' at the end of the work. Clearly this may be - and often is -
both general and inconclusive. The benefit is that both the work 
carried out and also the summary conclusions and recommendations 
arrived at as the result may indicate (or not) the need for further efforts. 

• Undirected searches: these consist of pursuing particular ideas to 
see what information can be gathered about them and/or to see 
where else they lead. They may, and often do, consist of no more 
than feeding buzz words into a book index, electronic or CD-ROM 
library and database facilities, and seeing what is available as the result. 

• Formal searches: these are deliberate efforts to secure detailed and 
specific information, and are usually accompanied by the require
ment to work to specific plans, procedures and timescales. 

• Client and competitor searches: these are deliberate efforts to se
cure as much information as possible of any quality or volume about 
clients' competitors. The usual approach is to use the competitor or 
client's name and/or activities as the buzz word. This is then handed 
over to an expert in database, CD-ROM and library searches. Those 
involved are given a wide-ranging brief - often supplemented with 
specific requests and targets. The result is the gaining of a substantial 
body of both general and targeted information which can then be 
used or pursued further. 

• Direct relationship contribution: this is the general contribution to 
organisational knowledge and information that is made by the salesforce 
and others (e.g. public relations) who have direct dealings with cli
ents apart from their specific tasks and duties. It is a key contribu
tion, especially to the background, and a major output of high-quality, 
expert and well-motivated sales and public relations teams. They are 
in the best position of anyone to pick up 'straws in the wind', gen
eral perceptions, market intelligence and other undirected information. 

Whatever the research and information carried out and gathered, the 
important thing is their subsequent use. Used properly, they are an aid 
to effective decision-making and support for particular courses of action. 
They provide the means for assessing why successes occurred (all too 
often the reasons for success are never properly evaluated), and a basis 
on which the analysis of failure or action that fell short of full success 
can be analysed. 

More generally, summaries and synopses of the information should always 
be made available to marketing and public relations staff. They should 
also be available to production and service specialists and direct practi
tioners - anyone, in fact, who needs to deal with clients and potential 
clients on an informed basis. 
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SUMMARY BOX 8.9 Other Sources of External Information 

The contribution of all sources should be acknowledged; and the poten
tial that all sources bring, however imperfect, should always be consid
ered and evaluated. Useful examples are: 

• Telephone calls and telesales: especially important in the sale of 
domestic and commercial building products and in the marketing of 
services. 

• Professional networks: general discussions at the meetings of profes
sional bodies. 

• Professional association gatherings: which meet regularly on a lo
cal, regional, national and professional basis. 

• Market and marketing seminars: in which one of the perceived di
rect benefits of attendance is the opportunity to network and talk 
with peers and compatriots. 

• Enthusiasts: whether from within the industry or not. 
• Important people: industry gurus and leaders; politicians; those with 

extensive influence - especially politicians. 

There are therefore distinctive consequences, implications and obligations 
to be understood when undertaking work from this point of view. 

Without adequate information, all marketing activity is conducted in 
the dark. Success and failure become accidents that arise from carrying 
out unstructured and uninformed activities. Organisations that do not 
carry out sufficient research are always at a disadvantage in comparison 
to those who do. Moreover, the more information available all round, 
the higher the marketing success rate in terms of calls and tenders that 
lead to work, and the greater the capability to assess accurately what 
went wrong with calls and tenders that failed to generate work and with 
other marketing activities overall. The fact that marketing information 
can never be fully accurate does not mean that it should not be rigor
ously gathered, used and analysed whenever and wherever possible. Its 
inadequacies must be recognised however, and people who take mar
keting decisions must understand that they do so on the basis of infor
mation that is certain to be incomplete. 



9 Conclusion: The Future of 
Marketing in the 
Construction Industry 

The purpose of this final chapter is to identify those matters that are 
important or are likely to become so across the entire industry in the 
late 20th Century and beyond. 

The industry is in a state of flux. Great change, turbulence and insta
bility are the context in which its activities are set to take place for the 
foreseeable future. As well as being driven by a technological revolution, 
the large companies of the industry are now truly global, and smaller 
companies are being driven to seek work elsewhere than their hitherto 
accepted spheres of operation. 

Other drives for change that affect the construction industry are as follows: 

• Social: the changing of people's lives from the fundamentals of life 
expectancy to lifestyle choice; increased expectations of quality of 
life and quality of working life; increased demands on facilities; in
creased demands on natural resources; increased demands for physical 
and information infrastructure. 

• Economic/political: changes in all government forms; the state of 
flux of the EU and the adoption of super-national laws and direc
tives; the EU single market; the expansion of the EU; the collapse of 
the Communist Bloc and the USSR; the emergence of Taiwan, China, 
Korea, Vietnam and Malaysia as spheres of economic influence; the 
continuing emergence of Indonesia and the Philippines; the poten
tial emergence of South Africa and South America. 

