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OCTOBER NEWSLETTER

PROMOTION STRATEGIES FOR SMALL CLUBS.
( Non Gaming )

Promotions are an important activity within  Clubs . If used correctly, Promotional activity can Increase patronage, Assist develop a unique position within with the Club’s competitive land space and  grow revenue at above organic levels.

For small Clubs the challenge to fund, invent and deliver successful promotions is even greater and  can be the difference between long term business survival or a painful protracted period of solvency issues and event worse, loss of customer relevancy leading to complete loss of market position.

This document seeks to provide some useful guidelines to Club Managers seeking to revitalise their businesses and regain relevance within their respective local markets. By No means definitive, much of the material supplied comes from Terry Management Solutions extensive hands on experience in the Club and Hospitality sectors and provides meaningful material on how to Innovate and regain lost market position.

PROMOTION MYOPIA.

Go to just about any Club in the country, and what is the first thing you typically see on the Entertainment Board when you enter the club foyer ??

· Meat Raffle Friday

· Bingo – Mondays, Wednesdays and Saturday night.

· Happy Hour . 5-6 pm Mondays to Fridays

· Bistro Deal ..  $ 6.99 Special available 7 days a week

· Free Live Music .. Every Saturday !

Sound familiar ? it should be , because it typifies just about Nine out of every Ten clubs in the country.

So what’s wrong with that you may be asking yourself as you read this ?

The answer lays as follows;

Firstly, in my two decades as a Professional Club manager, I bet you that  what your Club is doing as listed by the above examples is also being replicated, copied or imitated by your immediate competition ( wether they be the local pub or another local club ).

Secondly, these historical promotional activities are so common and so stayed, the public has long forgotten that once upon a time, going to the Club   for a promotions was a “ Special experience “, a reason to go out when you would normally not, a treat. Instead, most of our standard list club promotions are just seen as “ Business as Usual “ and as such our members and customers cannot differentiate or clearly consciously decide or determine which venue they go to because no matter which they choose, they can reasonably expect the same promotion event. After all, isn’t Bingo just Bingo !

WRONG, WRONG, WRONG !!
This situation, same old same old is what I describe as PROMOTION MYOPIA. Myopia is a situation whereby our thought processes fail to differentiate one activity from another thus classifying that activity as homogenous, in other words the Same .

The key success to a Competitive Business  Strategy is all about having a Unique Identity in your competitive environment , one where by your Brand and set of Business activities are uniquely identified by customers as being NOT like your competition.
 Another  factor that needs to be understood by managers, is that in the absence of differentiation, customers will naturally do what they do best, choose the best price !

So , we need to understand at the initial phase, our Club promotions need to be Different to the other venues .

So here is some general advice and case studies to assist you in this area.

1. The structure of a good promotion concept.

2. Innovation as a key to design and creation of promotions.

3. Lasting value and the need to get a Return on Investment.

1..
THE STRUCTURE OF GOOD PROMOTIONS.
A  good promotion is one that delivers on the following Objectives;

· Creates New business at times which otherwise would generate less revenue and venue activity.

· Is affordable relative to A) the cost of conducting the promotion and B) the affordability by your customers.

· Creates and supports  a Unique competitive position for your club or venue.

By contrast, Bad promotions are those that ;

· Cost you more than the benefit generated ( either in cash or customers ).

· Deliberately mimics, replicate or copies  your competitor ( This creates Brand damage ).
· Competes at the same time and place as your competitor, especially if they have the lions share of the market.

· Fails to ignite customer attention or myopia that the promotion is actually supposed to be a “ Promotion “.

In looking to get the correct structure of a Promotion right or at least minimise the chances of the promotion achieving it’s intended audience, we need to follow the following  basic Standards of Promotion design.
1. Which customers are you wanting to attract ? Are these existing customers already familiar to the venue or are you seeking to capture new customers previously not utilising your venue.

