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ABSTRACT 8 

There are critics who argue that marketing processes when 

applied to the practice of architecture encourage architects to 

compromise design excellence by giving into clients desires and 

discarding architectural values. But there are also supporters who 

see marketing as a process by which better buildings are generated 

and clients are subsequently more satisfied with the product, as well 

as the service. Marketing is a management tool. It was developed to 

help organizations respond to the forces that affect business 

operations. Nearly 30 years after the introduction of marketing 

concept few architecture firms fully understand the benefits 

marketing can afford the profession. This paper is intended to 

identify the complexities and uniqueness of marketing architectural 

services. The goal is to generate an understanding of what 

marketing is, what it is not, and how it applies to the practice of 

architecture. 



INTRODUCTION 9 

Contemporary architecture appears to suffer from a gap between 

two seemingly disparate elements. These elements are architectural 

design and architectural practice. This disparity is not unlike the 

conflict inherent in architectural design itself, that is, between art 

and science and which should prevail in the design of buildings and 

spaces. Architects have traditionally favored themselves as artists of 

sorts artists who create inhabitable spaces with specific uses or 

functions. However, because constructing these spaces requires 

certain mathematical and technical knowledge, architects are also 

seen as scientists. Typically dictionary definition of architecture 

might read similar to this from Websters: The art and science of 

designing and constructing buildings. Architects are required then 

by definition, to have both scientific and artistic expertise. 

To deal with the two domains requires different 
types of knowledge and skill. The two domains 
also are ruled by very different principles for 
evaluating projects. Judgments of the artistic 
qualities demand a sensitivity to form, shape and 
color- having a good eye. The pragmatics of 
building function involve an interest in comfort, 
convenience of use, and building costs. There 
are continuing questions about which of the two 
should be made the central emphasis of the 
service the architect provides (Gutman, 1990). 

With the advent of competition among architects came yet another 

necessary area of knowledge, this area is business practice. Business 

aspects allow architects to organize their offices, locate potential 
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clients, secure commissions, charge fees for work performed, pay 

employees and pay taxes. The same dichotomy that exists between 

art and science is now also evident between architectural design and 

architectural business practices. Interestingly, this split between 

these aspects of the profession is perpetuated by the architectural 

education system. Very few architecture programs attempt to 

graduate students with a reasonable understanding of the business of 

architecture and its practice. M. Gordon Brown, architecture 

professor at the University of Colorado at Denver presented the 

following thoughts to the 1989 ACSA special focus session on law and 

practice in architecture: 

Architectural education is losing its direction. 
Traditionally, education in architecture prepared 
students for careers in practicing architecture. 
From about the 1960s on, however, schools of 
architecture have been shifting inexorably away 
from this role (Brown, ACSA). 

Mr. Brown goes on to explain that architecture schools are not 

teaching students the skills for working in teams, but rather 

perpetuate the image of the designer as a 'solitary genius'. Schools, 

he maintains, are also remiss in presenting students with realistic 

design problems, but instead emphasize the development of 

unprecedented, monumental, ego-centric design solutions, which 

account for a very small portion of real architectural practice. 

In a paper presented to the Law and Practice in Architecture 

group at the same ACSA meeting, Robert Gutman, a professor at both 

Princeton and Rutgers University, defined architecture as "the 
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subject that is concerned with the institutional procedures through 

which architectural ideas and concepts are transformed into built 

form (Gutman). Gutman further explains that this very broad 

definition of architecture is intended to help the profession 

overcome the 'micro-definitions' that have lead to the rapid 

degradation of our built environment. That is to say that no existing 

definition allows for the architect to overcome the many influences 

on architecture that create problems and diffuse the initial purpose 

of the discipline. The reason for this is that a contradiction exists 

between the creation of architecture and the business of 

architecture. This contradiction is manifested in the differences 

between the rationality of sound business practices and the intuition 

and sensitivity of design. There is. however, one business practice 

that seeks to bridge the gap. This practice is 'Marketing.' 

MARKETING ORIENTATION 

MARKETING PRODUCTION MARKETING 

research current 
end potential 
customer wants 

create and 
deliver customer 
satisfaction 

Figure A 
Sales Orientation relies on selling, while Marketing focuses on market needs 

(Source: Schoell) 
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The 'marketing concept' emerged in the 1950's when 

manufacturers and producers recognized the advantage of the close 

customer contact and consumer satisfaction. Until this time, 

production and selling had been the focus of manufacturers. 

Manufacturers were production oriented, they relied on a sales force 

to sell their production. Slowly, manufacturers and producers began 

to credit the success of their sales efforts to the relationships they 

were able to establish with customers. Because of this, they turned 

away from a sales orientation and began to focus more rigorously on 

potential customers wants; this was the beginning of the marketing 

orientation. (See Fig. A) Products were manufactured that the 

customers had expressed a desire to buy. The marketing concept 

that resulted from this new thinking is defined as: 

A philosophy that advocates that a business 
organization exists to satisfy targeted 
consumers wants, approaches decision making 
from a systems view of management, all with 
a satisfactory return on the owners investment 
in the firm (Schoell). 

A conflict exists within the architectural profession concerning 

the value of marketing relevant to the architectural profession. Some 

believe architecture has suffered because of increased marketing, 

while supporters concur that marketing is the reality of 

contemporary architectural practice and that the the architect has 

benefited from this management tool. David Greusel, who argues 

against marketing in an article published in Architectural Record, 

states: 



The essence of marketing is as a management 1 3 
philosophy can best be expressed by the 
popular creed of consumerism: Give the 
customer what he wants. This creed is 
highly desirable for a company that wants 
to make a fair profit on the sale of a product. 
The question that architects must ask, however, 
is what's good for General Motors also good for a 
professional design practice (Greusel)? 