• Expectational: the wider recognition that increased quality is avail
able (and therefore expected) on the part of consumers and end
users; specific changes in expectations (especially of quality of finished 
project and after-sales commitment) on the part of client groups. 

• Legal: the ability to operate within legal constraints wherever neces
sary; specific legal constraints that are found in some markets - and 
within which the industry has to work for the future. 

• Ethical: taking an enlightened view of the industry's capabilities and 
commitment; taking a specific view of the organisation's capabilities and 
commitments and the ways in which these are to be delivered; 'the 
promise' of project and activity delivery to the highest possible standard. 

220 
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• Stakeholders: a key feature of the marketing activity is 'marketing to 
different stakeholders'. In particular, this means educating sharehold
ers and other backers to expect and anticipate returns on their in
vestment in terms of long-term commitment, continuing volumes of 
work, the levels of investment necessary to gain and maintain secure 
bases for work, and the position of marketing in this. It means ac
cepting responsibility for dealing with legitimate and genuine con
cerns from pressure groups, lobbies and other vested interests. It 
also means accepting responsibility for staff - the major concern of 
all those working in organisations at present (and for the foreseeable 
future) is job and work security; and this is only to be achieved if 
skills and qualities are developed in terms of (a) expertise and (b) 
client requirement. 

• Profit: 'profit is the by-product of effective activity' - and this means 
shifting the conception of this from a line on annual reports to a 
reflection of a state of long term ism, and a relative reflection of the 
permanence of the organisation and its continuity in the pursuit of 
consumer and client satisfaction. 

• Attitude: this is the way of thinking about marketing that applies to 
everybody involved. A complete change is required, away from 
formalised job positions, systems, order and methods to the realisation 
that everybody, at every organisation, contributes in their own way 
towards long-term organisational effectiveness and satisfaction; and 
that, indeed, this is the only reason for employment. 

• Resources: the maximisation and optimisation of resources, returns 
on investment and performance outputs are paramount. Levels of 
satisfactory performance based on historic activity schemes and the 
returns that these produce are no longer acceptable or tenable. Neither, 
increasingly, are they competitive, profitable or effective. There is an 
ever-growing awareness that resources have been under-used. It is 
increasingly coming to be realised that attention to these elements is 
in itself a source of profitable and cost-effective activity. It is also the 
case that a part of the drive for maximisation and optimisation con
sists of attention to presentation as well as capability - and to atti
tude as well as expertise. This is of critical importance wherever 
client choice is being made on grounds other than capability. 

• Information: there are competitive and commercial advantages to 
be gained from the effective and continuous gathering and analysis 
of market, customer and client information; and of a broader knowl
edge of the ways in which the industry operates in different locali
ties, regions and countries. The full potential of this is only now 
being assessed and realised. Sources of information and the speed at 
which the information can be gathered and processed will greatly 
expand in the future. 
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GLOBAL PROJECTS AND ACTIVITIES 

There are no barriers to the global operator. There are no areas of activ
ity that are genuinely closed - though restrictions may be placed by 
quota systems, and restricting rights of entry by particular countries or 
regions, or by placing legal constraints (such as the need for a local 
partner) on particular sectors. 

Economies of scale, the command of resources and production/output 
technology, and the need to maximise the returns on these, drive any 
organisation in this position to seek opportunities wherever in the world 
they may arise. 

Levels of investment also make it very difficult for any organisation 
that is not of this size or cannot command this level of resource to 
compete on this scale. However, opportunities abound as subcontrac
tors, local partners, minor partners in joint ventures, and specialists. Smaller 
activities are also required alongside great infrastructure projects. 

So construction projects of the size and scale of the Channel Tunnel, 
Scheidt Barrage and Hong Kong Airport bring with them requirements 
for the development and construction of access and infrastructure, hous
ing, commercial buildings and facilities, and industrial estate type projects; 
and also for leisure facilities, education, health and social provisions; 
and, therefore, for landscaping and other aspects of urban, regional and 
rural planning. Many of these projects are politically as well as economi
cally driven - and the opportunities are there for anyone who can present 
as well as deliver their capability. 

Indeed, part of the political drive in many cases (especially in the 
developed world) is to ensure that at least a modicum of the support 
work will go to local and regional operators if that is at all possible. 
Again, this refers to marketing - because it is incumbent upon the local 
and regional operator to convince clients that it has the distinctive capa
bility to work alongside global operators and to play its particular part in 
the total development to the required quality, stand,ard and deadline. 
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The Construction Industry and Other Global 
Developments 

Four specific areas of activity where construction is certain to be required 
as the result of other developments can be identified: 

• Oil, gas and energy exploration and development projects: as demand 
for energy grows, oil and gas fields hitherto considered uneconomic 
to exploit are now subject to serious scrutiny. There are large oil and 
gas resources in the former USSR, on the South American continental 
shelf and also in parts of South East Asia. For these to be fully exploited, 
both access, infrastructure and the means of distribution have to be 
built, as well as the facilities for exploration and exploitation of the 
resources themselves. 