2. What level of return ( expenditure ) are seeking to achieve and in which are/s of operation are most likely to be influenced. Example, additional bar patrons, diners or gamblers .

3. What is your budget and over what period of time can the business sustain the cost  promotion. ( In both direct and indirect outlays , i.e. additional staff , advertising and raw cost to conduct the promotion . )

4. Is this promotion  currently being conducted by your competitor, if so , how is this different ?

5. Are there any licensing issues you need to take heed of in order to conduct the promotion – trade permits, restricted advertising content  etc..

Once you have a clear understanding or justified a Business case on which to conduct the promotion, we can then look at the framework in which the promotion can be formed.

PROMOTION FRAMEWORK OUTLINE.

Throughout my career experience, I have ( often through trial and error  ) found that Effective promotional formats  ALL contain these common characteristics;

· The promotional offer is relative to your specific customer’s needs. 

· The promotional offer is relative to your customer market’s expenditure capabilities.

· The promotional offer is Innovative.

· The promotional offer cannot be easily copied or replicated by your competitor.

1.1 The promotional offer is relative to your specific customer’s needs.
Anthony Urlick is a world leading researcher and author on customer behaviour. In his best selling book titled ‘ What customers Need’ ( Harvard Business Press Publishing ),  Anthony argues that customer purchasing is driven first and foremost by the desire to fulfil a specific  need. In other words, my washing machine blows up so I need to go and replace it .

In Club land, much of our patrons are motivated by the same requirement – I am bored and want company, hence I will go to the club.

So our first and most important imperative as manager’s is identify what rewards, entertainment or activities are relevant to what appeals to my members.
In attempting to answer this, we need therefore to have basic understanding of customer demographics.

· Are these professional or blue collar class individuals.

· Is there a high portion of ethnic mix in the  club population – it may be metropolitan versus rural, DINK’s versus nesters.

· Which age group are we targeting and what are the specific behavioural patterns of this age group ?
· What type of incentives, prizes or offers are relevant the targeted groups needs appeal – Cash, groceries, electrical goods, travel , fuel  etc..

A key point here  is , AVOID  OFFERRING PRIZES YOUR CUSTOMERS DON’T WANT !.
Case in point, few pensioners over the age of 65-70 years of age drive vehicles ( in fact fewer women than men at this age ), accordingly you wouldn’t offer fuel vouchers to people who don’t drive , OR drive far enough that they see a clear benefit. Equally, the older people get the less meat they eat ( teeth , indigestion  issues etc.. so large quantities of meat are of no use.

1.2 Innovation as the key to design.

Innovation is today’s competitive weapon and an essential tool for business managers to gain superior customer advantage.

We live as Tom Peter’s ( renowned Management author and International speaker ), in the ‘ Age of Homogeny ‘.. the era of sameness . Same Price, Same product, Same  everything, the Only competitive advantage we have is design ..

Given the mass use of Promotions within the Hospitality sector, Innovation allows us to gain a Point of difference and regain once lost attention by both traditional and new customers.

Examples:

In 2001 , I introduced a new promotion to Albury’s SS&A Club titled ‘ Electrical Landslide ‘.

What’s so unusual about an electrical raffle you may ask ?

The idea came from a small RSL Club on NSW’s South Coast which conducted a $500 Friday night raffle consisting of Kettles, toasters and items usually less than $50 at the local  Betta Electrical store.

I took this concept at the SS&A and upsized it , $ 15,000 of electrical and gift ware  divided into 40 draws ranging from the smallest prize at $50 through to the last 10 draws ranging in value from $ 1,000 to $ 3,000.
The results were astounding !

· Tickets sold ranged from 80,000 to 99,000 on the night ( 6 numbers for $1 )

· The average people attending the draw was between 1,000 to 2,000 persons.

· Gaming revenue increased 200 %

· Bar trade increased by 500 %

· Food sales increased by 100 %

Nine years on the promotions still is the single most profitable event staged by that Club  .

So what made this simple idea such a success ?

