For Success In Marketing
You’ve Got To Have A Plan

DO YOU REALLY NEED A
MARKETING PLAN?
Arve you lruly salislied willl Lhe
profitebilily of vour hearing
healthcare practice? Do you base
your marketing affarts on hared facts and information as ap-
nosed o guesswork and inluilien® I you answered no to ci-
ther ol these queslions, then vou do need a marketing plan.
During these fimes of uncertainty and constant markel
fhictuations, the serious praclilioner needs an edge.
Ohtaining and analvzing the lalest in markeling data will
help vou in making crucial strategy decisions and will
previde vou with that needed edge.

WHAT IS MARKETING PLANNING?

There is considerable confusion on the part of dispensers
regarding the term "marketing” vs "advertising.” Adverlis-
ing is just a part of eme of the 4 P's of markeling: Product
(the specific ilems or services you provide), Place {your
office Tocation}, Price (the value you place on your praducts
and services), and Promotion. Promotion is the advocacy
aspect of your markeling plan. 1L includes noel only
aclverlising, bul also selling, sales promotions. and public
relalicns,

THE COMPOMENTS OF A MARKETING PLAN

A suceesslul markeling program implements (he stratogios
and laclics in your marketing plan. Essential to the prepa-
ration of your marketing plan is a comprehensive knowl-
adge of: (1) youwr goals; (2) the need for your products and
services; (3) your largel market; (4) events in the outside
world that will aftect vour business; (5) what vour com-
petitars are doing: (6) developmenls in vour profession; (7)
the strengths of vour practice: (8) the adequacy of vour [i-
nances; aud (9) the efficacy of vour delivery systom.

You must also evaluzle potential crises and fulure
developments that may impact on you. Based on all of this
information, you then determine your game plan and the
specific actions needed Lo carry i oul,

You can use consulting firms to guide vou through this
complex process or vou can do all the legwork yoursell,
Obtaining accurate information is a time-consuming and
labor-intensive process. Market-consulling firms familiar
will the heuaring heallhcare field are listed in the various

hearing indnstry annual directo-
rics. Universilies wilh business
schools olfer consulling services,
and government-sponsorad Small
Business Development Centers
can also be of help. 1 vou choose to do this en your own, you
can find a wealth of information in your local library.

PUTTING TOGETHER THE PLAN

A sound marketing plan gives vou the informalion lo make
decisions wilh a higher level ol confidence and sophistica-
Lion. Your decisions will result in increased volume and
revenues,

Now, let’s got to work. To begin writing your marketing
plan, lurn to the outline on page 20, lear il oul, and [ill il in
now,

Basic Data
Let's start with the basics. Wrile down an informal review of
how your business has been this vear and what vour goals
are [or nex| vear—both personal and business. Do vou want
to increase income by 10%7 Increass the number of hearing
aids dispensed? Have more leisure lime? Learn compulers?
Think aboul how long you've been in business. Is it still
exciling or are you getting burned out? Will your educa-
tional background be adequate for the future? Are you lak-
ing continuing-education courses? Whal lechniques have
you heen using lo increase vour husiness? Do vou have an
adverlising budgel and in what media do you invest it?
Writing down this preliminary information provides you
with an overview from which o begin thinking aboul the
nssontial aspecls of markeling planning,

Three Areas Of Analysis

In preparing your marketing plan, vou need 1o analyze the
tollowing: (1) Your presenl silualion, (2) Problems and op-
portunities, and (3) Allernative courses of action. Then use
this information to make a decisive plan of action.

(1) PRESENT SITUATION

Whal circumsiances is your business currently facing?

(A) Demand—How great is the demand for hearing aids
and hearing care services in your area and hew is il chang-
ing? How elaslic is the demand [or hearing aids rela- »



the map.

one.

types of competition.

Sidebar A: Mapping the Competition and Referral Sources

* Get a good local map that includes all the zip codes of your clients.

* Indicate with an X on the map where your office is.

* Figure out from how many miles away you draw clients. Then, wilh that distance
as a radius and your office as the center point, use a compass to draw a circle on

* Muke a list of all of your compelition. This include hospitals, clinics, medical of-
fices that dispense, part-time or satellite offices as well as privale-practice dis-
pensing audiologists and hearing instrument specialists. Also include the
companies that come in for monthly sales or home visits even if their offices are
outside your area. Use the yellow pages to be sure that you have included every-

* Plot all the competition on the map using color codes to differentiate the various

* Using another symbol, plot your referral sources—professional and client-based.

tive to price? Il a small change in price
causes substantial change in demand,
then demand is elastic. The less elastic
the demand, the greater the potential for
price increases. If vou can demonstrale
that increased charges are justilied by
improvements in the quality of vour
products and services, then demand is
less likely 1o decline.