• Transport: as an example, the next generation of global public transport 
is envisaged to be a family of super-jumbo jets able to take between 
500 and 1000 passengers. If these are produced, larger airport facilities 
are certain to be required in more parts of the world - and this 
includes take-off and landing areas, access infrastructure and airport 
buildings and facilities. Again, these projects are often commissioned 
with a view to wider economic development and the opening up of 
particular localities. 

It is also certain that road, personal and public transport infrastructure 
will lead to work for the construction industry. On the one hand, this 
is pioneering - developing infrastructure where no such thing exists; 
and refurbishment - where the infrastructure has existed for a very 
long while, but where sheer pressure of use and volume of traffic 
make it certain that it will have to be substantially upgraded. New 
materials - especially those capable of extrusion - are constantly being 
produced so that road infrastructure can be created more cheaply 
and last longer once it is in place. 

• Electricity, gas and water distribution: again, this may be seen in 
two ways. First, in the developed (and relatively developed) economies 
and regions of the world, there is a demand for ever-higher quality of 
each, delivered at evermore cost-effective ways and methods. Second, 
in developing areas and those places where the population is burgeoning, 
it has not always been possible for the infrastructure development to 
keep pace. Especially in the latter, there is consequently plenty of 
work - for those companies that can present their expertise in these 
activities in ways demanded by the client. 

• Information: the development of global information systems and satellite, 
fibre optic and personal transmission and receiving systems. Again, 
these have to be supported by a construction industry capable of 
building the facilities in which the points of access and distribution 
for these facilities are suitable. 

Clearly, such projects require distinctive expertise and global scale 
resources. In many cases, these projects are simply too large for single 
organisations to contemplate. The rewards to be accrued from effective 
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and successful activities in these spheres are enormous. It is also clearly 
possible to recognise that there is a prospect of organisations (as distinct 
from countries) creating their own trading blocks. The commitment to 
marketing in the pursuit of these rewards and scale of operations - and 
the long-term security brought once work is awarded - has to be seen in 
these terms. Effective marketing for this level of work is a major investment, 
requiring substantial commitment of expertise before any such work is 
gained; and requiring extensive client service during the period of the 
contract. 

SUMMARY BOX 9.2 Different Approaches to Contractor 
Globalisation and Internationalisation 

The following approaches may be illustrated. 

The Eurotunnel model 
The Eurotunnel model brought together a range of companies with distinctive 
expertise and also with large financial resources for the purpose of creating 
an enterprise that is both large and sophisticated enough to carry out the 
Single project. In the particular case of Eurotunnel the organisation was 
created by ten building and civil engineering companies (five British and 
five French) and a financial resource base ultimately provided by 200 
banks drawn from all over the world. 

Because the company was created for a single project, the key feature 
of marketing activity is branding. It is the name of the company and 
identification with the given project that are of paramount importance. 
Initial marketing activity is therefore concerned with getting the name and 
project association as widely known as possible. Continuing marketing is 
concerned with building the desired image and quality of local relations, 
as well as commercial expertise in the minds of the community in which 
the project is being built, and to ensure that this reputation is built and 
enhanced. In the particular case of Eurotunnel, much of the responsibility 
for this in fact fell on the client; however, for other single-project activities 
carried out in this way, the problem may fall to contractor or client, or 
both. 

The Japanese model 
The Japanese model involves creating overseas and globalised subsidiaries 
in the image of the parent company; and of ensuring that all expertise 
that could possibly be required is kept under one roof. It involves high 
levels of investment and the creation of a relationship between the distinctive 
advantage of the expertise and services to be made with the needs and 
wants of the communities in which these are now to be made - the 
pressure is therefore on the single company to understand the specific 
markets of all activities, in all areas and of all its component parts. 
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The traditional multinational corporation 
This has to be studied in the context that more and more organisations 
are trading outside the country of their own domicile in pursuit of new 
markets and competitive advantage, and also as they find alternative outlets 
for existing expertise. 

From a marketing point of view, the problem here lies in familiarity. In 
the areas where they are well known, multinational marketing in the 
construction industry consists of expert client liaison and continuing levels 
of general familiarity. The same relationship and familiarity have to be 
engendered in the new areas. The attitude to marketing in new areas has 
therefore to be concerned with generating the same awareness and familiarity 
as exists in the familiar spheres of operation - and again, this means 
priority investment and levels of long-term commitment. The view should 
always be taken that, while clients and potential clients in new areas may 
have a general familiarity with the name and even the work of the 
multinational, a specific reputation has not yet been created. Attention, 
therefore, is necessary to the creation of this specific reputation in the 
new area. 

