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Abstract

 Social Marketing of a nonprofit agency can be difficult when the primary customer of the organization is part of a stigmatized segment of the population.  Organizations that serve client groups that are perceived as a threat to society face the dilemma that public awareness of their mission promotes negative marketing.  This paper will address the challenges of developing a viable marketing plan to promote community buy-in for a nonprofit agency that serves people who have a mental illness.    The marketing recommendations will identify positive and negative factors of social marketing and will analyze the best marketing techniques to promote the organization.  Issues of customer relations, funding and community support will be addressed.  Examples will be presented that demonstrates the public’s fear   around the issues of mental illness.  Information gathered from the review of the literature will be used in the development of   a solution oriented marketing recommendations.    
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PRESENTING MENTAL ILLNESS TO THE PUBLIC:  

WHO WILL CARE?
Introduction:

The treatment of people who have a mental illness has evolved from institutionalization in the early 1900’s to the integration of disabled citizens into local communities.  After the community mental health services became the responsibility of state and local authorities.  Communities developed nonprofits with missions to care for and assist people with mental illnesses.  Many mental health nonprofits have grown and developed innovative programs that assist their customers in living productive meaningful lives. 

Nonprofit organizations serve a large number of people who have a mental illness. Serious mental illness is described as a variety of diseases that affect 5-7% of the population in the United States; these figures translate into millions of people (Presidents New Freedom Commission on Mental Health, 2002).  One in every five people in the United States either has, or knows someone who has, a mental illness.  Increased awareness of this problem has resulted in a better understanding of mental illness, but the increase of knowledge has not diminished the social stigma which is prevalent with these disorders.  People who suffer from different types of mental illness are shunned and isolated by others in our society.  According to, Mental Health: A Report of the Surgeons General (1999), stigma is still prevalent in spite of the increased understanding of mental illness.  Stigma is related to the fear of a mentally ill person being violent and this perception is a common belief of the general public.   People who have a mental illness are more likely to be a victim of a violent crime.  Selective media reporting has strengthened the public’s stereotyping by linking violence and mental illness     Stigma is the major cause of people not seeking help for diagnosable mental illnesses.  More than 60% of people who have symptoms of mental illness do not seek treatment (Mental Health:  A Report of the Surgeon General, 1999).

The Stigma surrounding mental illness also surrounds the nonprofits that provide mental health services.  This is demonstrated by the way mental health services are funded by the government and by other funding organizations.  The World Health Organization   estimates that mental illness accounts for 20% of the global burden of disease that exists in the United States but only 6% of health care dollars are allocated to the treatment of mental illness (McMillian, 2003).  The limited funding has prevented   the development of strategies to improve the public image of mental illness and promote support  for the effort to find a cure for these diseases.

As with many social causes the societal sensitivity to the issues of mental illness has not been developed.  Examples of this lack of sensitivity are evident in modern media and marketing.  Examples include:

· Crazy for You Bear—a valentine bear that is dressed in a straight jacket and comes with its own commitment papers.  This bear sold out in less than six weeks of its introduction. (Sutkoski, 2005).
· Numerous movies equate mental illness with violence: The image of the mentally ill has long been subject to the whims of Hollywood producers whose depictions are often inaccurate and stigmatizing.   "Mental illness is one of the few conditions that people and films feel comfortable making fun of,"   "When there is so much misunderstanding, it affects the public's behavior. It can affect the ability of the mentally ill to get housing, jobs, treatment and to have a mainstream life" (Laycock, 2003)  
· Local establishments that are named Looney Bin (Comedy Club), Crazy George’s Carpet Store (Low prices due to poor judgment), and Halloween Haunted House with insane murders.

Negative marketing continues to be a barrier to overcome for nonprofit organizations who serve people who suffer from the disabling symptoms of mental illness.

This paper will develop marketing recommendations for The Breakthrough Club, a nonprofit mental health agency.  The marketing recommendations will take into consideration the existence of stigma and prejudice surrounding the issues of mental illness and develop a plan that will enhance the public awareness of the agency while promoting the social cause of mental illness recovery.   

Breakthrough Club Organization Profile (BTC)
Breakthrough Club is a multifaceted non-profit organization that provides a variety of services to people who live with a disability and exist at or below a poverty level income.  The organization incorporates a Clubhouse Model program that encompasses supported employment, case management and youth service.  BTC has positioned itself as a social and vocational rehabilitation program for persons who have a mental illness.  The Clubhouse Model is based on the belief that a person who has a severe and persistent mental illness can contribute meaningfully to society.  People who have a disabling mental illness join a Clubhouse to become a member of a community.  The mission of each Clubhouse is intended to provide an empowering environment where supportive relationships and opportunities provide the member a place to assume a contributing role.  Robert Jackson (2001) describes how this is accomplished:  “To obtain these objectives, respect and a collaborative spirit are fostered among members and staff with a focus on strengths and competencies, rather than illness.  Shared purpose is the cornerstone of Clubhouse community-building   The Breakthrough Club provides a variety of non-clinical   services which include:  subsidized housing, case-management, pre-vocational activities, supported employment services, supported education, and social programs for youth and adults ages 14 and older.  Originally services were provided by government block grant funds and private donations and grants.  With the new Medicaid fee for service funding, Breakthrough Club was able to expand the scope of its programming.  