The answer lays in the following factors.

· Given the magnitude of the promotion , we only conducted it every 5-6 weeks so as not to outspend our members household budgets. ( A normal raffle may attract an average sale of $5, Electrical Landslide have an average ticket purchase of $ 25 per person.

· We chose products which our member base identified with – televisions, lawn mowers, furniture and computer related gadgets. When Ipods became popular around 2005, we changed the format to reflect it’s growing appeal.

· WE changed the product content to suit current appeal, however, we adhered to the disciplines and structures of the original format. This generated superior efficiency and knowledge in conducting the event over time and further made it difficult for others to replicate.

· Over time, the promotion became a “ branded “ trademark of the SS&A , and blocked out the competition almost completely. At this stage, the public only identify your Club with that offer – a Unique Point of Difference.

1.3 Lasting Value and the need  to generate a Return on Investment.

As mentioned previous, a promotion that does not either i) attract new business or restimulate existing customers to frequent your venue more  often, ii) pay for itself or iii) assist reposition your club’s reputation and place within the market is a promotion not worth doing !

Poorly constructed and conducted promotions can in fact do an existing business more damage than good in that it can 1) attract undesirable customers you don’t want and inturn chase those customers you want to keep away , ii)cost you more to service than you get in  return and iii) destroy or harm your Brand.
Once again the KEY to successful promotional strategy  is “ RELATIVITY “. Relative return , relative to outlay.

PROMOTION INNOVATION.

1..
Club Raffles.

Raffles are the mainstay promotional activity for most Clubs and Hotels.

The key problem is that Raffles are so entrenched and have been around for SO long , that the public NO longer see them as exciting, if anything, it’s a weekly donation to the local footy club or bowls club.

There are two key problems with Raffles from my perspective.

The first being that the prize is so generic , that most people aren’t prepared to invest more than $1 or $ 2 in purchasing tickets ( i.e. a $20  meat tray ) and Secondly ,  most regulars view as a weekly donation as opposed a Promotional  Event , which is after all exactly what it is supposed to be !

So the first piece of advice I will give you is turn your regular weekly raffle into an Event.

As opposed to offering the ‘ Good old meat tray  ‘, offer something new or different which raise heads and gain attention ;

· Dinner for Two at a local restaurant plus movie tickets

· $50 Beauty treatment for the girls at the local salon or hairdressers. ( As a side note, Women are the target market for all promotions , so Offer things that appeal to Women – fashion, cosmetics, shoes etc.. )

· One free Jim’s Mowing visit – get your lawn cut for free !!! simply buy a raffle ticket.
2..
Badge draws.

Badge draws rank as a Classic club promotion event , right up there with Meat Raffles. The problem is however, as I described some years ago , “ Feeding frogs to fatten pigs “ !

That’s right, simply put , lets give away a shit load of club cash to people who contribute the least !

How often have you seen a badge draw jackpot only to be won and night and scores of people ( who you rarely ever see in your club ) , standing in the foyer drinking water or free tea and coffee only to vaporize 5 seconds after the announcement of the members number !!!!

To add insult to injury, most Clubs , then offer discounted happy hours during the peak time in which the draw is conducted !. So in summary, we are going to give away a shit load of cash to people who rarely come to the place and then to make them more comfortable , we’re going to discount the food and drink component ... Am I missing something here ???

Badge Draws need to be structured to a) ensure you attract the good customers ( high frequency, high Value ) and also act as an important loyalty reward to encourage frequency of patronage.

A good structure for badge draws, if your Club or business is insistent in conducting them , is to offer entry tickets on visit or minimum spend levels , eg.. $5 retail spend = 1 entry ticket.

If your venue has automated member redemption stations , even better .

Second rule – Don’t reward   or encourage the wrong customer type !

Suggestion:
Neighbourhood Badge Draw.
For small clubs in isolated or rural areas, looking to add variety to their weekly events, consider offering a Neighbourhood badge draw.