The acquisition model 
This is where the large organisation acquires either a local partner - either 
because it has to or because it wants to; or because it has chosen this 
way into the new market as the most cost-effective and client-effective 
form of operation; or because the organisation being acqUired has distinctive 
expertise as well as reputation in the market that is to be served. 

The marketing priority here is to ensure that the parent company and 
its new subsidiary can be presented as a strong and wholesome entity -
and, again, this means spending time and resources on the familiarisation 
process, understanding and attending to specific needs and wants, and 
extensive personal and professional contact between the new organisation 
and its potential clients. 

Joint ventures 
These have been used extensively as a way of gaining a foothold in new 
markets. It is also a relatively safe way of testing the potential of a new 
market and understanding its drives, needs and wants; and also the true 
commercial potential (as distinct from that which is perceived). 

Part of the commitment to a joint venture involves the use and 
harmonisation of subcontractor relationships in the particular situation; 
and of generating client liaison familiarity, understanding and confidence 
in the terms required in the new market. Again, therefore, marketing priorities 
have to be seen in these terms - and, again, this involves extensive human 
resource, expertise and commitment to presentation as well as delivery. 

From this, a range of specific implications for marketing in the con
struction industry can be identified. 
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Competitive intensification 

Competitive intensification is the key drive everywhere in the industry. 
As stated throughout the text, there are no safe or protected sectors. To 
all customers and clients, therefore, there is an ever-increasing range of 
choice available and rewards are dependent on the extent and quality 
of the investment that contractors are prepared to make in presenting 
themselves to best advantage in the areas in which they seek to operate. 

This is transforming the priority order of contractor organisation activities. 
The nature of investment required, above all, is therefore concerned with: 

• creating long-term, continuous and profitable contractor-client rela
tionships; 

• transforming service standards; and adopting the attitude that the 
delivery of construction projects is as much concerned with service 
as production expertise; 

• building and creating much more comprehensive information and 
databases on all sectors. 

Long-term relationships 

The creation of long-term and enduring relationships with specific sec
tors and segments means investing in direct contacts, technological aware
ness, and product and service development. Creating this form of 
relationship means taking the following approach: 

• gaining entry to client organisations and client bases through which
ever doors are available: meeting and lobbying officials; public rela
tions; client liaison staff so that a general awareness is built in. 

• gaining access to professionals and experts in potential client organ
isations and government departments so that a real view of the like
lihood of work can be gained and also the drives and restraints that 
cause contracts to be engaged; 

• gaining access to other key players - politicians, officials, financiers -
and establishing their needs, wants and drives and the basis on which 
they all would work; 

• gaining access to other important and influential stakeholders and 
identifying potential pressure groups, lobbies and vested interests; 

• assessing market volumes and duration, and the possible and likely share 
of this available to the particular contractor (see Summary Box 9.3); 

• devising formats that meet everything to best advantage and that are 
acceptable in the local prevailing conditions so that distinctive ex
pertise and commitment to service can be presented to best advan
tage also. 
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SUMMARY BOX 9.3 Volumes, Duration and Potential 

At the macro end, a long-term and enlightened view is essential, For example, 
a £60 billion market that is likely to last for 50-70 years is certain to 
require investment in groundwork and research. It may also mean engaging 
in acquisition and joint ventures, and for overseas activities, engaging a 
local partner or front organisation. 

The key issue lies in marketing to one's own stakeholders and backers. 
Shareholders and their representatives are used to short-term returns and 
dividends paid on annual profits. Other backers wish to see returns over 
'a reasonable period of time' - and, again, this also means short to medium 
term. While this approach is designed to secure the eternal future of the 
organisation, staff nevertheless perceives that it is placed in a general state 
of flux and that there are certain to be changes - shake-outs, redundancies, 
redeployments - along the way. Even directors and top managers may 
not be inclined per se to take such a long-term, almost eternal view, of 
what is required. 

The approach has to be seen in terms of the returns - and the investment 
is made in anticipation. The problem lies therefore in transforming the 
attitudes of the key players on the contractor side if the client base is to 
be convinced of the genuine seriousness of the approach and the 
determination to be a continued player in the sector. 

This has finally to be seen in the context that (as we have seen earlier) 
the generally favourable response or positive reputation does not necessarily 
produce work. The nature and level of commitment necessary has therefore 
the prime purpose of getting over this barrier, ensuring that work is produced 
rather than a general perception that it might be. 

Priority therefore lies in paying attention to the competitive require
ments as much as distinctive expertise. Increasingly, competition is be
tween organisations that can all do the work whatever it is, so the reasons 
for awarding contracts are based on the other factors. 