BTC is governed by a 16-member diverse board of directors and is managed by an executive director and four department directors.    In seven years the agency’s operating budget grew from $600,000 to $2,800,000 with assets of over $1,500,000.  The change in funding has put the BTC organization in danger of loss of revenue if government policies change or government revenues become scarce.  A more diversified funding formula for the organization is essential.  Figures 1-3 shows how the funding has shifted in the past 6 years.   

       Figure 1. 1998 Funding


               Figure 2.   2000 Funding
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The increase dependence on Medicaid funding has placed the organization in a vulnerable 

position.  Organizations that are dependent on Medicaid are vulnerable to policy and 

regulation changes that impact the core programs of the organization. 



Figure 3.  2002 Funding
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BTC is located in Wichita, the largest city of Kansas.  Wichita is located in the south central part of the state and has an area population of 400,000 people.  There are approximately 1100 nonprofit organizations in the Wichita area.  Of these nonprofits, 600 have paid staff and meet the definition of small businesses.  83% have annual revenues of $1 million or less, another 11% are between $1 million and $5 million and 6% have budget above $5 million.  The combined income of the nonprofits in the greater Wichita area is more than 1.3 billion annually and they own more than 1.8 billion in assets.(Berns,  Jan. 24, 2004)  The nonprofit industry has a significant impact on the local economy.

The Breakthrough Club has a strong tradition of relational marketing.  Past strategies have included private and governmental grant writing, government contracts and two successful capital drives.  When grants became more competitive and government grants funds became less prevalent, a new strategy was developed to expand the funding base.  The organization is considering expanding into new target audience of the general public. Development of a new marketing strategy will be necessary to expand the target audience.. The fundraising and administrative staff has been developing plans for private fundraising and public awareness.. Table 1 shows a S.W.O.T. analysis of the BTC’s present marketing capacities.    
	Strengths    

· Financial stability

· Great reputation in the mental health field

· Clubhouse program which is strengths focused

· Relational marketing approach

· Strong internal communications

· Strong positive organizational culture

· Quarterly newsletter

· Database of supporter, recently updated

· Positive newspaper and television coverage

· Personal connections to channel 8, 12 on TV

· Connection to KRBB and KFDI on Radio

· Maintain communication with local state and

Federal policy makers

· Have support from a small number of large 

Churches.

· Have a video that can be updated

· Good speaker bureau 

· Established Fall event

· Started Fundraising on E-Bay

                      
	Weaknesses
· Out dated video
· Poorly formulated web page

· Minimal media coverage

· No relationships developed with local reporters

· No connections with channels 3,10 & 55
· No connection with Public Radio and other major radio stations
· Limited awareness in the Old Town area.

· Limited connections with area churches

· Limited support from private MH providers.

· Poor awareness by general public

	Opportunity

· BTK media attention

· E-Bay

· ISOPH- TECH partner with connections to Foundations

· Making More Money Model

· New Website

· Employer of the year finalist

· Members stories of recovery

· Staff person with public relations degree

· Visionary ED and board

· TECH project

· Pathways Project

· Employer recognition dinner

· International Center for Clubhouse Development

	Threats

· BTK story
· Mental illness stigma
· Members stories of suicide, poor judgment, etc.
· Funding cuts from Medicaid
· Overextending organizational  vision
into projects that alter the mission of the organization.

· Developing projects that are understaffed and under funded.


Table 1: Breakthrough Club Marketing SWOT Analysis March 2005
Nonprofit Marketing Trends

The nonprofit sector has expanded significantly in the past decade.  Charitable giving has more than doubled between 1992 and 2002 to $240 billion dollars (Strom, 2003).  This phenomenal growth has brought on many changes and new responsibilities for nonprofit organizations.  With the influx of funding to meet specific needs for our society, nonprofit organizations are being called upon to stay focused on their mission and use their resources in an ethical and economic way.   Nonprofits with a social service and/or educational mission have the dual mission to serve those in need and to motivate the public to take action when addressed with pressing social issues.  This call to action is called social marketing.

Social Marketing
In a changing environment the social marketer’s responsibility is to motivate people to modify their behavior surrounding social issues    This paper will address the subject of mental illness and the difficulty of developing a marketing plan that will overcome the public’s fear and discomfort towards people who have a mental illness.  The marketing process begins when a mental health organization interacts with the public to advocate for the people that it serves.   Interactions include working with potential funders, advocating for government policy changes, introducing volunteers into the mental health organization, and finding jobs and housing for people who have a mental illness.  As these interactions occur social exchanges will happen. Development of exchanges that promote a positive interaction is the essence of social marketing; this type of marketing is focused on behavioral changes (Andresen, 2002; Brenkert, 2002).
Social marketing bottom line is behavioral change, it is passionately customer driven, and focuses on creating attractive exchanges.  According to Andresen, (2002) and Andresen & Kotler (2003) social marketing benchmarks include:

· Behavioral change that can be seen and evaluated.

