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F o r e w o r d

Think for a moment of the word “marketing.” What image does the word conjure for you? For
some, marketing is a much needed remedy for the ills that face leisure providers and partici-

pants alike. Its appeal is in its apparent simplicity. As John Crompton (1985) suggested, “the sim-
plicity of the marketing paradigm has a beguiling attraction . . . [and it] is often presented as a
nirvana, a cure-all and solution to all management problems” (p. 175). Link this supposed simplic-
ity with the sheer power of marketing tools like advertising, and we begin to see the relentless appeal
of marketing for many leisure managers.

For others, marketing represents a calamity for public leisure delivery systems. Leisure
academics and social activists in particular have sounded the alarm over the creeping capitalism
that marketing seems to represent. They believe that marketing, like commercialism, is inherently
a process of exploitation. Its use will serve to objectify leisure, to make it a thing that is bought
and sold. This process, they say, will diminish both the leisure experience and the opportunity for
the disadvantaged to take part.

I suggest that our ambivalence over marketing arises from general confusion over the nature
and function of marketing effort. This book seeks to reduce this confusion by defining and
reviewing the marketing process. It characterizes marketing as a series of interrelated activities that
focus on the client. The ultimate goal of this process is to discover an optimal fit between client
preferences and agency capabilities, then to mobilize resources accordingly. Marketing is making
people want to do business with you, to want to use the services you offer. As such, I view
marketing as a tool that offers much promise for leisure providers in any sector.

Like any tool, marketing is best applied with skill. There is considerable evidence, however,
that marketing effort is limited by the philosophy and skill of the practitioner. There seems to be
considerable confusion in the application of rather basic marketing principles. It seems appropri-
ate that steps be taken to reduce this confusion. One solution lies in the continued dissemination
of practical information to leisure providers. That is the intention of this book.

The text guides the reader through the marketing process. It begins with an introduction to
the concept of marketing, then describes how marketing is done. Two points are noteworthy as
we consider how that particular job is undertaken. First, marketing is largely a circular process
that begins and ends with the client. As discussed in the first chapter, this was not always so. Two
generations of marketers had focused on the products they planned to sell rather than the client
they hoped to serve. Eventually, however, they discovered that trying to convince clients to buy a
thing they neither want nor need simply didn’t work. Experience has shown that successful
marketing is client— not product—driven. It is better to discover what the client wants, then
mobilize resources to provide it. This process is less demanding of the provider and more appeal-
ing to the consumer.
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The second point is equally critical to successful marketing. As with any complicated
enterprise, marketing is comprised of many stages or steps. The order in which these steps are
undertaken becomes important. The marketer must get this sequence “right” if the marketing
effort is to succeed. Marketers must understand their clients before they can develop strategy.
They must develop strategy before they can apply the marketing mix. The marketing mix should
be established before client/staff encounters can be orchestrated. The chapters in this book are
organized to reflect the sequential nature of marketing. They are provided in the order the
marketer might best use to market leisure services.

The first step is one of strategy development. Strategic planning creates a blueprint for
action and directs all subsequent marketing activities. The text goes on to describe the marketing
mix both in its profound simplicity and its marvelous flexibility. Once the mix is reviewed, the
emphasis shifts to the actual encounter between the client and the provider. Encounters between
the client and staff must be managed. Nothing should be left to chance. The text describes the
importance of the encounter, often called the moment of truth, and how to orchestrate that
encounter. Next the text deals with the inevitability of errors. It is both possible and desirable that
conflicts between clients and staff be resolved to the satisfaction of all, and an entire chapter is
devoted to this purpose.

Finally, the text discusses the need for ongoing improvement in services marketing.
Improvement requires two things. The first is evaluation. Marketers must constantly compare
their services against meaningful standards, and these standards rise daily. It is perhaps the
perversity of human nature that your marketing efforts can never be good enough. As service
levels improve, client expectations will rise accordingly. If your staff is helpful on Monday, clients
typically expect them to be just as helpful, or even more so, on Tuesday. As a result, to remain
static is to fall behind. The second key to improvement is the ability to handle change. Successful
change is difficult to achieve and remains one of the great challenges that face any leisure mar-
keter. The text offers an overview of what it takes to make ongoing improvement and change
possible.

This text displays a distinct public sector bias. Though the material provided here emerges
generally from private sector sources, it focuses on public sector issues and concerns. I have taken
this approach because marketing has proven most troublesome for public sector leisure providers.
Though the public sector marketing literature is still in its relative infancy, we know that public
sector marketers are faced with many problems unique to their sector. For example, notions of
equity, which dominate public sector decision making, complicate the marketing process
(Crompton & Lamb, 1986). Further, though many public sector practitioners report involvement
in marketing activity, at least one national study suggested that basic marketing principles were
often absent from current programming efforts in North America (Havitz & Spigner, 1993). This
public sector bias notwithstanding, the insights offered here will be useful to marketers in public,
not-for-profit, and private sectors.

The format adopted for this text offers several shortcuts for the marketer. A figure provided
in chapter 1 outlines the entire marketing planning process. It serves to guide any marketing
exercise. Further, main points offered throughout the book are reviewed at the conclusion of each
chapter. These reviews can be used on their own and, when strung together, they offer a useful
overview of marketing and its many steps/procedures. Taken together, the diagram and these
reviews should help the beginner understand, or the more experienced user become familiar with,
relevant concepts and processes.

Finally, an appendix is offered at the end of this text (see Appendix 1). It outlines one
agency’s efforts to serve its own needs and those of the client. Agency staff efforts were both
encouraged and hampered by unprecedented budget cuts over a five-year period. The measures
they adopted reflect virtually all of the discussion offered in subsequent chapters. Managers took a
broad view of marketing and used every technique open to them when responding to the market
conditions that faced them. The reader is encouraged to consult this appendix both during and
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after the reading of this text. This example may prove useful in making the leap from theory to
practice.

I should offer a word on labels used in this text. I have called leisure providers marketers,
planners, programmers, and decision makers. Leisure providers are all these things, and I wanted
to use terms that reflect their daily reality. They use marketing tools, plan, offer programs, and
make decisions on behalf of their clients each and every day. I also refer to the users of leisure
programs as participants, clients, consumers, and users. They, too, are all these things. They
participate, they consume, and they use leisure services. They are clients because the provider
owes them a service and because the provider hopes to establish a long-term relationship with
them.