Competitive emphasis 

For all sectors in the industry, two distinctive points of view may be 
identified for the future - competing on price; and competing on factors 
other than price. 

Competing on price 

This is likely to remain a key feature of undertaking public service con
tracts in the UK and Western world. Moreover, as clients drive prices 
down, they too have increased expectations of quality, value and durability, 
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and of extended professional contractor-client relationships. So the key 
concerns of those wishing to continue to play in these fields lie in: 

• understanding this; 
• structuring their cost, investment and expertise base so that it can be 

deployed profitably; 
• maintaining the direct professional and political relationships neces

sary to ensure that work continues to be offered on a long-term 
basis. 

For large private contractors, one of the drives is obviously on price. 
However, this is clearly much more than just one element in the mix of 
quality, quantity, value and time. Again, the relationship has to be serv
iced and maintained in this way. 

Competing on factors other than price 

This means attention to quantity, quality, value and time, and the other 
factors that go with these - product extension, pre and after-sales serv
ice; taking a more long-term view of contracts and the relationship po
tential, anticipating and identifying the range of possible needs - which 
mayor may not require satisfaction; and identifying the key drives of 
the client. 

This is also certain to mean acceptance and agreement of contract 
formats that have a greatly extended view of the contractor's obligations. 
In the house building and building products sectors, this implies accept
ing industrial standards and legally binding guarantees. At the macro end 
of the building and civil engineering industries, it means setting and pre
senting the highest possible levels and standards, and presenting these as 
an integral part of the contractor's product and service delivery. 

Service marketing 

Whichever the point of view, it follows from this that the marketing 
emphasis is certain to be on service (see Summary Box 9.4) and the 
commitment to deliver that which is promised, inferred or expected. 
The problem lies in understanding what the service commitment is from 
the contractor's point of view, and what the service requirements are 
from the client's - and this is only going to be achieved through creating 
enduring, direct, professional and personal relationships. 



Conclusion 229 

SUMMARY BOX 9.4 Service Marketing and Marketing Strategies 

The following is a summary of the commitment necessary from given strategic 
points of view: 

• Cost leadership/cost advantage: service advantage through attention 
to investment levels, prioritised and targeted marketing; and through 
attention to contractor staff expertise and understanding. 

• Focus: service advantage through the ability to present specialised 
product and project ranges and expertise in accordance with 
differentiated (and perceived differentiated) client demands. 

• Differentiation: the presence of a perceived quality advantage to those 
engaging a contractor; based on securing a perception of confidence, 
security and value in the minds of the key players in the client organisation. 

• Expansion, takeover, joint venture, local partner approaches: based 
on the premise that product quality is already available in the sector, 
attention is paid to the mix of price, quality, quantity, volume and 
time - and quality, volume and time are direct service pressures while 
price is a reflection of a combination of product service. 

• First in field and pioneering: product and project advantage initially; 
related to service and support if the market is developing. 

• Second in field/me too: some products and project improvements; 
where the product is or becomes more or less generic, advantages in 
the service. 

• All-comers: always service advantage. 
• New product development: advantage IS In product, quality and 

performance of new products; as more players come into the sector, 
advantage is sustained through product development and improvement, 
and through service. 

Product and project extension 

It follows from this increased attention to service that the 'product' of all 
the industries activities has to be extended - and this includes both the 
general nature of the package on offer, as well as specific attention to 
particular customer and client relations and requirements. 

Creation of points of access and sale 

Key features of product and service extension are convenience and ac
cess. The pressure is therefore on contracting organisations to commit 
themselves to both location and quality of access. This applies to en
hancing the quality of access to current markets in response to the in
creased expectations of clients - and also the activities of actual and 
potential entrants. 
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SUMMARY BOX 9.5 Build and Operate 

One form of construction market development is the partial or full withdrawal 
of the client as the product or project end-user. The client's role becomes 
simply to agree and commission the work; and then to agree the format 
under which it is to be used. 

Private Finance Initiative (PFI) 
The UK government first created the PFI in 1989. Following intensive 
studies as to how financial resources could be profitably and effectively 
sought from the private sector in the creation of major public infrastructure 
and works necessary, a form of 'build and operate' was designed for this 
purpose. There are two main thrusts - agreeing to PFI type contracts puts 
the burden of project support from inception to completion on the contractor; 
payment for the work comes in the form of charges and levies on the 
end-users - and this may not cover the costs of the venture for very 
much longer than under normal contractor-client relationships (where the 
project is paid for fully on completion and delivery, and which may have 
been supported by interim payments along the way). The key to contract 
success lies in understanding the total range of commitment: 

• to product and project quality; 
• to end-user acceptability and service; 
• to change of contractor activities from the design and build of facilities 

and projects to becoming an operator; 
• to the creation of an enduring, profitable enterprise that may have 

asset value of its own; 
• to the maintenance and upgrade of a facility as appropriate or desirable; 
• to long-term broader acceptability, security and confidence. 