· Utilize research by analyzing the target audience, pretesting interventions before they are implemented and develop monitors for interventions before they are implemented.

· Careful segmentation of target audience to ensure maximum efficiency.

· Creating attractive and motivational exchanges with target audiences.

· Creates attractive benefit packages by making exchanges easy 

·  Communicate powerful messages through a variety of media.

· Be aware of competition.

Several authors discuss the benefits of social marketing (Andresen, 2002; Andresen & Kotler, 2003; Brenkert, 2002; Social Marketing Institute, 2005).  The following points highlight the author’s discussion.

· Customer driven, the target audience plays a major role in the development and planning of the program.

· All programs will be focused on behavior change,

· Interventions will be tailored to different subgroups of the target audiences, this ensures efficient use of limited resources.  Targeting an audience will speak to the special needs and interests of different subgroups.

Social marketing uses many of the principles and techniques of traditional marketing plans.  The use of the basic marketing concepts that focus on the product, price, place, and promotion can facilitate nonprofit organizations in the reduction of the cost of their product, enhance the awareness of services and increase service accessibility (Andresen & Kotler, 2003).  This marketing approach is customer focused and relies on developing connections with potential customers.  Understanding the perspective of the target audience increases the chances of being able to influence this group.  Action will occur when a target audience believes that the benefits that they receive are greater than the cost that they occur (Social Marketing Institute, 2005).  The focus on customers as an essential part of social marketing is called the customer centered approach

Customer Centered Approach

Social marketing is fanatically customer driven and so is the Breakthrough Club organization.  Social marketing incorporates customers’ views and opinions in the planning and implementation of the marketing process; it is committed to following the desires of the target audience or customers (Andresen, 2002).  To analyze whether the Breakthrough Club has a customer centered approach, the following characteristics mentioned by Gonzalez, Vijande, Casielles, (2001) must be considered..

· The organizational planning and analysis begins and ends with the customer.

· Market studies are a basic tool for generating knowledge.

· Practice market segmentation.

· Competition can be identified by needs, desires and demands of the customer.

· Use a variety of marketing tools that go beyond the use of communication.

The first step is to define who the customer is, then assess the customer’s needs and design programs to meet these needs.  The last step is to measure the customer’s satisfaction with the program and use the results to fine tune the program.  At Breakthrough Club customers are involved in this process.  This is done through large organizational meetings and in small focus groups.  The needs, desires and demands of members and staff are always a part of any organizational planning and in the implementation of programs.  Customers are encouraged to be a part of the analysis and the implementation of program goals to ensure quality services.     Results of program evaluation are provided to the interested stakeholders. This allows the Breakthrough Club organization to continually adjust its services to meet the needs of its customers; Hoffman (2002) states it essential to the organizations survival and support to continually adjust programs to satisfy customer needs.

Identification of Customers

The Breakthrough Club has been in existence for 17 years.  For much of this time the organization’s marketing has focused on five groups of customers: 

1. The primary customer, people with mental illnesses 

2. Staff  

3. Board of Directors

4. Mental health providers,  referrals sources 

5. Granting organizations, both public and private.  

The primary customer’s profile consists of the following characteristics:

· Has a disabling mental illness that can be diagnosed by a qualified mental health professional.
· Male or female

· Teen, young adults and adults

· Diverse ethnic backgrounds

· Diverse socio-economic backgrounds
The primary customer is drawn closer to the Breakthrough Club to receive help with issues of employment, education, health, housing, money management, social interaction, food, recreation, and acceptance.

Common secondary constituency for nonprofit organizations include the board of director, staff, volunteer committees, special friends of the organization, policy makers, government agencies, media, competitors, suppliers and financial contributors.  These groups include anyone who can influence or be influenced by the nonprofit organization. Each market is cultivated by the nonprofit for its own specific reason (Hoffman, 2002).  Presently at the Breakthrough Club the secondary customers that were acknowledged and cultivated were the staff, board of directors, other mental health agencies and granting organization.  Each group is a segment of the total BTC target audience.

The BTC staff consists of a diverse group of people who share a passion for helping people who are underserved and unappreciated.  Most of the staff is educated with a minimum of a bachelor’s degree.  The staff values a working environment that gives staff the authority to creatively make decisions about how work is accomplished.   The staff’s main role is to work with members (primary customers) as colleagues.  The goal is to assist members in developing new work skills and acquiring competitive jobs in the community.  Members and staff working together empower the BTC community to accomplish organizational goals.  

Breakthrough Club is managed by a 16-member diverse board of directors.  The board members are recruited for their unique gifts that they can offer the organization.  Board members are professional individuals who value volunteer work and want to influence the direction of the BTC organization.  Collaboration has been a key to the BTC success.  As an affiliate of the county department of mental health (COMCARE), BTC has a long history of collaboration to meet the needs of its membership.  From collaborating with COMCARE to insure a member’s physical and mental health needs are being met to collaborate with other social service agencies, land lords, food banks and shelters to insure that a members physical needs are being met.  BTC has worked hard with these other agencies and resources to help members live fulfilling and productive lives.