David Starr Jordan once said that “Wisdom is knowing what to do next, skill is knowing
how to do it, and virtue is doing it.” His words should ring true to any leisure marketer. Market-
ing is an action-oriented process that brings together providers and users. It demands ongoing
decision making and requires the skillful application of tools like the marketing mix. I hope the
material offered here helps with this application. Students seeking up-to-date information on how
leisure providers are actually applying these tools are encouraged to browse the World Wide Web
for firsthand accounts. Sites like the Leisure Information Network (http://www.lin.ca) or the
National Recreation and Park Association (http://activeparks.org) offer data sets, samples of
everything from mission statements to promotional techniques currently being used in the “real
world,” and links to a wide variety of providers and programs.
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C H A P T E R

1
Understand Marketing Basics

The Evolution of
Marketing Thought and

Practice

In order to understand leisure marketing,
one must first understand the evolution of

the marketing concept. Marketing is first and
foremost a tool, or more correctly, a set of
tools. Like any tool, marketing was developed
because of need. Marketing was first developed
to meet the needs of producers. Producers
needed to create desire for their products, and
marketing evolved to meet this need.

Producers were being faced with a
growing problem. Demand for their products
was not keeping pace with their ability to
produce those products. This was a relatively
new phenomenon. Since the industrial
revolution, society’s capacity to produce goods
had been increasing annually. Technology was
making possible production levels unimagin-
able at any other time in history. Technological
potential, and with it production levels,
virtually leapt forward during the two world
wars of the twentieth century. At the conclu-
sion of World War II in particular, industrial
and technological might that had been focused
upon war effort was turned to the production

of consumer goods. Producers eventually
found, however, that demand for their
products was unable to match their increas-
ingly impressive rate of production.

The increasing rate of production had
created an imbalance between supply and
demand. Initial efforts to address this imbal-
ance were intended to increase demand.
Marketing was created for this purpose. It
became a set of activities intended to help
producers sell their products. Though early
marketing efforts focused on agricultural
products, they soon expanded to include
virtually all physical goods (Bartels, 1988).
Today marketing is a pervasive activity
undertaken by anyone interested in facilitating
exchange with other individuals or parties.

Any tool evolves. It is shaped both by its
intended use and by the demands that are
placed upon it. Like all tools, marketing has
changed much since its early inception. Three
of these changes are particularly relevant for
the leisure marketer. The first change has been
to the nature of the products with which the
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marketer is concerned. Where once products
related only to physical goods, discussion of
products now includes goods, services, people,
and even ideas. The second dramatic change
that has occurred within marketing has been
the emerging role of the consumer. Where
once the consumer was considered little more
than a source of revenue upon whom products
were “pushed,” the consumer is now consid-
ered a dominant partner in the marketing
process. The third development relates to the
emergent role of the workforce in successful
marketing effort. The responsibility for
marketing once lay with a small number of
“marketing” staff. This responsibility now lies
with all staff members. All are now in some
way involved in marketing effort. Each of these
developments has changed the practice of
services marketing and all are described here.

From Goods
to Services to Ideas

Early marketing effort focused exclu-
sively on the distribution of goods. Goods are
physical in nature. They can be seen, touched,
and manipulated. The marketing of such goods
is relatively straightforward. Goods are
designed to be reproduced, reproduced to be
transported, transported to be displayed, and
displayed to be sold. Think for a moment of
the cereal you might have eaten for breakfast
this morning. The cereal producers have
developed techniques and machines that enable
them to reproduce the same basic product time
and time again. They do so repeatedly,
consistently, and efficiently. The cereal was
probably placed in a sturdy case of a type that
was designed to protect and transport millions
of boxes of cereal. These cases were brought to
your local grocer who placed the cereal in
storage, either in backrooms or on the shelf,
until such time that it attracted your attention
and you brought it home. For the product
marketer, issues of efficiency, waste reduction,
packaging, and distribution are paramount.
During the early days, all marketing effort was
assumed to be devoted to the movement of
physical goods (Fisk, Brown, & Bitner, 1993).
This trend was surprisingly tenacious even as
the economic landscape evolved over time.

As the U.S. began the transition from
an industrial to a services economy, the
development received little notice in
the marketing discipline. Although the
national economy was dominated by
services, by the mid-1940s, some time
elapsed before marketing scholars
began to discuss and study the service
economy and the services marketing
that occurred within that economy.
(Fisk et al., 1993, p. 66)

About 20 years ago, leaders within the
marketing community began to explore the
bounds of marketing practice. Kotler and Levy
(1988) in particular reasoned that if we could
market goods, then why not market ideas or
people? They pointed out that politicians and
their party members use marketing techniques
to promote their respective platforms; that
private sector companies employ marketing
effort to improve their image; that nonprofit
and charitable groups use marketing principles
to convey their messages to the community.
Why, they asked, were marketers focusing on
physical goods, when marketing could be
applied to “an increasingly interesting range of
social activity” (Kotler & Levy, p. 38). Over
the years even the most traditional marketer
has come to realize that physical goods occupy
only one small point along the marketing
continuum. This continuum is bound by
physical goods at one end and intangible ideas
at the other.

New insights have been needed as
marketers deal with issues located on the less
tangible end of the product spectrum. For
example, it became clear that intangible
services varied in important ways from their
manufactured counterparts. In a classic article,
Berry (1984) suggested that services were
different from goods in four fundamental ways
and each difference presented unique chal-
lenges to the service marketer. First, services are
perishable. Unsold services cannot be stock-
piled. The opportunity to sell an empty seat in
a theatre is gone forever once the show has
begun. It cannot be set aside and sold later as
can a manufactured product.

As a result, uneven demand may prove a
considerable challenge to the service provider.
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When supply exceeds demand, facilities sit idle
and resources are wasted. When demand
exceeds supply, clients must wait for service or
are turned away. Neither condition is desirable.
Further, both supply and demand may vary
dramatically throughout the day, week, or
season, so demand management is critical for
the service provider. The provider may have to
take extraordinary steps in order to ensure that
supply matches demand.