Example: the Skye Bridge 
This facility was commissioned in 1991 and completed in 1994 under the 
PFI. The contractor (Balfour Beatty) was given licence to operate the facility 
and to levy tolls upon completion. 

The bridge replaced the ferry service that had operated between the 
island of Skye and the Scottish mainland for over a hundred years. The 
perceived advantage of the bridge lay purely in convenience - especially 
for tourists and other infrequent visitors. 

The project ran into controversy following completion. The main objectors 
were the residents of the island, who felt that the charge levels raised 
were far too high - that the contractor was taking advantage of a captive 
market. Some people refused to pay; and those who did so were prosecuted. 
The contractor was also prosecuted for levying perceived unfair high charges. 

The end result is an uneasiness throughout the industry concerning the 
range of possible outcomes of this form of activity while this is being 
decided by the Courts. Other contractors initially attracted by PFI type 
work are seeking forms of guarantees and indemnities against this form of 
prosecution before they will commit themselves fully. 
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It also applies in markets where entry is envisaged and represents a 
long-term commitment. For building, civil engineering, architecture, de
sign, planning and consultancy services the outcome of this commitment 
is creating a familiar and enduring local reputation - and to do this, the 
organisation has to be perceived and known as local. 

Some of this can be short-circuited to an extent through engaging in 
hook-ups, joint ventures and local partner arrangements, though even 
once these are achieved, the quality and response from the point of 
access have still to be guaranteed and generated. After all, the success of 
new entrants is based on some form of dissatisfaction with existing play
ers, so the drive must be to harmonise the presence of the joint venturer 
or local partner with the distinctive expertise brought in by the new 
entrant. 

The future of multinational corporations 

Multinational corporations in the construction, civil engineering, expert 
services and architectural, planning and design sectors increasingly have 
to operate where the work is. The outcome of this is that in many cases 
the indigenous and familiar sectors become steady-state activities while 
the real competitive and profit advantages are to be found in the ability 
to penetrate and satisfy those areas of greatest growth. In simple terms, 
this means taking Western expertise, product and project quality and 
technological expertise to: 

• the north - the former USSR and Eastern Europe; 
• the south - Africa and South America; 
• the east - China, Indonesia, the Philippines, Malaysia and Thailand 

- some of which are developed to greater extents than others; 

and operating according to the norms, expectations and strictures of these 
markets. When put in these terms, there is not nearly enough expertise 
to go round. On the other hand, those who have gained dominant po
sitions at present are seeking to protect these as far as they possibly can 
in order to secure their own long-term future. 

In Western markets, these organisations have at present to recognise 
the state of the market as a combination of refurbishment and new project 
work, and attention to the quality of the built environment now de
manded by clients, end-users and communities at large. 

For the future, multinational operations are therefore certain to be 
based on the capability and willingness to understand and accommodate 
the opportunities and constraints indicated, supported by the willingness 
to undertake extensive, direct and first-hand market research and estab
lish a long-term presence and commitment in this way. 
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Three distinct forms of multinational activity are apparent for the future 
- the Eurotunnel model (as indicated above); the complete entity (akin 
to the Japanese model indicated above); and the complete network. 

The complete network 

In this case, all that exists is a loose federation of networks of individuals 
and organisations and their expertise, which can nevertheless be deployed 
at short notice anywhere in the world. The success of this depends on 
the quality of the head office co-ordination function and marketing direction. 
The network is entirely dependent on the quality of the small central 
core, the initial point of contract - and the ability to engage the range of 
contractors necessary and to place them wherever they are required. 

Indeed, in all cases the success of each depends on the quality of the 
head office, co-ordinating function and marketing direction. For the 
Eurotunnel model, this is the engagement of companies with distinctive 
expertise for the given purpose. The complete entity is dependent on 
continued market focus at head office - and in the case of many multi
nationals, this is likely to involve extensive head office reform. 

Marketing and technology 

There are three issues here: 

• invention: the development of new products and project initiatives 
that are capable of improving and superseding the ways in which 
things are done and have been done in the past; 

• capability and expertise: the ability to implement new ways of do
ing things; 

• willingness: above all, the willingness to engage expertise in ways 
demanded by new markets. This also refers to the willingness to 
accept and embrace new ways of doing things, especially where these 
do not accord with the industry's current and historic norms and 
ways of working. 