The BTC has developed a system that has blended the needs of the primary customer with the needs of the secondary customers.  Gonzalez, Vijande, Casielles (2001) state that the resource donors and the beneficiaries of the service needs should be combined and used to establish the focus of future programming. The challenge is to expand the groups of secondary customers to promote the social cause of greater acceptance for people who have a mental illness.  To expand the awareness of the plight of individuals who have a mental illness, an expanded target audience needs to be developed.  The tough question to consider is how to expose the public to a mental health population without generating negative public perceptions.  The remainder of this paper will develop information that tries to answer this question.

Expanding into New Customer Markets

Customer research is very important, especially with the limited resources that nonprofit can put towards promotion.  Market research cannot be seen as a one time snapshot of the customer base; it requires continuous and consistent analysis of multiple paths of opportunity (Hanson, 2000).  An important research tool is that of segmenting the customer audience.  Long term growth may require increasing access to new markets.  Many times these markets are poorly designed (Greengrove, 2002).  To better define the potential market we must look at how the customers are different.  Segmenting is the view that not all customers are the same.  Greengrove (2002) discusses two different kinds of segmenting, they are, need based and characteristic based segmenting.  The need base segmenting looks at what the end users wants and needs.  This type of segmenting assists with the development and branding of products.  In the mental health field program developers consider the needs of the individual who has a mental illness, their family’s needs and their care givers needs.  Policy makers try to balance the needs of the mentally ill population with the needs of society.  The balance between service provisions and cost to tax payers is one issue that is continually being balanced.  Customer needs can vary from limited interaction with mental health professionals to a wrap around services for an individual who is very disabled.

The characteristic based segmenting focuses on the attitudes and behaviors of a targeted audience.  This type of segmenting would be helpful when analyzing which customers should be targeted and how they can be contacted (Greengrove, 2002).  The character bases segmenting is a more tactical process and is developed after needs have been accessed.  The BTC has done an efficient job of developing an analysis of needs and characteristics for the primary customer and the care giver audience. It has not developed a complete analysis of the needs and characteristics of family members.  The development of audience needs for the general public has not been developed and the characteristic analysis of a wider customer base has not been investigated.  

New investigations into new and existing markets can be exciting and other times disheartening.  Sometimes research findings can be threatening to an organization.  Research can demonstrate where changes need to be made in promotion of the organization.  This could generate expansion into other services or the phasing out of programs that are not being effectively used. Subgroups of the nonprofit organization may become threatened and want the research to be ignored or altered (Hanson, 2000).  Nonprofit leadership must have open communication about research results to diminish fears associated with change.  Existing customers of an organization must be included in research and its outcome to heighten awareness of needs and assist with the development of new programs to meet those needs.  The expansion into new customer markets must be connected to the presentation of the quality services that the nonprofit organization delivers.   The product that a nonprofit delivers must have an identity, this identity is called a brand.
Products and Branding

Marketing in a nonprofit organization is difficult because it is difficult to quantify the nonprofit’s product (Hanson, 2000).  When a nonprofit organization establishes the services that they provide, they can link it to their corporate identity; this is called a brand.  An organization’s greatest asset is its brand (Andreasen & Kotler, 2003).  When considering a brand the organization should ask, “What is it that I can do better than anyone else?”  When this question has an answer, the nonprofit that is the first to highlight its service has an opportunity to establish a service identity or brand.   Great brands were not invented overnight; they were developed over time (Nissin, 2003).    It is easier to identify an organization’s future branding goal than to look back and define the present branding perception.  Once a branding goal is made it takes a lot of planning and constant execution to achieve the branding goal. Branding must be an element of the whole organization.  Nissin (2003) states that a successful branding plan requires commitment from the top leadership to the front line staff.  An internal campaign to inform, educate, and encourage an organizational buy-in is vital to the branding plan.  A lot of organizational time and energy is needed to keep employees of a nonprofit focused on the product that the organization is trying to deliver to its customers.  It is also difficult to get nonprofit employees to think of the services that they provide as a product that can have a branding identity.  The development of the marketing strategic plan must have some goals that focus on corporate pride.  The customers of the organization must be taught to realize that they are providing an excellent service and they have the right to be proud of their service provision and customer outcomes.  The satisfaction that they receive from being part of the corporate identity can be enhanced by establishing a brand that pulls the organization together.
The Breakthrough Club organization has a good start in the branding process.  There is a strong organizational culture that is very proud of the mental health services that it provides.  The BTC staff was surveyed by an independent survey company and is one of the finalists for the “Best Place to Work in Wichita”.  This type of employee pride in the organization demonstrates the willingness of the organization to promote the products of the company.  The BTC has done limited branding of its product through its membership and certification by the International Center for Clubhouse Development.  The organization’s product of quality mental health supports are known throughout the Kansas mental health system.  Where the branding has not been developed is with the general public.  Mental health services in general are not noticeable to the general public.  Very little time or money has been spent to advertise BTC’s services outside of the established customer based.  The lack of awareness by the general public inhibits the organization’s growth in areas of finding new primary customers, new staff, and a new board of directors, and in finding new financial support.   