Second, services are intangible. Unlike
manufactured goods, services typically lack
substance. This poses a dilemma for both the
producer and the participant. Providers find it
difficult to convey service characteristics to
potential participants. As a result, they may
struggle in their attempts to appeal to potential
clients (Zeithaml, 1991). For the participants,
the service is difficult to assess either prior to or
following participation. They are not able to
“kick the tires” before purchasing a service.
Nor is the quality of a service clear even after it
has been consumed. How does one judge the
quality of a fitness instructor? A typical fitness
class may be uncomfortable, even painful, but
is it effective? It is difficult to tell both in the
short and long term. How does one know if
one’s health is improving as a result of a
program? One may feel tired, sore, and hungry
after such a class. Is this an improvement over
the status quo? It is often simply too difficult
to say. For these reasons, one of the most
difficult tasks facing any service provider is to
“tangiblize the intangible”(Levitt, 1983).

This may not be an easy task. “In many
cases, the only cues on which to judge quality
are the service’s price and the physical facilities
which house the service” (Zeithaml, (1991, p.
42). This may be bad news for public sector
leisure providers, because prices are often
heavily subsidized, and facilities are institu-
tional in nature. How does a potential partici-
pant judge the quality of a low-cost program
held in a local school? Does it suffer by
comparison to more expensive, private
programs offered in relatively luxurious
facilities? Public programs may offer few
meaningful cues to the client regarding their
unique or beneficial program attributes.

Third, services are consumed as they are
produced. In other words, the client and the

producer typically meet, and together they
both produce and consume the service. This is
called inseparability. Such inseparability offers
several challenges for the leisure provider. It
introduces an interpersonal dynamic that is
lacking in manufacturing. This interpersonal
component highlights the interaction between
staff and the client. Such interaction has been
characterized as a performance that must be
repeated with each new encounter (Grove &
Fisk, 1991). Like all performances, the meeting
must be choreographed and managed to ensure
positive outcomes.

Finally, as a result of this inseparability,
service encounters are dynamic. Like all
interactions, they evolve from one instant to
the next, from one encounter to the next. This
is called heterogeniety. Heterogeniety introduces
an infinite variability to the service encounter.
Each encounter is unique. The challenge for
the service provider is to ensure that services
are consistent enough to guarantee unfailing
quality, but flexible enough to adjust to
ongoing change.

This discussion suggests basic conceptual
differences between the marketing of intan-
gible services and of physical goods. For the
past two decades, those who market less
tangible products like services have begun to
develop their own strategies, tools, and
terminology to address their specific needs.
That terminology as well as those strategies and
tools are reviewed throughout this text.

The Emergent
Role of the Consumer

Marketing has been hampered over the
years because of fundamental disagreements
over its very nature. Early definitions focused
on process rather than people. For example, a
1948 definition, offered in the Journal of
Marketing, viewed marketing as “the perfor-
mance of business activities that direct the flow
of goods and services from producer to
consumer or user” (Alexander, 1982, p. 6).
This definition is very much based on the
control of process. It focuses on the mechanical
flow of goods and services while ignoring the
respective roles of the players or their reasons
for participation. It fails to grapple with the
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reasons for exchange, the desires that the
process is intended to satisfy.

This perspective followed logically from
marketing’s early focus on the provider. It was,
after all, the producer who initiated the
marketing process. It was the producer who
had a good or service to sell and used market-
ing to expedite that sale. The producer was
immersed in the logistics of production and
brought this orientation to the study of
marketing. This legacy is reflected in an early
statement attributed to Henry Ford, a man
once described as both “the most brilliant and
most senseless marketer in American history”
(Levitt, 1960, p. 47). When asked about color
options for his Model T Automobile, Ford
responded, “My customers can have any color
they want . . . as long as it’s black” (Levitt,
1983). In this case, the customers’ specific
desires were considered secondary to produc-
tion demands for uniformity.

Within this environment, efficiencies
and systems were the watchwords of the
producer, and these priorities found their way
into the marketing consciousness. Their legacy
is a long-standing focus on the needs of
production. Marketing was used typically to
facilitate the movement of products from the
producer’s shop floor to the consumer’s hand.
Further to this, the consumer was often viewed
as a target or even a dupe. Consumers were to
be influenced and fooled if necessary. When all
was said and done, the marketer’s job was
either to alter or sustain behavior among
selected groups of individuals. Behavior
thought to be problematic was altered, and
behavior thought to be desirable was sustained.
This very simple premise guided marketing
effort, fashioned marketing tools, guided
marketing terminology, and defined marketing
strategy. Marketing was as simple and as
complex as that. It was single minded. It
operated on the premise that behavior can and
should be guided. It promoted the notion that
the behavior of one should be influenced by
another. It accepted the idea that this can
happen in systematic and predictable ways and
made every effort to do so.

As a result of this long, formative period,
when many of us think of marketing, we tend
to think of corporate advertisers’ ongoing

efforts to cajole client groups into purchasing
their products. Schor (1991) reports that
women received particular attention from
advertisers over much of this century. “Busi-
nesses subjected women to a barrage of
advertising and social pressure, in order to sell
more products . . . they helped spread the word
that a woman who did not purchase the
growing array of consumer goods was jeopar-
dizing her family, and missing out on the best
life had to offer” (Schor, 1991, p. 97). This was
a time of excess bordering on outright chica-
nery. In The Image Makers William Meyers
reports that advertisers often “played fast and
loose with the public. They put marbles in a
bowl of soup so the few vegetables it contained
would float to the top . . . it’s no wonder that
by the 1970s advertising executives regularly
appeared at the bottom of the public’s ‘most
respected profession’ list—below insurance
salesmen and pawnshop proprietors” (Meyers,
1984, pp. 12-13). They perpetrated such
hoaxes to encourage consumption. It is perhaps
little wonder that marketing is often consid-
ered synonymous with the worst excesses of
commercialism (Havitz, 1988).