Some of this refers in part to previous chapters. It is no use having the 
best quality architects, designers and planners if this is not recognised by 
the markets or if the particular practices are not prepared to deliver 
their expertise in the ways demanded by clients - and this has to in
clude speed of response and relationship development as well as profes
sional capability. It is no use inventing plastic-based extruded road and 
highway materials if the benefits of this cannot be presented to the par
ticular client base - as well as product durability, other benefits such as 
speed of completion, value, refurbishment and upgrade have to be 
considered. 
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High levels of expertise, technology and capability have therefore to 
be seen in terms of customer demand and satisfaction. The emphasis is 
shifted from the provision of product quality and professional expertise 
to the capability to use these to satisfy client demand. And, again, where 
politicians and other non-specialists are the commissioners of work, quality, 
value and expertise have to be presented - marketed in terms that they 
understand and to which they will respond positively. 

Small and medium sized companies 

On the one hand, there is a good strong history of successful and effec
tive marketing in some small and medium sized companies, especially in 
the regional and local house building and smaller scale building projects, 
double glazing and civil engineering subcontractor sectors. In these cases, 
marketing has been based on a combination of personal relationships 
and reputation, supported by known, understood attention to specific 
client demands. Where necessary - especially in double glazing and house 
building - more general advertising, presentation and promotional fea
tures have been included, with varying degrees of success, especially in 
times of relatiye prosperity (e.g. the UK housing boom of the late 1980s), 
or when pitching at relatively prosperous sectors (e.g. secure and shel
tered accommodation for medium to high income brackets). 

On the other hand, this has to be seen in the context that these sec
tors are also becoming evermore competitive in their own way. More 
players are competing for the same markets and this has led to: 

• downward pressure on prices; 
• upward pressure on quality, reliability and durability; 
• pressures to extend the quality and nature of contractual relation

ships - especially in the post-completion phase where after-sales com
mitments are increasingly required and expected. 

Moreover, larger players are extending their activities downwards into 
smaller markets. Just as multinationals are taking (for them) smaller jobs 
in their own domestic markets, regional and medium sized players are 
taking on work hitherto carried out by small local companies. The result 
is a greater competitive pressure all round, and again, therefore, increased 
competitiveness - and the need for marketing expertise. 

Professional services 

The same also applies to technological expertise, architecture, planning, 
design and professional consultancy services. Until very recently, these 
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organisations existed on a combination of reputation and access based 
on steady and assured client bases and known (or almost known) vol
umes of work. 

This has changed; larger consultancies and practices have gained mar
ket entry and share at the expense of small organisations. Moreover, 
once they have gained entry into particular niches, they have been able 
to compete on knowledge and understanding, presence, price and 
deliverability - exactly the qualities of the previous players. They have 
therefore used niche and entry opportunities as key features of their 
marketing. The result is to force smaller, local and specialised practices 
to rethink their own position entirely - and many have been forced out 
of business. Those remaining have had to regain their position either by 
repositioning themselves entirely, or by rejuvenating the marketing ef
forts already made. For the client base, there is no particular advantage 
in dealing with an international or multinational company - but it will 
do so if it is made to feel that it is in its interests. 

MARKETING AS A PRIORITY 

From whatever point of view, the key to an effective and profitable fu
ture lies in the ability to develop, in turn, a professional and expert 
marketing approach along the lines indicated throughout the text. The 
context in which this is carried out is the combination of the circum
stances indicated above. The specific mix of these clearly varies between 
organisations and between the markets served (and in which it is in
tended to operate). The following factors are covered: 

• Marketing objectives: in terms of product, price, place, promotion, 
expertise, capability, willingness, quantity, quality, value and time. 

• Situational analysis: general scanning; market audits and research; 
market analysis; customer and consumer analysis; end-user analysis; 
client analysis; competitor analysis; and internal capability analysis. 

• Assumptions for the present and future: environment and location; 
markets; customers, consumers and end-users; clients and potential 
clients; and competitors. Testing these assumptions and researching 
them; getting over the perceptual barriers; gathering market intelli
gence; classifying and codifying information. 

• Defining critical success factors and using these as benchmarks for 
progress. 

• Identifying a strategic position from which the markets and potential 
markets are to be approached and served. 

• Taking short, medium and long-term views of activities; understand
ing the levels of investment necessary to achieve these; prioritising 
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SCANNING: potential, likely, possible opportunities 

RESEARCH: high contact, targeted, in depth 

ANALYSIS: value, volume, duration, profitability 

VARIABLES: acceptability, entry and exit barriers, risk 

INVESTMENT: before, during and after entry 

RETURNS: dates and deadlines, value, income, profit 

Figure 9.1 Marketing planning for the construction industry. 

marketing activities accordingly; engaging the necessary expertise and 
capability. 

• Establishing marketing mixes for each client, client base, locality and 
region (including the domestic). 

• Identification of potential problems and blockages; taking the best! 
medium/worst outcomes approach to each activity and client. 

• Authorisation of marketing activities. 