Fundraising

Many nonprofit organizational budgets do not provide funding for advertising and public relations activities.  Small to medium size nonprofits, in the social service market, see allocation of advertising dollars as a reduction of funding for direct services to customers.  The reality is that without community awareness of a nonprofit organization’s purpose   there is little motivation to financially support it. Successful fundraising is based on fundamental marketing principle which includes a mutual exchange between donor and the NP organization (Hoffman, 1992).  Social marketing can be part of a fundraising campaign.  People who become involved in the issues of a social problem (mental illness) are prime candidates for becoming contributors to the organization (Hoffman, 1992).

The Breakthrough Club has been successful in several methods of fundraising.  All customer interaction is very relational; this is true when working with people who have a mental illness or people who are interested in the organization to provide financial support. Relationship marketing focuses on long term relationships where the targeted customer is encouraged to stay engaged with the marketer, over a long period of time (Andreasen & Kotler 2003).  Relationship marketing is a nature way of marketing for the Breakthrough Club; it is a way to extend the focus of social caring to all of its customers.
 The BTC organization demonstrates fundraising strengths in the area of capital campaigns. The Breakthrough Club has accumulated $1 million dollars in building and

equipment assets without borrowing money.   A great part of the success of the capital campaign  
is anchoring it with a large gift from a local foundation or corporation.  This was accomplished through private grant writing.  Additional support was developed through the contributions from board members and their friends.  
The BTC organization has a strong background in grant and contract acquisitions.  Approximately 95% of the organization’s income is generated through contracts and grants.  A major goal has been to decrease the budget dependence on Medicaid.  In the last two years grant income has increased from 12% to 30% of the total budget,  private donations have remained the same, and Medicaid income has decreased from 85% to 66%.  This is during a time when the total budget has increased by 40%. The fact that private donations have not increased for the BTC organization is a sign that attention has not been given to this part of the funding formula. Grant acquisition will continue to be an important element in the BTC’s fundraising strategy, however developing a plan to increase private donation is essential.

Donations
 A weakness in the nonprofit world is that little attention is spent on gathering and analyzing the elements of the nonprofit market.  According to Gonzalez, Vijande & Casielles, (2001) it is important to have information on the needs, wants, and desires of present and future donors.   A donor must be made to see the benefits that will be generated in their long term collaboration with the NP organization.  (Gonzalez, Vijande, Casielles, 2001; Peltier, Schibrowsky, Schultz, 2002).  Two studies of donor giving provide some insight into the mystery of giving.

In a study by Peltier, Schibrowsky, Schultz (2002) the three factors that indicated the donation level of alumni contributors are: 1. The alumni’s perceived quality of the university. 2.  The priority the alumnus puts on donating to the university. 3.  The priority the alumnus puts on donating to a particular university. The authors generalize these concepts to general donor behavior by considering the following questions.   

1. Do others need and deserve help?

2. Does providing help afford multiple benefit opportunities? 

3. Am I (the donor) responsible to help?

If the potential donor’s answer is yes to these three questions, the probability increases that a donation will be given to the targeted organization. 

A second example of finding a formula for donor motivation is through the “Raising More Money” RMM model by Axelrod (2003).  Andreasen & Kotler (2003) would describe the RMM model as a relationship model that has a strong emphasis on prospecting, communicating and presenting activities to potential contributors.  The goals of implementing a relational model include:

· Building relationships with people who are interested in the organization and its mission.

· To persuade a new customer to become involved with the activities of the organization.

· Building trust in the reputation and viability of the organization.  
· Demonstrate financial accountability for the use of funding provided to the organization.

· Prepare targeted customers to make an annual donation to the organization.

The first study of alumni and the second model developed by Axelrod (2003) demonstrate   aspects that influence donor giving.  This information is helpful when developing a plan to increase private donations.


Another avenue of generating private donations is through the social event. Many nonprofits develop an annual event that generates money through the sell of tickets and other products.  Events are staff intensive and can be expensive to plan and deliver.  When developing event infrastructure, be sure to recruit twice as many volunteers as needed.  A fundraising event should outline all the financial costs when figuring the net income of the event. Events will generate more resources if they are subsidized by corporate sponsors.  Allow sufficient time to cultivate corporate sponsors.  Be aware of what they are interested in and what areas of the nonprofit organization corresponds with the corporations interests. (Hoffman, 1992).  Since 2003 the BTC has had an annual masquerade ball in the fall. The first year had 250 in attendance and last year’s attendance was almost 300 people.  It has been difficult to cultivate corporate sponsors for the reason that most companies do not relate to issues of mental illness.  New strategies to develop other promotional themes need to be developed to make the corporate connection.  A new event is successful if it breaks even in the first two years of its existence.  A good success indicator of an event is when contributors anticipate the event to occur on an annual base (Hoffman, 1992).