Eventually, it became clear that this
selling orientation was a failure for both the
producer and the client. The producers learned
that even the most clever sales campaign, the
most useful product, the most efficient
production schedule would be for naught if
not supported by consumers. Clients learned
that they could not trust the promises of the
producer. They became cynical and opportu-
nistic as a result. They offered loyalty to no
producer but would “shop and hop” from
producer to producer, seeking the lowest price.
Consequently, producers were not able to
develop the long-term relationships necessary
to understand and respond to the needs of
these consumers.

This unhappy state made clear the need
to involve the client in marketing deliberations.
The potential consumer expressed needs,
wants, and preferences that could not be
ignored by anyone hoping to develop a loyal
following of consumers. The marketing
concept evolved to include the consumer. The
consumer was finally being offered a role in the
marketing process. Note how a 1961 definition
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begins to address the importance of the client.
“Marketing is the process in a society by which
the demand structure for economic goods and
services is anticipated or enlarged and satisfied
through the conception, promotion, and
physical distribution of such goods and
services” (Statement of the Philosophy of
Marketing Faculty, 1964). This definition
represents a vast improvement over its prede-
cessor. While it continues to reflect the
ongoing interest in production, it introduces
for the first time the twin notions of consumer
demand and satisfying that demand. It was one
of the first efforts that recognized the profound
role of the client in the process of marketing.
Just as importantly, it also suggested the
importance of satisfying rather than simply
creating demand.

Unfortunately, acceptance of this new
thinking was slow. You may have noted that
this more recent definition emerged from an
academic group. It seems they may have been
on the leading edge of marketing thought,
because these sentiments were not widely
shared within the larger marketing community.
In practice, the consumer was still considered
someone to be sold to, not a partner in an
exchange. Too often, marketing practice
continued to emphasize the commodity, the
marketing organization, or the fundamentals of
marketing activities like advertising or pricing
(Kotler, 1999, p. xi). Real change began to
occur with the publication of now classic works
like Theodore Levitt’s “Marketing Myopia.”
First published in 1960, Levitt’s work ques-
tioned the traditional focus on production and
process.

Levitt was one of the first to sound the
alarm over the pervasive infatuation with
efficiency and production while recognizing
the importance of the client in the marketing
equation. He rejected the selling orientation
that dominated marketing thinking of the day.
Levitt (1960) made a clear distinction between
a selling and more contemporary marketing
perspectives. He indicated that “selling focuses
on the needs of the seller, [whereas] marketing
[focuses] on the needs of the buyer. Selling is
preoccupied with the seller’s needs to convert
his product into cash; marketing with the idea
of satisfying the needs of the customer” (p. 46).

Levitt rejected the selling focus contending
that such efforts were more concerned with
tricks and techniques than with marketing. It
was prophetic that “Marketing Myopia” won
the 1961 McKinsey Award as the best market-
ing article of the year. The tide had begun to
turn in the direction of the consumer.

Since that time, marketing has evolved
to place increasing emphasis on the consumer.
Where once consumers mattered little beyond
their ability to pay for a product, they are now
considered the linchpin of any meaningful
marketing endeavor. As one author notes, “The
paradigm has shifted. Products come and go.
The unit of value today is the customer
relationship” (Wayland in Kotler, 1999, p.
121). Leaders in the marketing community
now view marketing as a client-centered
activity. One such leader, Philip Kotler (1983),
believes that the marketer’s philosophy must be
one of client satisfaction. “Marketing . . .
activity is directed at satisfying needs and
wants through exchange processes” (Kotler,
1983, p. 6).

Long-time management guru Peter
Drucker (1974) agrees with Kotler, suggesting
that the goal of marketing is to make selling
superfluous. Drucker goes on to state that the
notions of selling and marketing are antitheti-
cal. These views represent a clear client
orientation. He suggests that marketing
initiatives be assessed in terms of their focus as
well as their results. The key question becomes,
“What has been the focus of this effort?” If
emphasis has been placed on developing a
product in isolation of client preferences, then
a product orientation has dominated. If the
emphasis has been placed on convincing clients
of the merits of a product without first
discovering their desires, then a selling
approach has been used. Current thinking
holds suspect any efforts in which client
preferences have been relegated to subordinate
status (Lefebvre, 1992).

Definitions of marketing have changed
to keep pace with the increasing focus on the
client. An American Marketing Association
board definition characterized marketing as
“the process of planning and executing the
consumption, pricing, promotion, and
distribution of ideas, goods and services to
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create exchanges that satisfy individual and
organizational objectives” (Murphy & Enis,
1986, p. 24). Clearly, marketing is now viewed
as a process of satisfying the client. The client
must therefore be brought into the planning
and execution of leisure programs.

This emerging client orientation begs the
question, what is the new role of the client?
The private sector has identified three basic
roles for the client (Schneider & Bowen,
1995). The first is that of a human resource.
Given the inseparability of services, the client is
often present in order to consume a service.
Indeed, clients actively participate in the
delivery of that service. Leisure participants fill
out their own registration forms, they partici-
pate in classes and programs, they call to
receive scheduling updates, and they take part
in parent-tot programs. In fact, they are often
asked to use every bit of skill and energy they
possess when they take part in our programs.
Learn to Swim programs ask them to put aside
their fears, art classes force them to use both
skill and imagination, and fitness classes ask
them to endure discomfort bordering on pain.

We also ask them to help in the creation
of the service. They must indicate their needs,
their preferences and their requirements. They
must provide ongoing feedback to instructors,
programmers, and planners. Providers even ask
them to help solve problems that arise during
the service encounter. During busy periods,
they are asked to wait in queue to facilitate
processing. When there are problems they are
asked to offer possible solutions. In this sense,
clients are co-producers of many leisure
services. Like staff, they represent an indispens-
able part of the leisure delivery process.
Consequently, marketers must view clients, in
part at least, as they would staff members.
Clients require skill sets, specific knowledge,
reward structures, and even motivation if they
are to co-produce effectively.