See Figure 9.1 for a summary of marketing planning. 

A note on implementation and review 

At the implementation stage, the following points are important: 

• Results are judged against expectations: expectations must therefore 
be carefully assessed in advance; and if there are misperceptions of 
these, these should be handled at the inception stage. Of specific 
importance are the expectations of stakeholders and backers, to which 
reference has already been made. 

• Instant success is not a guarantee of long-term or future success and, 
again, this has to be seen in the context of what the successes actu
ally are. 

• Instant failure (or perceived failure) is not a guarantee of long-term 
and continued failure; this must be assessed in the light of circum
stances, events, expectations and projections. Above all, where the 
stakes are very high and where the rewards for gaining access to a 
particular market are steady, long-term, assured quality and volume 
of work, instant failure (or perceived failure) is likely to require an 
evaluation of activities to date rather than the need to withdraw as 
quickly as possible. 

• Where failure to gain market share or foothold is apparent, with-
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drawal may be essential. However, it has to be seen in the context 
that if not handled properly, it may cause damage to reputation and 
confidence in those markets hitherto served effectively. 

• The quality of review is dependent on the capabilities and expertise 
of those undertaking the review and their own particular perspec
tives and standpoints. Again, this refers to particular stakeholders -
especially those who envisage short-term returns. It also refers to 
those within the organisation not directly concerned with marketing 
and who have their own particular pressures and drives. For example, 
the difference between investment and cost accrual is very much a 
matter of perception - one person's investment is another's payout. 

• Blockages and barriers have to be seen in terms of: the extent to 
which they are key or critical; the problems and advantages incurred 
in overcoming them; their general extent and prevalence - whether 
the rewards to be gained are worth taking time, energy, commit
ment and resources to tackle the problems. 

• The location of decision-making is also important. This also refers to 
the extent to which marketing takes key marketing decisions or whether 
these are nevertheless taken by those who have no direct marketing 
expertise. 

• Internal factor assessment, especially that concerned with matching 
contractor expertise to client expectation - have to be assessed as 
marketing activities go along. As we have seen in many cases, this is 
likely to be as much a matter of willingness as capability. 

• External factor assessment is also essential. As we have seen, this is 
also certain to include attention to the priorities of pressure groups, 
lobbies and vested interests as well as client professional demands. 

Marketing in all aspects of the construction industry is therefore con
cerned with mixing high levels of professional expertise and capability 
with the willingness to present these to best advantage in terms of par
ticular clients and client bases. Indeed, the main problem that has to be 
addressed throughout the industry is concerned with raising the level of 
understanding of what marketing is and how its principles (such as they 
are) can be best and most effectively applied, so that what can be done 
is known and understood by clients. Once this attitude is engaged, the 
industry will have taken giant steps towards becoming truly competitive; 
and those companies and organisations that do not see marketing as a 
priority will be able to compete for work on the same basis as those that 
do. The increased professionalisation of marketing and the adoption of 
its principles and practices are the most critical factors facing the con
struction industry as it prepares to secure its long-term future. 

In summary, the implications for all construction professionals are as 
follows: 



Conclusion 237 

• the need to place client need rather than contractor expertise at the 
core of all activities; 

• attention to all aspects of project design and inception, and the de
velopment of presales services and activities, the service aspects of 
work in progress, and after-sales activities (including long-term user 
management, facilities and environment management, as well as the 
maintenance of the finished project itself); 

• attention to the quality and durability of the project when complete; 
• acknowledgement of the wider interests, needs and demands of all 

parties concerned - whether acting in the contractor or client interest, 
or as an independent expert; 

• acknowledgement that everything can be improved - and this in
cludes all aspects of construction provision including materials, ma
terials usage, expertise, logistics, planning, design, technology and 
calculation; 

• acknowledgement that presentation is as important as technological 
expertise; 

• acknowledgement that there is now no such thing as a closed or 
protected market, and that every construction market is open to glo
bal competition; 

• acknowledgement that as the industry is globalised, this means hav
ing global knowledge and understanding as well as a global presence 
- indeed, the global presence is no use without knowledge and 
understandin& and this includes learning and understanding the cultural 
and presentational aspects that are important to work commissioners 
in different parts of the world; 

• continuous attention to professional, technological, expertise and service 
development - failure to do this will necessarily mean loss of com
petitive advantage to those companies that do so; 

• continuous attention to service, service extension and service devel
opment in all aspects of the construction process - and, again, whether 
working for contractor, client or as an independent expert; 

• acknowledging the full range of responsibilities inherent in carrying 
out work, wherever this may be. This means taking a truly enlight
ened view of the needs, wants and demands of clients and commis
sioners of work; the pressures on contractors and consultants; and 
understanding the real, total and enduring impact of activities on the 
particular environment and location in which these take place. 
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