This concept works on the theme that you reward communities( in this case residents in an y given street ) as opposed to individuals with the aim to rally more local residents to participate in order to increase the chances of success.

Essentially, the more local residents attending the venue  for the draw the more chance of winning.

Place all the local street names in a barrel. Draw one street out for each Badge draw session. If someone is present and can confirm they reside in that street, then the Street receives the prize.

The prize format maybe something like this;

· Beautification and landscape works

· Road works and repair works to a specific local street
· Additional lighting or play equipment for a local park.
· Street BBQ  to the value of $$$$

There are extended themes on this, one alternative is that the cash jackpot won on the night can be accrued over the course of a period of time and then expensed at the end of the year. ( ie. One street may win the $500 badge draw several times over several months, rather then spend $500 as a one off they may  have $1500 to spend after  6 months ).
3..
Meat & Chook Raffles.
I am a big fan of meat and chook raffles PROVIDED they are run properly. All to often I see the same thing and same fundamental mistakes made by well meaning clubs run these promotions to NO affect.

Many years ago, when  I first started attending Clubs NSW conference at Tweed heads I strolled into Tweed Bowling Club on a Friday night.  It changed my understanding of  meat raffles permanently !

There to my amazement and excitement was a diverse, hygienically sanitised storage environment showcasing some of the most attractive Meat trays, fruit trays and seafood trays I had ever witnessed .

Back in 1995 , and still to this day, Tweed Bowls raffle events set the standard in what to do and what NOT to do.

So what were the key lessons learnt from this experience ??

· If you are going to run a  meat raffle  ( of any description – seafood, vegies, etc ) then DO IT PROPOERLY and  NOT Half arsed .

· Display the prize professionally , by this mean I mean so it looks like something you want to win and more importantly you feel safe that if you do win it, you and your family won’t get food poisoned when you finally get it into the fridge at the correct storage temperature.

· See it , Smell it, Taste it and touch it are the 4 KEY aspects of any successful  promotion , so spend the effort to make the meat or chook raffles look like something you would enter yourself.

· Finally, UPSIZE wherever possible. There’s a fair chance if you tell your customers it’s a $30 meat tray, they know you paid $ 15 , $20 maximum for it. Members aren’t stupid , they shop every day of every week for most of their adult life, so they instinctively know what value is and is not ! IF , on the other hand, they see a $ 30 meat tray that looks like it actually worth $ 40 or $50 , there is every chance they will buy a ticket.

Question : Why do you think that every time a major lottery jackpots, i.e.. Powerball or Oz lotto , people purchase 2 x average tickets in the draw ?? ( Refer back to Electrical Landslide case study for the answer ).

HAPPY HOURS.
Happy hours were once part and parcel of Club operations and routines. Over the years with increasing Responsible Service of Alcohol rules and laws and a shifting aging population , the Happy Hour now barley attracts an audience when we run them.

I have a number of issues with Happy hours ..

· Most younger people don’t drink beer . In nearly every instance I have seen in my extensive career , I don’t know of a single venue that Happy hour discounts anything other than bulk beer and bulk tap wine. So if your market audience is not drinking cask wine or tap beer , WHO are you appealing to by conducting a happy hour ??

The second point i touched on earlier in my article , ask yourself this question
If I did NOT run the happy hour , would the same people in your bar  be there at that time ?

I suspect the answer is Yes, so run a promotion to the same audience day in day out ..

· The age of cheap drinks has essentially gone with the last generation , except Uni students looking for cheap drinks between the hours of 10 – 12 midnight before hitting night clubs. ( Most kids don’t drink at night clubs , because they can’t afford to, they tank up at pubs and clubs first !!! ). Accept it, Get over it and move on..

· Finally, why discount perhaps the only remaining source of Gross profit and cash flow ( outside gaming machines ) you have. 

If we use our Innovation hat, then I would suggest you consider something along these lines :

BAR CHOCOLATE WHEEL PROMOTION.