The second role the client has adopted is
that of the manager. Think for a moment of
the role of a manager. The classic management
tasks are to plan, lead, organize, and control.
Clients fulfill all these tasks. For example,
front-line staff are supervised by clients.
Clients provide ongoing direction by asking
that this program be offered, and that another

program be altered. Though they may not tell
you directly, they evaluate staff and program
performance with alarming regularity. They
hold the entire leisure agency up to the most
stringent standards. Though all agency
personnel are influenced by client wishes,
front-line staff are particularly open to client
scrutiny and influence. Clients and front line
staff work together to give life to agency
programs. In doing so, staff must respond to
clients’ wishes. They are indeed managers in
every sense of the word.

Third, clients fulfill the role of organiza-
tional consultant (Schneider & Bowen, 1995).
For example, clients are best equipped to
identify problems that face them. If marketing
is a process of satisfying needs and wants, then
this process begins with clients. They may feel
very keenly their own unfulfilled desires. Who
better to help the marketer identify opportuni-
ties for improvement or for mutual exchange?
Clients are also unique in their ability to
evaluate products, benefit packages, and other
“solutions” developed for them by providers.
From this perspective, the client is very much
an advisor or consultant to the marketer.

Together, these various roles suggest that
the marketer/client relationship is that of a
partnership. Each must adopt various critical
roles if the marketing exercise is to succeed.
Together they ensure that the right service is
offered to the right group at the right time for
the right price. In doing so, both enjoy success.
It is difficult to imagine a more appropriate
basis for developing a partnership.

Such independence adds greater
complexity to the task of the marketer.
Bringing non-staff members into the delivery
process can increase the opportunity for
program failures. They may lack sufficient
skills, information, or supervision to complete
their tasks successfully. They may not share the
goals of the leisure provider. Further, their
contribution may be sporadic because of the
voluntary nature of their participation.

Regardless of these many challenges, the
marketer must view the consumer as a
potential partner. The goals of the client and
the provider must be fulfilled if marketing
effort is to succeed. If either partner in the
marketing exchange is not satisfied, then the
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exchange has been a failure. Benefits accrue to
both parties when marketing succeeds. The
client’s requirements are fulfilled and the
provider’s goals are achieved. Satisfaction is
actually a gift that “keeps on giving.” Client
satisfaction has been linked to loyalty and
increased profit for the provider. As a result,
there is considerable incentive to improve
marketing practices so that client satisfaction
can be enhanced. One of the best ways to
improve those practices is to involve the entire
workforce in marketing effort.

The Mobilization
of All Staff in Marketing Effort

One question that continues to con-
found marketers relates to responsibility. Who,
within an organization, is responsible for
marketing effort? The answer to this question
has changed over time. For example, Robert
Keith (1988) once traced the evolution of
marketing in the well-known Pillsbury
company. His story, or more accurately, the
story of Pillsbury is noteworthy because it
mirrors the evolution of marketing thought in
North America. He tells us that early market-
ing effort was dominated by an unrelenting
emphasis on the product. As a result, their
production focus (to mill the best flour) was
also their marketing focus. The answer to the
question“Who’s responsible for marketing ?”
could be found in departments responsible for
creating the product itself. This approach
seems to have been widely shared in the
production-minded era following World War I.
Production-based issues were considered the
sole concern of the provider.

In the 1930s, the production era gave
way to a sales era. This new focus on sales
brought about unprecedented expenditures on
advertising and market intelligence gathering.
Someone was now responsible for marketing
effort but the marketer’s influence was
marginal at best. Companies still thought of
themselves in terms of a production focus, so
production received the lion’s share of atten-
tion. Predictably, marketers usually existed
outside the production-based organizational
structure. They were typically small groups
within the larger organization who had no

control, or even influence, within the typical
chain of command. Handmaidens to the still
all-powerful production teams, they were told
to “move” the products that had been created.

We continue to see vestiges of this era
today within many leisure agencies. Small
marketing departments are created but they
operate with little input into the agency’s
programming efforts. They simply gather
information on the agency’s seasonal program
schedule and promote these programs as best
they can. This approach is problematic for
many reasons, and they all involve focus. In
such agencies, the focus continues to shine on
the product. In this case, the product is a
program. The program exists, and the marketer
must serve that program. As we have discussed,
this is an unsatisfactory state for all concerned.
A revolution may have to occur in such
agencies and Keith’s story at Pillsbury points
the way.

The third era, the marketing era,
witnessed a new interest in the concerns of the
consumer. During the 1950s the Pillsbury
organization, for example, realized that
customers, not products, occupied the center
of the business universe. Keith relates how this
epiphany created a revolution within the
organization. Planners realized that organiza-
tional changes would have to be made if the
potential of this insight was to be realized.
They immediately realized that marketing was
not some isolated activity undertaken by a
small group designated as “marketers.” The
organization underwent several changes, all of
which broadened the role of marketing within
the company. Where once the marketers were
given products and told to “sell them,”
Pillsbury now involved marketers in all stages
of planning and production.

Responsibility for marketing at Pillsbury
no longer rests with a small number of
marketing staff. The organization recognized
that all staff needed to be involved in market-
ing effort. As Keith predicted, “marketing will
become the basic motivating force for the
entire corporation . . . every activity of the
corporation—from finance to sales to produc-
tion–is aimed at satisfying the wants and needs
of the consumer” (Keith, 1988, p. 37). This
insight has had sweeping implications for the
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way corporations think about marketing
activity. It suggests that everyone in the
organization must accept some role in the
marketing process. Indeed, Levitt (1983) tells
us that every activity undertaken by a provider
is a marketing activity: “The purpose of a
business is to create and keep a customer.
There can be no corporate strategy that is not
in some fundamental fashion a marketing
strategy, no purpose that does not respond
somehow to what people [want]” (p. 5).

Full staff involvement in marketing is all
the more critical in service industries. Because
of services’ unique characteristics, clients and
staff typically come together to create the
service. If the goal of all agency activity is to
create and keep a customer, then everyone in
the organization should, in some way, be
supporting that effort. As one marketing adage
summarizes, “If you’re not serving a customer,
then you’d better be serving someone who is.”
It suggests that all members of an organization
must be involved in marketing effort.