Internet marketing is the newest technique for generating donor contributions.  It is becoming an important tool in reaching donors efficiently.  A Chronicle of Philanthropy survey found that 126 large nonprofits raised a total of $96 million on line in 2001 (Bradely, Jansen, Silverman, 2003).  This approach is not very relational in a person to person connection but is a fast growing means of communication that provides a visual approach to promoting a nonprofit’s mission and vision. The internet has the potential to expose the nonprofit’s social marketing to millions of people.  The Breakthrough Club is in the process of developing an interactive website that can reach out to established customers, plus have the potential to draw in new groups of people.  The internet site will be a good marketing tool for the younger customer.  The BTC fundraising team has begun to place items on E-bay for sale.  This provides the venue to sell donated and consignment items on-line.  This is a new and creative revenue stream that reaches a large audience.  There is a specialized area of E-Bay that is called Mission Fish which assists the nonprofit to put up information about the organization so the buyer can see how their purchase will benefit the social cause of the nonprofit organization.  Nonprofits can save money by raising money in a more efficient manner. Additional saving can come from streamlining and restructuring the way they provide services and by reducing administrative costs (Bradely, Jansen, Silverman, 2003).  New tools such as the internet can provide a more efficient way to do social marketing and fundraising.

Ethical behavior guidelines are important to establish when nonprofits are starting to develop and implement giving campaigns.  The Direct Marketing Association: Nonprofit Federation (2005) suggests that information displayed in giving campaigns must state facts which are clear, honest and verifiable.  Solicitation activates must be accurate and consistent and avoid confusion.   Solicitations should be tasteful and testimonials must be valid.  Financial information must be available upon request.  Nonprofits that handles private donations must develop appropriate safeguards to ensure that money is being handled with standard accounting practices.  Contributions are a reflection of the contributors trust in the organization and should be respected and delegated to predetermined expense accounts. 

Conclusions

Developing a strategic plan to organize a marketing approach is the first step that the BTC organization needs to undertake.  One of the major problems in a nonprofit organization is there may not be agreement on the priority of a marketing strategic plan.   According to Andreasen & Kotler (2003) the nonprofit struggles with two organizational cultures that are in conflict with each other.  The first is the service culture that encompasses the mission and passion of the organization. Employee attitudes towards marketing do not generate the same passion that the mission of the organization generates.  Some people see marketing as a competitor of the organizational mission (Hanson, 2000). The second is the corporate culture that emphasizes meeting the goals and objectives of the organization in an efficient manner.  As a nonprofit organization grows in size and scope the conflict between the two cultures can cause internal friction that can greatly weaken an organization. Many nonprofits defend a rigid position of internal focus by rationalizing that they are mission driven rather than market driven (Hanson, 2000).  The nonprofit has to develop a system of strategies that help nurture both the social service culture and the corporate culture. Figure 2 demonstrates a value-centered design used by McMullin (2003) that is used for the crafting of web design.  

Figure 4: Value Centered Design
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The value centered design fits the method of strategic planning that needs to happen when nonprofits are merging business/marketing goals with individual/program goals.  The goals will have the most cultural buy-in when there is a value center in the overlapping goal structure.  In this model the offering = the product/service and the delivery = the social interchange.  This model can also be helpful when considering marketing around the stigma of mental illness.     The business goals can be replaced by the general public’s goals and the individual goals are replaced by the goals of a nonprofit.   The intersection of the goals at the value center between these two groups will produce the best social marketing options.  In this model the offering = the product/service that each group could offer and the delivery = positive social interchange.

The analysis of the complex decision making which occurs when developing and implementing a strategic market plan begins by looking at internal and external environment of the nonprofit organization.  The internal environment is made up of the organizational culture, the mission, and its strengths and weaknesses. The external environment consists of resource donors (Gonzalez, Vijande, Casielles, R., 2001).  When considering the external culture it is important to look at the sociological strategies of societal change.  According to Andreasen (2002) three societal levels that strategies can make dramatic changes are:

·  .Individuals must behave differently for social change to occur

·  The community is the major player in social change.  The motivation for change comes through social norms, interpersonal exchanges and local leadership.  

· Structural societal change is the motivator for change.  Laws and enforcement are good motivators for change.  The media, social advocacy and policy change provides the energy for social change.

Incorporating sociological concepts into strategic planning will give direction to the goal development and help calculate effective action steps. Accessing the structure and services of other nonprofits will help identify community needs that are not being met (Gonzalez, Vijande, Casielles, R., 2001).
Mental Health Case Example

The opportunity to advertise mediation to the general public is a good example on how pharmaceuticals developed a strategic plan to expand their markets and increase the sales of their products. Commodifying mental illness occurred as the pharmaceutical companies and psychiatric industry combined to successfully advertise and sell psychotropic medication (Rubin, 2004).  Several pharmaceutical companies developed some of the following strategies to assist the general public to acknowledge painful emotional discomfort and react to it by purchasing their product. 

· Pfizer’s promotion of antidepressants by featuring a despondent egg that is transformed by a close encounter with Zoloft.

· Blurred the boundaries of temporary emotional discomfort with mental illness.

· Capitalized on societal archetypes like weary housewives, struggling bread winning husbands, lonely senior citizens, irritable out of control children with emotional problems.

· Segmented commercials to target audience by age, gender, workers, and homebodies.

· Used marketing techniques such as repetition, emotional evocation, simplification, and bold factual statements both explicit and implicit.

· Promoted well being by marginalization (replace the physician with the drug) and decontextualization (medication helps recovery from tragedies like Sept 11)..