(B) Markel—Whao is your market? Are
vour clients and prospects predomi-
nantly retired persons living on fixed
income or are thoy primarily an affluent
group ol working adults? Consider the
characteristics ol the markel vou wanl Lo
farget. 1s the image that vou and vour
praclice project appropriate for this
markel? Is vour office localion conve-
nient for this group?

You can oblain defailed information
about your arca from the Census Bureau
or [rom companies like CACH Marketing
Svslems (Arlinglon, VA). Informalion on
the average age, educalion, disposable

income, lifestyles, and purchase poten-
Lial [or healtly aids will give you insight
as to how 1o markel vour praclice,

(C) Environment—Determine the pop-
ulalion and grographic size of vour
markel area. Are there political issnes
such as  managed-care  programs,
cutbacks in Medicaid, changes in
benefits programs for union members
that impact on people in vour arca? Is
there new lechnology, such as CIC
hearing aids, thal will allracl new busi-
ness?

(D) Competition Make a list of all of
your conipelilion. Remember, your com-

petition is anvone who in the eves of

vour clients can take vour place (see
Sidebar A).

Anulyvze whal vour compelilors are
doing. Are they culling prices, increasing
advertising, hecoming more aggressive
with open heuses and  direct-mail
campaigns? Fvaluate their offices relative
lo relerral sources, largel populalion,

statistics.

about 13% (15/117).

Sidebar B: Estimating Market Potential and Market Share

* Lat's assume your state “Z” has a population of 5 million; 35,000 hearing aids
were dispensed here according to Hearing Industries Association (HIA) 1994

» It is estimated that 10% of the population is hearing impaired. The total
population within a 7-mile radius of your office is 200,000. Thus your
potential market (10% of 200,000) is 20,000. If we reduce that number by 20%
Lo accounl [or the hard core who will never use hearing aids, that leaves a
sizable markel of 16,000 hearing-impaired people.

* Again using the HIA statistics, derive the per-capita sale of hearing aids in your
state (35,000/5,000,000 = 0.7%) and use that number to determine the number
of hearing aids dispensed par month in your 7-mile radius (200,000 X 0.7/ 12
= 117). If you are dispensing 15 hearing aids per month, vour market share is

* Now “guesstimate” the number of hearing aids each of your competitors
dispenses and calculate their market share.

proximily to lransporialion, highways,
parking facilities, accessibility, security.

Review the product lines. type of

equipment. pricing, and promotional
slralegies Lhal your compelilors are
using. Your largest competitor may have
brand-name recognition and well-{i-
nanced national and local adverlising.
However, Lhey may also be [ocusing on a
strategy that includes o manpower work
force, which can result in a perception of
poar service. You might then choose to
slress service and a warm, congenial
almosphere in your ollice.
(E) Market share—Whaul do you Lhink
your market share is relative 1o vour
competition, and what is the market pen-
etraticn in your area? Sidebar B gives
you a rough way o eslimate penelralion,
although many other factors, such as the
median age of your area population and
the percentage of people already using
hearing aids, should be included for
greater accuracy.

The rationale tor all this mathemalics
is to hegin visnalizing in actual figures
whal your competilion is doing and what
is the polenlial lor expanding the market
and vour share of il. Evalualing each of
your competiters and vour referral
sources will lead to the most appropriate
slralegy for vou to follow.

{(F) Product life—ITave you been inlro-
ducing new developments in amplilica-
lion lo your clients who now wear
hearing aids and may be ready for
replacements? What is the product life
for your hearing aids? The rule of thumb
lor replacement of hearing aids is 3 to 5
Vears.

() Skills and strengths—In whal areas
does vour practice excel? Do yvou have
any special certification, training, or de-
prees? Is vour pricing strategy high, com-
potitive, low? How do your clienls
perceive your office? Is it professicnal,
homey, service-oriented? How long have
vou been in business? How active are
you in your community?

(H) Resources—Consider your resources,
1o vou have sufficient support personnel
lo provide ali the services you want 1o
offer? Do vou have adequale accounting
and financial backup to achieve your
aoals?

() Distribution  How would you char-
acterize your distribution system? Do
you have sulellile oflices, offer home vis-
its, or require office visits in a sole pro-
prictorship operation? Do vou have
slrang manufacturer ties that will give
you some leverage in the marketplace?



for their waiting room.

referred to you.

forms for their use.
their literature in your waiting arvea.

ing its value.