Unfortunately, the wisdom of this adage
is often ignored. Too often, marketing, the
process of pleasing the client, is thought to be
the responsibility of the few rather than the
group. A few staff members are trained and
motivated to serve the client, but they are
continually stymied from doing so by policy
makers removed from the actual encounter.
They are frustrated by the accountants who
decide that only supervisors may authorize
refunds, by the managers who grant decision-
making powers only to themselves, by planners
who insist that changes cannot be made once
policy has been set.

The typical service encounter is too
complex to be controlled from above. Those in
authority must support the actions of those in
the front lines. Everyone must support this
effort. In Levitt’s terms, all staff must be
involved in marketing efforts. Indeed, Gonroos
(1990) actually defines marketing in terms of
an activity that must be undertaken by all. He
refers to marketing as “a set of ideas which
must be integrated throughout the entire
organization and overseen by top manage-
ment” (p. 128). This final definition sets the
stage for the rest of this text. Marketing is
indeed an activity that revolves around ideas,

that requires complete involvement, that
demands attention at the uppermost levels of
the organization. Without these essential
components, marketing effort is compromised.

Marketing and Public
Leisure Providers: An

Uneasy Alliance

John Crompton was one of the first and
perhaps the most ardent champions of
marketing for leisure service providers. In an
early text, he and Dennis Howard outlined
basic marketing processes in the context of
leisure services. They and other proponents
have long been advocating the application of
marketing principles in the delivery of leisure
services. They suggest, for example, that failure
to implement marketing principles may impair
leisure agencies’ ability to serve their communi-
ties. “A recreation and park agency’s failure
often can be traced to its neglect of the basic
wants and desires of its potential consumers.
Indeed, it may be argued that the ‘tax revolt’ of
the late 1970s indicated that government had
failed to implement the marketing concept”
(Howard & Crompton, 1980, p. 309).

Though Crompton, Howard, and others
have promoted the acceptance of public sector
marketing for the past two decades, support for
marketing is by no means universal. Public
sector leisure providers, in particular, have been
slow to adopt marketing as a legitimate
operational tool. This reticence arises from
confusion. Confusion swirls around the topic
of marketing like smoke from some eternal
flame. Like smoke, this confusion both irritates
and obfuscates. Some explanation seems in
order.

Confusion
with Advertising

There is a widespread belief that
marketing is little more than promotion. This
belief is fuelled by prominent, if questionable,
practices commonly labelled as marketing.
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Unsolicited and intrusive telephone calls from
anonymous salespeople are now called
“telemarketing.” The term marketing has also
been applied to a promotional technique used
by sponsors to confuse and mislead clients.
Aptly labelled “ambush marketing,” this
technique is used by corporate bodies attempt-
ing to benefit from promotional events
without contributing requisite resources to
those events. In these cases, marketing seems
little more than a tool of the unscrupulous
huckster. As a result, confusion often turns to
irritation, and many leisure practitioners reject
marketing effort as a result.

Some background may be necessary to
make sense of the depth of this rejection.
Peiper (1963) tells us that without “meaningful
leisure” we will drift toward a slave society.
Like slaves, we will idolize things and worship
“know-how” while being controlled by external
forces. Unfortunately, we as a society are failing
to discover meaningful leisure because we have
succumbed to the relentless pull of commer-
cialism as we undertake our leisure pursuits
(Scitovsky, 1992). Schor (1991) notes that we
now live in homes that are about twice the size
of those in which our parents were raised, yet
our families are about half the size. As a result,
the toiling masses have no time, energy, or
resources to seek leisure, because all are
devoted to chasing the economic “good life.”

It is perhaps little wonder that an
increasing number of social scientists report
that we now feel “too rushed” to enjoy
whatever leisure time that becomes available
(Shaw, 1990). As a result of this sense of being
rushed, we often believe that we have too little
time to pursue meaningful leisure (McCarville
& Smale, 1993). This endless pursuit is widely
thought to be spurred by marketing. Isn’t
marketing responsible for the advertising that
urges participants to consume? Isn’t marketing
responsible for the advertising that seems to
encourage us to spend without reason and
work ever harder to maintain a lifestyle that is
personally meaningless (Hemingway, 1996)?
Isn’t marketing responsible for advertisers who
constantly bombard clients with messages
telling them that they are somehow wanting,
somehow less than they could and should be?
It is perhaps little wonder that some observers

believe that meaningful leisure and marketing
effort are mutually exclusive.

Confusion
with Commercialism

In related terms, marketing is also widely
thought to be synonymous with commercialism
(Havitz, 1988). The process of commercialism
is problematic because it seeks to expropriate
the means through which leisure is provided
(Butsch, 1990). Providers seek to control the
experience of leisure participants to ensure
profit for those providers. As such, commer-
cialization represents a process of exploitation.
This process is troubling because the provider
inherently controls the experience. Through
commercialization “that part of our lived
experience supposed to be free of domination
is transformed through capitalist development”
(Butsch, p. 8) to such an extent that partici-
pants may lose control over their own leisure
experience. This prospect is troubling for
leisure providers. They understandably reject
commercialism because of its capacity to
diminish the leisure experience (Schultz,
McAvoy, & Dustin, 1988).

Many take the seemingly next logical
step and reject marketing in the same breath.
Given marketing’s private sector roots, they
fear that marketing is simply a tool used to
promote commercialism. For example, Schultz,
McAvoy, and Dustin (1988) ask, as public
sector decision makers adopt marketing
principles, “Who will look out for the interests
of racial and ethnic minorities, single-parent
families, immigrants, and the urban and rural
poor? . . . Who will sustain the fight for the
rights of society’s underprivileged?” (p. 53).
They view marketing and commercialism as
being synonymous and inconsistent with the
provision of meaningful leisure opportunities.

Ambivalence to marketing has also been
fueled by fear among public sector practitio-
ners. They fear that private sector methods will
subvert the traditional service role of the public
sector. Their argument is best represented by
Jacobs in her book, Systems of Survival (1994).
In this book, Jacobs divides the world into two
basic moral systems, those of the “merchants”
and of the “guardians.” Agencies like municipal
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park and recreation departments fall under the
general guardian designation. Her premise is
that both systems rely on different sets of
moral codes. She suggests that both groups are
corrupted when they adopt the moral codes
and values of the other. As a result, public
sector agencies that adopt measures like
marketing, risk losing touch with the values
unique to caregivers. By way of example,
Jacobs refers to police officers who might be
tempted to assign various fines because of the
resources they help accumulate. In such cases,
the purposes of the police officers are sub-
verted. Their goal becomes one of revenue
generation rather than the maintenance of
social order.