· Increased spending on promotions and advertising, including TV and radio ads, magazine, newspapers, billboards, public transportation kiosks, and the internet.

· Use of promotional materials that are given away with the name of the medication and pharmaceutical companies, items such as coffee mugs, microwave popcorn, pens, sponge-ball brains, and tissues.

Billions of dollars have been spent annually on prescriptions over the last several years.  Those designed to combat the discomfort of emotional pain and disorders consistently rank in the top ten being sold.  Americans spent $10.4 billion in 2000-2001 on 4 major antidepressants (Rubin, 2004).  There are many critics to how the pharmaceutical companies have over-marketed and overmedicated the United States public.  But this example demonstrates that with enough money and using many of the marketing concepts mentioned in this paper, the issue of mental illness can be addressed and changes to the public’s behavior will occur.    The pharmaceutical example alludes to how excessive marketing can be unethical; Hanson (2000) states a marketing budget should not overshadow the core program functions of an organization.  In the nonprofit world the marketing strategy must address the core mission of the organization and it also must address the need of short and long term financial health of the organization.
Recommendations
The six steps to planning a marketing campaign that are mentioned in Andreasen & Kotler (2003) are:  listening, planning, pretesting, launching, monitoring, and recycling. All of these components are directly related to the customer and how the customer perceives the service that is being sold.  Another way to look at the planning process is define your goals, determine your desired results and create distinct approaches for different target groups (Gottlieb, 2002).  This is a challenge that the Breakthrough Club organization should undertake. To accomplish this challenge the following recommendations should be considered.

1.  Cultivate and maintain the existing customer groups.

Members: Continue to promote mental health recovery. Evaluate programs and outcomes on a regular basis and survey primary customers on a regular basis.    The nonprofit marketing plan must sell the concept of hope along with the services that they want their customers to buy.  Constant monitoring of the customers reaction to the nonprofit’s service is needed to keep up with the market demands.

Staff:  Cultivating staff to be savvy managers who will help the organization save money by using assets effectively. (Bradely, Jansen, Silverman, 2003; Gonzalez, Vijande & Casielles, 2001)   Employees of the Breakthrough Club organization must learn to think beyond the scope of the daily needs of the primary customer and learn to communicate with a greater number of stakeholders that impact the organization. According to Gonzalez, Vijande & Casielles, (2001, p. 58) nonprofits need to maintain a higher number of relationships with a variety of targeted secondary customers.  Managers must split their focus from the primary customer and spend time fostering better relationships with private and public donors.

Funders:  Nurture existing contributors and being aware of their evolving interests strengthens the positive interaction between the funder and the nonprofit. Collaborate with local organizations that missions are similar to the Breakthrough Club’s and consider shared service arrangements or consolidate back office functions in ways that will not confuse the organization’s identities (Bradely, Jansen, Silverman, 2003).  Develop joint grant requests that use funding efficiently. 
Policy Makers:  Educating local, state, and federal legislators will perform some of the objectives stated in the President’s New Freedom Commission on Mental Health Report.  It will also provide BTC with up to date policy changes that are on the horizon.
2.  Get organized and develop marketing goals and objectives. 
 Develop a goal map using three categories:  Financial, Customer and Internal Process.  Develop measurable objectives for each goal area.  
3.  Research and identify new customer groups to be targeted.  

When Breakthrough develops a market brand and develops advertisement it will be important to know which audiences would be the best to market.  Audience identification will also help BTC develop efficient marketing tools for the target audience.

4.  Develop a greater public awareness of the Breakthrough Club’s programs

   Media:  According to Cravens (2000) the most common question asked on a nonprofit internet site is “How do I get the press to write about my organization?”  Nonprofits want and need free recognition in the newspaper, TV, and radio outlets.  Craven (2000) suggests that a nonprofit becomes organized in their marketing strategies before contacting any media outlet.  She suggests the following steps before making a media contact:

· Have a concise mission statement available.  Be able to articulate the mission statement.

· Research a variety of media outlets including contacts.  Learn to use the media wisely and do not send material to all outlets all the time.

· Have a media contact person in the nonprofit organization and be sure that the staff and board of directors know who this person is. 

· Develop positive and honest relationships with the media contact people.

· Evaluate your efforts every few months.  Keep track of you successes and failures; learn from both of these experiences.
Develop relationships with local media to promote donated and low cost airtime for organizational and mental illness awareness.  Develop grants that provide financial support for mental illness awareness coverage. Continue to use printed and internet media to promote the Breakthrough Club organization. 
Speaker Bureau:  Strengthen the relational marketing by using primary consumers stories about recovery.  Engage employees to present educational and mental illness awareness material to organizations in the Wichita community.  

Internet:  Utilize and continually update new websites to develop new customer interest.  Increase usage of E-Bay sales to increase revenues and increase public awareness.
5.  Get connected with marketing consultants and volunteers who will assist the BTC organization with a marketing plan. 