Place a chocolate wheel behind the bar. If the wheel has 12 slices , then create Twelve price offers or discount  percentages.

Example :  10 % of Beer , 5 % of RTD’s, $3 glass of Sauvingon  Blanc , $ 1 soft drink etc..

On the hour , have the Bar staff announce “ it’s time to Spin “ , where the wheel lands is the special bar offer for the next 15 minutes.

You then run this for a selected time period, say between 5pm and 9pm weeknights.

SUMMARY.
Promotions are a Key marketing tool for your business first and foremost, PROVIDING you use discipline, structure and innovation.

If  customers and members CANNOT differentiate between your promotions and that of other competitors, then there is NO reason for those customers to change behaviour outside their existing routines .

Good promotions require some basic research and thought about what to incentives to offer, to which type of customer you specifically are targeting and what outcomes and targets you set and then careful  measurement and follow up to access the success of the promotional strategies chosen.

Here are TWO key Management attributes you need to adopt to be a champion promotions organiser.

· READY ,FIRE, AIM !!!!

· FAIL FAST , LEARN QUICK!!

These are Key management skills you need, experiment and be prepared to withdraw or change promotions that simply don’t work or achieve the results you set out to gain.
Good Luck !

APPENDIX
SOME  ADDITIONAL PROMOTION CONCEPTS

1. CHOOK LOTTO.
Target Audience;  Mid afternoon promotion targeted  to encourage workers to the venue after work.

Structure. 
One ticket issued with every beverage purchase between 4pm-7pm

12 Frozen Chooks /12 cooked chooks / 4 x 6packs/ grand draw 1 case stubbies


One ticket is draw every 15 minutes during promotion time.

2..
PLASMA MADNESS..


Target Audience.  Once a Week Major raffle – Saturday or Friday night.

Structure:
 A set number  of  42” inch Plasma placed on display in prominent location ( foyer/ lounge ). Budget range starts at $2-3,000.
Entry ticket is obtained by either one ticket issued by redemption  station per member per day for any given week  and placed in barrel leading up to weekly draw, OR issued by at point of sale based on $5 spend or more.
3..
COW IN THE KELVINATOR.


This is a low cost  ( $500 ) but fun promotion for venues that conduct weekly Meat raffles.


The prize is a freezer  packed with  a set amount of meat .. i.e. side of beef ( packaged ).

One  Bonus entry ticket is issued for every $5 meat raffle tickets purchased or 2 bonus entry tickets for $10 spend. The promotion runs for a period of 6-8 weeks and then drawn. 

The aim is to reward regular attendees at weekly raffle and to increase weekly ticket purchases .

4. PICK A BOX ( Treasure Chest ).
This can be run as a midweek promotion and is targeted at the female audience.

Place  12 custom made boxes on display. In each box contains a prize envelope of varying 

Value , based on your set promotional spend.

Patrons buy Tickets to participate ..$2 per ticket / 6 numbers for $1 etc..

Random ticket number is then draw, patron then has option of either “ pick a Box ‘ or the host can offer an amount of cash to the winner NOT to pick a box.

Structure of this format maybe as follows;
Box 1
$50 Fuel

Box 2
$25 Meat Voucher

Box 3
$50 Electrical item = kettle/ toaster/ dryer

Box 4  
Free Drink
Box 5
Bistro meal for 2

Box 6 
$1,500 Plasma

Box 7 
$100 Cash

Box 8
$300 electrical item.. vacuum cleaner/ microwave
Box 9
Pick again

Box 10
$50 Cash

Box 11
Slab of beer

Box 12
Free drink

For further discussion or assistance in reviewing your Club’s Promotion structure’s Call TERRY MANAGEMENT SOLUTIONS  on 0429924242 and get back in the game ..

TERRY MANAGEMENT SOLUTIONS Pty Ltd

PO Box 79, Lavington.NSW 2641

Inquiries : andrew@terryms.com.au
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