Jacobs (1994) goes to considerable
length to establish the sheer inevitability of this
corruption. In her view, participants in either
system must be wary of the moral codes used
by the other and adopt them only at their peril.
Several opponents of the marketing of public
leisure services generally support this view from
an ideological as well as a practical standpoint.
Tools of the merchant (like marketing) are
often treated with suspicion or even reviled as
“unethical.” Even labels used by the private
sector may be considered suspect. In one
address, award-winning author John Ralston
Saul suggested that the first necessary step “to
regaining free speech is for people to protest
whenever bureaucrats use business words such
as clients or customer services in referring to
citizens and the things government is supposed
to do for the public good” (Simone, November
21, 1996, p. A3). These words are automati-
cally suspect because, like marketing, they
emerge from the private sector.

While Novatorov and Crompton (2001)
accept the points offered by this perspective,
they suggest that rejection of the marketing
concept seems premature. They feel that the
public sector will clearly benefit from adopting
marketing tools, but simply remind public
sector marketers not to embrace the goals of
the private sector. Whereas the private sector
marketer might use marketing to pursue the
profit motive, the public sector marketer can
use the same tools to pursue very different
goals like the redistribution of wealth. The role
of the public sector provider is to collect then

redistribute resources in ways that benefit the
larger community. Novatorov and Crompton
contend that marketing can be very useful in
assisting this redistribution process.

Concern over
Segmentation

The marketing tenet of segmentation has
also discouraged its acceptance by many
practitioners. Segmentation is the act of
dividing a community into meaningful
subgroups. Marketing efforts are then targeted
toward at least one of these groups. For some
private sector practitioners, segmentation is
problematic because they believe that focusing
attention on a specific client group limits
opportunity and potential profit. Why focus
on one group when one can target the entire
community? The public sector practitioner
may make the same basic argument but for a
different reason, (Havitz & Spigner, 1993).
Tradition suggests that residents should receive
equal treatment from the public leisure
provider. Focusing on one client group over
another suggests that those denied service not
only fail to receive their perceived “fair” share
but also suffer from the stigma that arises from
this condition (Lineberry, 1977).

For public sector providers, to offer
resources to a few means denying resources to
the many, and  public leisure providers are
simply unwilling to program in this way. The
logic of this argument seems profoundly
compelling.  A recent survey asked practitio-
ners to whom they directed selected services.
Surprisingly large numbers of public agencies
reported that they targeted no one group, but
instead served “everyone” with their programs.
It seems that there is considerable pressure to
ignore segmentation efforts and to target “all”
instead of a few. Though this text makes the
point that the best way to serve “all” is through
segmentation, this view is not currently shared
among many professionals.

Difficulty
in Application

Finally, marketing has not been widely
adopted by leisure providers, because it is so
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very difficult to undertake. Over a decade ago,
Crompton (1985) warned that early marketing
was likely to suffer from confusion and the
inexperience of those who apply it. Events have
largely confirmed his prediction. Problems
continue to exist in the application of basic
marketing principles. For example, in a
regional survey, Johnson-Tew, Havitz, and
McCarville (1999) found that many public
leisure providers, while believing they were
using marketing techniques in their day-to-day
operation, failed to apply even rudimentary
marketing principles in their operations. Few
providers adapted programs or fee initiatives in
order to respond to the needs of different user
groups.

In a national study, Havitz and Spigner
(1993) found that public agencies rarely
segmented their communities according to
relevant criteria like income. Neither did these
agencies offer price discounts to low-income
residents or coordinate efforts with official
unemployment agencies. It seems that many
agencies were introducing market-based
initiatives (like fee programs) without applying
other necessary marketing principles. These
initiatives seemed to both confuse and mitigate
the role and nature of marketing effort. As a
result, even those public sector agencies that
have embraced the marketing process may be
contributing to its unpopularity.

With all this suspicion, the danger of
subversion, and the potential for lost opportu-
nity, why undertake marketing in the public
sector at all? Though marketing represents an
easy target for critical commentary, is it
deserving of such enmity? Is it a worthy
adversary to those who hope to serve the
community? Proponents suggest that it
represents an important ally and should be
considered as such (Crompton & Lamb,
1986). I take the view that marketing repre-
sents little more than a process for mobilizing
resources. Indeed, it differs little from many
traditional planning processes (Bannon, 1976).
Its tenets are being used to aid in social policy
and planning, social marketing (Kotler &
Roberto, 1989), health education (Lefebvre,
1992), and leisure programming (Crompton &
Lamb). These tenets focus on mobilizing
resources to meet the demands of specific

groups within the community. As a result,
marketing effort may be used to good advan-
tage to serve the larger community. To ignore
or revile that process is perhaps both unwise
and inappropriate.

Further, though marketing is a child of
the private sector, its roots are found in
traditional “helping” disciplines like psychol-
ogy and sociology. Like psychologists, market-
ers hope to understand cognitive processes as
they effect behavior. Like sociologists, market-
ers hope to understand the role of the group in
determining individual behaviors. While its
theoretical roots lie in psychology and sociol-
ogy, actual marketing techniques may be traced
to traditional planning and programming
efforts (Bannon, 1976). It relies heavily upon
insight from any profession that hopes to shape
and improve society. As such, marketing tools
seem appropriate for use within the public and
not-for-profit sectors.

I suggest that marketing’s contribution is
one of strategic flexibility. It focuses on
mobilizing resources to meet the demands of
specific groups within the community. As a
result, marketing effort may be used to serve
the larger community. It might best be
considered as another stage in the natural
evolution of traditional planning and program-
ming effort. This evolution may be particularly
useful for leisure providers. Much of the public
sector delivery system relies upon regulation
and policy. Public agencies use the power of
their position to ensure compliance. Residents
are told to have their garbage waiting at the
curb in approved containers. They must
comply or lose access to garbage collection
services. Residents are directed to purchase
licenses for their pets, to pay taxes, to park in
designated locations. Compliance with these
directives is encouraged through a variety of
fines and other related penalties. The agenda of
the public caregiver is as often moved along as
much by the stick as with the carrot.