More private sector marketers are starting to apply their professional skills to social problems.  Information is being shared on the internet.  Have a staff person assigned to the Social Marketing List serve at: listproc.georgetown.edu  (Andreasen, 2002).  Develop a public relations advisory group.
5.  Go to training and implement the “Raising More Money” model.  Advocate to the board the need for training to become better relational fundraisers.  Implement a tested model of fundraising that fits the clubhouse culture and it is affordable to put into operation.
References

Andreasen, A. (2002).  Marketing social marketing in the social change market.  Journal 
of Public Policy and Marketing, 21(1), 3-14. 
 

Andreasen, A., Kotler, P. (2003). Strategic Marketing for nonprofit organizations. 6 ed.).


New Delhi:  Prentice-Hall of India.   

Axelrod, T. (2002).  Raising more money: the point of entry handbook.  Seattle,

 Washington:  Raising More Money Publications.   

Berns, P. (2004) Speech presented to the Nonprofit Chamber of Service of Sedgwick 

County: Annual Meeting. .

Bradely, B., Jansen, P., Silverman, L. (2003). The nonprofit sector’s $100 billion 

opportunity. Harvard business review, 81(5).  

Cohen, R. (2002). Corporate giving: de-cloaking stealth philanthropy. Community Ties 

An e-newsletter from Planned Legacy.  Retrieved Jan. 21, 2005 from:

http://www.plannedlegacy.com/newsletter/10_02/corporate_giving.html 

 Cravens, J. (2000). Basic press outreach for not-for-profit and public sector organizations. 

Coyote Communications Technology Tip Sheet. Retrieved March 18, 2004, from:

 http://www.CoyoteCommunications.com.html
DMA Nonprofit Federation (2005).  Summary of ethical guidelines for fundraising and other 

communications. Retrieved Jan. 8, 2005, form:  http://www.the-dma.org 

Greengrove, K. (2002). Needs-based segmentation:principle and practice.  International

Journal of Market Researc, 44(4), 405-421.

Gonzalez, L., Vijande, M., Casielles, R. (2001). The market orientation concept in the 

private nonprofit organization domain. International Journal of Nonprofit and 

Voluntary Sector Marketing, 7(1), 55-67. 
Gottlieb, H. (2002). Your nonprofit is not a business so why do your marketing like one?  


Help 4 Nonprofits& Tribes Institute, Retrieved Jan. 3 2005 from:

http://www.help4nonprofits.com/NP_Mktg_NotBusiness_Article.htm   

Hansen, J. (2000). Breaking the cycle of marketing disinvestment:  using market research 

to build organizational alliances.  International Journal of Nonprofit and 

Voluntary Sector Marketing, 6(1), 33-48.   

Hoffmann, B. (2002).  Marketing for charitable nonprofit organizations. ARCH Fact 

Sheet7. Retrieved Jan. 10, 2005 from http://www.archrespite.org/archfs7.htm 

Hoffmann, B. (1992).  Some general principles of charitable nonprofit fundraising.

ARCH Fact Sheet6. Retrieved Jan. 21, 2005 from 

http://www.archrespite.org/archfs6.htm  ,  

Jackson, R. L. (2001). The clubhouse model: empowering applications of theory to 


generalist practice. Stanford, CT: Thomson Learning.   
Laycock, A. (2000). BYU professor debunks mental illness myths in movies, books. 


The Big Picture: helping families put media into perspective.  Retrieved Feb.

 20, 2005 from:  http://www.gradingthemovies.com/html/parent_alerts/bp_byuprofmentalillness.shtml 

McMillian, I. (2003, July).  For a few dollars more.  Mental Health Practice, 6(10).
McMullin, J. (2003).  Searching for the center of design.  Retrieved on March 8, 2005 from: 


http://www.baxesandarrows.com//archives/searching_for_the_center_of_design.php
Mental health: a report of the surgeon general.  (1999).  U.S Department of Health and 

Human Services, Substance Abuse and Mental Health Services Administration,  

Center for Mental Health Services, National Institute of Health, National Institute of Mental Health.  Rockville, MD 
Nissin, B. (2003)  Nonprofit branding:  Unveiling the essential.  Concept Marketing 

Group, The Market Resource.  Retrieved Jan. 16, 2004 from:  

http://www.marketingsource.com/articles/view/1647   
Presidents New Freedom Commission on Mental Health Report. (n.d ) Retrieved on 

August 25, 2004 from http//www.mentalhealthcommission.gov/reports/Fullreport.htm

Peltier, J., Schibrowsky, J., Schultz, D. (2002).  Leveraging customer information
to 

develop sequential communication strategies: a case study of charitable-giving 

behavior.  Journal of Advertising Research,42(4), 23-42. Outline I. B-2
Rubin, L. (2004).  Merchandising madness: pills, promises, and better living through 

chemistry. The Journal of Popular Culture, 38(2), p.369-383.

Sutkoski, M. (2005, Feb. 18). Teddy bear president quits hospital board. Burlington

Free Press.  Retrieved March 9, 2005 from:  http://www.burlingtonfreepress.com/specialnews/crazy/ 
Social Marketing Institute:  http://www.social-marketing.org/sm.html 
Strom, S. (2003 Nov. 17).  New equation for charities: more money less oversight. New


York times.

PAGE  

