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Evaluating your promotional strategy

What is a Promotional Strategy?

A “Promotional Strategy” is defined as “the element of [an organisation’s] decision-making concerned with choosing the most appropriate mix of advertising, sales promotion, personal selling and publicity for communication with its target market. (http://www.buseco.monash.edu.au/mkt/dictionary/ppp.html). 

As already demonstrated by the course to date, promotion (along with choice of product, pricing, and place) is a major marketing task. A promotional strategy is necessary to define what kind of effort and expense will be allocated to promotion of the library and its services in order to increase predefined activity levels. A good promotional strategy will create the desired image for the library or the services it provides.    
Why is it Important to Evaluate Your Promotional Strategy?

It is imperative to be able to understand the value and return on expenditure (in time, money and effort) of any promotional activity. Without regular evaluation of your promotional and marketing strategies you will not know the effectiveness of your efforts in these areas. If you are putting time, money and effort into a marketing strategy that is not producing the results you want, you will need to stop and re-assess the situation to see if your time, money and efforts could be better channelled in another way. It is important to quantify what you are trying to achieve at the beginning of your promotional strategy (your “sales targets”):
e.g. To increase the registered numbers of library users among practice managers by 10% over the next twelve months.

e.g. To increase the numbers of hits to our website from nhs domains to reach 10,000 p.a. by January 2010.
This will enable you to compare your target sales with your actual results, thus giving you an indication if you are getting the results you want. Obviously this will require that you already have access to relevant “baseline” data before commencing your strategy so that you can assess the impact that this extra activity has yielded.  
Internal evaluation of a promotional strategy, that is from within an organisation, will allow an in-depth analysis of both the decision-making processes and their results. External evaluation of a promotional strategy by a third-party, as modelled in the preceding exercise on “evaluating a virtual promotional strategy”, is necessarily constrained by only being able to consider the end product. Time and energy spent on the process itself is necessarily missing from the assessment. An important consideration when evaluating your promotional strategy is timing. You will need to decide at what point the evaluation will take place. Here your knowledge of the target audience and what you are trying to achieve will be essential. Some strategies are “slow-burning” – it will take some time (at least a year) before you start to reap the fruits of your extra activity. Evaluating your strategy too early will therefore result in a reduced assessment of the impact and the time, energy and money spent will appear inordinately high. In contrast, some activities – such as a Library Awareness Week – will be expected to achieve some result within an almost immediate time-frame. However, in this latter instance, it will also be necessary to put in place a “second phase” of evaluation mechanisms to capture the more medium-term impact and sustainability of the activity – perhaps three to six months later.
How might a Promotional Strategy be Evaluated?

There is a tendency (indeed we have done it above) to focus on the measurable “hard” quantitative targets when evaluating a promotional strategy. Obviously this is important particularly when trying to arrive at a cost-benefit analysis. In the above example we would be able to equate an increase in enrolment of 20 practice managers at an expenditure of £ 100 and 5 hours to a ratio of time spent or money spent per extra practice manager gained. However this is only one aspect of a wider frame for evaluation. Consider, for example, if your promotional activity resulted in identification and recruitment of a senior consultant as a “product champion” for your service. This member of staff might provide frequent mentions of the value of your service, perhaps encouraging all new members of their medical team to visit or join the library. Such an effect may be accumulated over a period of many years. Such benefits may appear almost “intangible”. However, methods such as use of case studies and critical incident techniques will ensure that such wider impact will be included in your overall assessment. 

Within the business community one common way of evaluating marketing strategy is to use the concept of Return on Investment (ROI). Put simply, marketing ROI is calculated by dividing the income attributable to the marketing/promotional activity by the cost of that activity (http://www.marketingprofs.com ). If we have used a number of components for our promotional strategy we can rank the techniques according to their decreasing ROI. Using this information we can redirect our budget to those items that provide a higher return.

What examples of good practice are available?

Doney, L (2006) Evaluating the impact of a project promoting library and information services to primary care in Nottingham, UK. Health Information & Libraries Journal 23 (1), 64-68. 
Describes the impact of a promotional strategy involving a staffed display targeted at one specific PCT (Rushcliffe in Nottingham). The project team collected information on numbers of training sessions delivered using an Access database. Literature searching and inter-library loans figures were collated quarterly. Figures showing issues of stock and new members joining the Resource Centre were derived from the library management system. Numbers of new Athens password registrations were also collated regularly. Information on use of services during the project period was compared with figures for Rushcliffe staffs' use of services during the same period a year previously. In addition a short questionnaire evaluating the impact of the project was used. It included questions asking whether staff had seen the display, whether they had spoken to a member of staff, and whether they felt they had a greater awareness of what library and information services are available to support their work, following on from the display and visits. In addition, respondents were asked if they had used any services as a result of seeing the display or speaking to a member of KR staff.

The number of information literacy skills training sessions delivered increased approximately threefold during the project period [Rate ratio (RR) 3.00 95% CI 1.57–6.12]. The number of stock items issued to Rushcliffe staff increased by 31% (RR 1.31 95% CI 1.14–1.50).
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