Sidebar C: Goal: Increase Professional Referrals

* Prepare list of all internists and family practitioners in your area or your man-
aged-care program, if you belong to one. Set goal of calling five a day to
introduce yourself and your services. Offer to send copies of your newsletter

* Inquire how hearing is tested as part of the physical examination. Offer to con-
duct free hearing screenings at the physician’s office, with all follow-ups to be

» Starting immediately, ask all incoming clients for the name and address of their
primary physician and send them results of your examination. Make follow-up
calls to speak to the physician regarding each specific patient and use this
opportunity to introduce yourself and your services.

* Obtain the names of the other healthcare providers who treat your clients—
cardiologists, ophthalmologists, arthopedists, chiropractors, podiatrists,
dermatologists, etc.—and send them letters describing the services you have
provided to their patients. Ask for future referrals and offer to send referral

» Crossmarket. Exchange brochures with other health professionals; offer to place

s Establish methods to track the results of the program and set a date for assess-

(1l) PROBLEMS AND CPPORTUNITIES

Whal problems do you face that may
affect vour practice? Keep in mind that
opportunily ollen comes disguised as a
problem. For example, if your sales
volume is up but vour net income is
down, Lhis may be an opportunily o
raise prices. Or, instead of increasing
prices, this may be a good lime (o negoli-
ale wilh vour vendors for a lower unil
price based an increased volume, thus
maintaining your pricing and increasing
your nel income.

Il your revenues aren’l whal they
oughl 1o he, perhaps vou should wlfer
other services such as assistive devices
or inlroduce some new technology lo
pick up the slack.

How successiul have vour adverlising
programs been? Have you heen tracking
the results? 1s this the Lime to include an
incentive in vour ads Lo creale an imme-
diate response?

Have you ever assessed how your
clients perceive yvour office and the qual-
ity of your service? Do you have a regular
recall system, and what percenluge of
your clienls come in on a regular basis?
Do you know how many of your clients
are new and how many represent repeat
business? How many are relerrad by
satisfied customers?

A lol of these ideas vou've probably
thoughl ol in an extemporancous fash-
ion. However, by considering them
svstematically and wriling down your
answers to the questions I've poged, you

will be beller able to appraise your silua-
tion and to address the problems and
oppertunitics facing your practice.

(1l) ALTERNATIVES

You always have allernalives ta scloct
among in responding 1o problems and
apporlunilies. This is the area where vou
should be crealive. Use your imagination
and list all the alternalive lechniques you
can Lhink of to achieve [avorable
gutcomes.

Now, evaluale Lthe pros and cons of
cach of the alternatives vou have listed.
View your existing situation and make
reasonable specific assumptions aboul
the resulls ol implementing the various
possible approaches, Appraise your
abilily to carry out the aclivilies.

(V) DECISION

You've accumulated all the relevant
informalion regarding vour praclice,
vour murkel, and your competitors.
You've ovalualed all the alternative ap-
proaches that you can think of, Now is
the time to decide on a plan ol action
thal [ils vour goals and vour situation.
{A) Strategy—Your first decision is on an
overall markeling strategy. This should
be a brief statement, such as “to initiate
an aggressive: marketing plan to increase
professional referrals.”

(B} Tactics—These are the specific activ-
ities lo carry oul your slralegy. For the
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example cited, this might include a cam-
paign of physician contact with special
programs for Lheir support personnel to
increase their awareness of your services.
Cross-marketing offorts, such as sharing
patient lisls and co-wriling newsletters,
may also be valuable,

(C) lmplementation—This is your day-
lo-day plan of action for carrying cut
vour taclics. Fslablish a time frame and
set priorities consistent with your goals
and objectives. Sidebar C describes an
implementation plan for one specific
goal: 1o increase professional referrals [or
hearing aids by 10% in 1996.

CONCLUSICN

Suceessful dispensing practices do nol
prosper simply by reacting to new
developments as Lhey occur. Ad hoc
marketing results in inconsistent actions
and expenditures that leave the business
vulnerable to more forward-looking
competitors.

A marketing plan is the backhone of
the professional practice. It shapes and
supports Lhe husiness entity, it lays out
the siralegies and tactics that enable your
practice to capilalize on opportunities,
and it helps guide yvou lhrough crises.

Planning is a dynamic process, Your
markeling plan is a blieprint thal you are
constantly relining and adapting to
changes in your environment. And
remember, information—aboul your own
practice. aboal your competitors, and
ahout the market you serve—is the tool
that gives you the power lo make your
murkeling decisions with true confidence.
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