Leisure providers live in a very different
milieu, however. They cannot secure participa-
tion through decree, leisure participation is a
result of individual choice. The provider
cannot demand that citizens take part. The
leisure provider must coax rather than coerce;
encourage rather than dictate. Though this
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seems a relatively foreign concept to many
public sector planners, it is the stock and trade
of the private sector marketer. It seems likely,
therefore, that marketing literature may have
much to offer those in the public sector.
Marketing seems a very worthwhile exercise for
anyone who hopes to encourage any type of
behavior. As a result, it seems an appropriate
activity for any sector.

The question becomes, “How can
marketing effort best be pursued?” Though
potentially useful in all sectors of the economy,
marketing is first and foremost a child of the
private sector. The goal of the private sector
marketer is to operate at a profit. The private
sector marketer must focus on the financial
“bottom line.” The profit imperative has
traditionally dominated marketing thought
and practice. This imperative is not shared by
practitioners within the public sector. Further,
the public context is complicated by the
caregiver role. The public sector marketer must
be concerned with efficiency, effectiveness, and
the public good.

The application of traditional marketing
strategy outside its intended private sector
setting will no doubt require careful thought
and planning. This text suggests how this
might be achieved.  It explores the complexity
and the simplicity of the marketing process. It
is based upon a few straightforward steps that
make up marketing effort. Marketing itself is
viewed here simply as a tool. It represents a set
of sequential stages, and each stage is made up
of several steps. This process is remarkable both
for its straightforward nature and its effective-
ness.

While on the topic of the straightfor-
ward nature of marketing, a final clarification
is warranted. In 1993, Ries and Trout pub-
lished a very insightful book titled The 22
Immutable Laws of Marketing. One of the
insights they offer is the “law of division.” This
law dictates that “over time a category will
divide and become two or more categories” (p.
56). By way of example, they observe that the
television industry began with three networks
and has fragmented dramatically since those
early days.

The notion of marketing itself has also
revealed a tendency to divide and subdivide.

The hopeful marketer is now faced with
various types of, or approaches to marketing
effort.

· Frequency marketing is devoted to
encouraging loyal consumers to
consume more often.

· Retention marketing focuses on
developing loyalty among current users.

· Internal marketing efforts are directed
to a provider’s own employees.

· Social marketing applies marketing
principles to large-scale community
issues.

The list is becoming longer with each
passing year. Fortunately, whatever its label,
whatever its focus, marketing effort has one
basic goal. As Levitt (1983) reminds us, doing
business is about finding and keeping custom-
ers. Marketing shares that basic mandate. Be
neither confused nor daunted by the many
names that we authors apply to the marketing
process. All marketing effort is about creating
and maintaining the interest of potential user
groups. If those groups a marketer hopes to
serve are not interested in the marketer’s
offerings, then the marketer has failed.
Marketing, whatever its label, is about avoiding
failure and creating success. The rest of this
text is devoted to establishing how this success
is achieved.

Overview of the
Marketing Process

The process of marketing is typically
coordinated around a marketing plan. This
plan has many roles. It is used to discover
potential and existing opportunities to better
serve clients, to develop offerings that best
appeal to specific client groups while building
on the agency’s own strengths, to identify
services that are defensible against competitive
or counterproductive forces, and to anticipate
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the effects of foreseeable occurrences or social
conditions. Simply put, the purpose of the
marketing plan effort is to find ways to serve
clients that are different and somehow better
than programs used by other providers.

All marketing plans juggle three vari-
ables: (1) agency capabilities, (2) client
preferences, and (3) the capacity of competi-
tors. Each marketing plan is developed in four
stages. The first stage is one of strategy develop-
ment. The goal of this stage is to establish a
strategic baseline. This baseline helps place the
agency within the larger marketplace. It
answers the question, “What have we to offer?”
This initial step focuses on agency capabilities,
the marketplace, and potential consumers. It is
concerned with deciding who to serve and how
best to serve them.

The second stage is that of planning the
marketing mix. The marketing mix is a set of
activities that make up much of what we call
marketing. It is comprised of the product,
promotion, price, and delivery. These elements
are mixed in a way that considers the provider’s
own capabilities, as well as the desires and

characteristics of possible client groups, and
the challenges of the larger marketplace.

The third stage is one of implementation.
This stage is concerned primarily with the
process of presenting the service to the client.
It is this stage that demands that a provider’s
entire workforce become involved in marketing
effort. This is a very dynamic step in the
marketing process, characterized by high levels
of client contact and unpredictability. As a
result, considerable flexibility must be incorpo-
rated into this stage.

The fourth stage in the marketing
process is that of ongoing assessment. This stage
represents the research function that is so
critical to marketing success. Though this stage
is characterized here as a “final” stage, it
actually takes place in conjunction with all
three of the other stages. Information is
gathered constantly and is used to guide
ongoing decision making and improve
program offerings. It is an ongoing process of
discovering conditions in the marketplace so
that responses can be planned or altered
accordingly. This discovery may take place
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before an action is taken (in order to assist with
planning) or after the fact (as an evaluative
tool).

As Figure 1.1 suggests, marketing is
essentially a circular activity. Its early stages are
characterized by research hoping to identify
trends and wants. It then attempts to address
these trends and wants. Its final stages strive to
determine how well those trends and wants
have been addressed. This determination sets
the stage for additional planning and imple-
mentation. The process is never complete. It is
an ongoing process of identification, mobiliza-
tion, and evaluation.

Main Points

· Marketing thought and practice have
evolved from dealing with the produc-
tion of goods to the provision of
services and the promotion of ideas.

· The role of the consumer is gaining
prominence in marketing thought.

· All staff members should be considered
part of the marketing team.

· Public sector providers have been slow
to adopt a marketing orientation.

· Though many marketing types are now
being promoted, they all share the same
goal—finding and keeping customers.

· The marketing process is a circular
activity made up of four stages.
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