Greusel goes further to explain that the purpose of marketing is not 

to create good architecture but only to accommodate the client and 

his desires. As a result, Greusel believes that architects are not 

making the proper evaluations of project appropriateness and 

desirability, but instead discard their values in exchange for the 

clients'. The conflict arises from weak definitions of marketing and 

it's intended application in the profession. Critics of marketing tend 

to over emphasize client satisfaction and do not recognize 

marketings attempt to satisfy organizational goals and objectives as 

well. Greusel does make a valid observation of the danger of 

marketing if its' purpose is misguided or misunderstood and 

architects inadvertently ignore their professional duties. 

The architect is not absolved, even though he 
may think so of responsibility for the esthetic, 
moral, social or professional consequences of 
his work (Greusel). 

Marketing, however, is not intended to meet only the needs of 

the client, but is also oriented towards the goals and philosophy of 

the firm. Support for architectural marketing is expressed by Martin 

McElroy in an article published in Architectural Record. McElroy 
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writes that marketing not only provides the architectural profession 

with the opportunity to identify and generate more building 

opportunities, but that these opportunities, because of the marketing 

process should lead to better buildings as well. By allowing 

architects to carefully consider their design values and architectural 

philosophy, and to select those projects they can best serve, 

marketing creates a better suited union between architect and client. 

Architects are no longer obligated to accept any and every 

commission available, marketing, instead, provides a process by 

which clients and architects can engage in a stronger mutually 

beneficial relationship. Misinterpretation of these intentions can 

lead to a deterioration of architectural ethics, values and design 

integrity. If properly managed and implemented, however, 

marketing can join the two incongruous elements, design and 

practice, and direct each toward a single path. 

To better understand this discussion a straightforward definition 

of marketing is required. Therefore, marketing is defined as: 

The activities of individuals and organizations 
seeking to satisfy human wants by facilitating 
exchange of goods or services for monetary or 
other compensation (Schoell). 

This should not be confused with selling which is defined: 

The personal, oral presentation of products or 
services to prospective clients for the purpose 
of making sales (Jones, 7). 

The difference, then, between marketing and selling is that 

marketing is an analytical process that helps to determine the 
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services that will best satisfy both the needs of customers and 

producers, while selling relies on persuasion to convince clients that 

the services offered, and the manner in which they are offered will 

satisfy their needs. There is also a danger in misusing the selling 

function in architectural practice. Selling, as it occurs in 

architectural interviews and presentations, must be an honest, 

credible and competent representation of the firm, its' qualifications, 

its strengths, as well as, weaknesses, and the quality of its' service 

and design. Weld Coxe, in his book, Marketing Architectural and 

Engineering Services, states that selling and marketing are both 

relevant to architecture, but makes the distinction in this way: 

In the special climate in which professional 
services are offered and commissioned, it is 
the author's observation that the factor which 
leads to the most success in marketing divides 
approximately as follows: 

70-80% of the success of design firms is due 
to what they sell. 

20-30% of the success is due to how they sell it 
(Coxe, Marketing, 12). 

The what is determined by marketing, the how is a function of 

selling. Marketing will help firms establish what it is they will offer 

to the public. This is really the critical issue. It is wasted effort, 

time and money to try to sell something that does not meet a need 

or is not desired by the consumer. 

Marketing in the architectural profession was once a relatively 

informal process, really no more than a function of knowing the right 
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people, belonging to the right organizations and country club. 

However, trends in architectural practice and changes in the nature 

of clients, the public and the building industry have necessitated a 

reevaluation of the image, values and methods of practice of 

traditional architecture (Gutman, 1). This includes a re-evaluation of 

marketing practices and their application in the profession. 

Considering that U.S. manufacturers and other services have been 

engaging in modern marketing strategies since the 1950's, 

architects have been significantly resistant to the marketing 

movement. A 1988 survey performed by the ALA revealed that most 

architects did not begin their marketing efforts until the 1980s, 

although detailed articles and books on the subject were first 

introduced in the early 1970s (AIA, 1988). The timing of the 

occurrence of marketing in the profession is expressed in an article 

published by Architecture magazine, "What is surprising is not that 

this has happened, but in a marketing oriented economy such as 

ours, that it has taken so long" (The Big Sell). Some of the changes 

and trends occurring since the 1970s are evidenced as follows: 

1.) Increased demand for architectural service 
2.) Increased competition among architects 
3.) Changing nature of buildings and building types 
4.) Competition with other professionals in the design discipline 
5.) Increased knowledge and sophistication of clients 

Why are these changes significant to the architectural market? 

Further explanation will help to clarify the effects these changes have 

had on the way architects practice. 
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An increasing number of individuals and organizations are 

seeking the advice of knowledgeable experts in the building 

construction industry,this includes, of course architects. Growth in 

the number of building types, as well as the increasing complexity of 

buildings has expanded the market for architects and their services. 

As a result of the increasing technology required in some buildings, 

architects are beginning to recognize the need for specialization. 

The scope of architectural services is also expanding. Architectural 

firms now frequently offer programming. Interior design services, 

facilities management, post-occupancy evaluations, and long term 

maintenance plans and estimates. 

Increased competition among architects: 

Many architectural commissions are now awarded on the basis oi" 

a very formal selection process, often the process is even a design 

competition. As a result most architects now employ the use of 

some form of "business development or selling. This has been 

accomplished by introducing some predetermined process by which 

they generate, seek and acquire commissions. Changes in the AIA 

documents and code of ethics have allowed architects to engage in 

design/build practices and allow price quotations for fees 

(Gutman,76). Architects have also responded to increasing 

competition by utilizing several unique organizational patterns. One 

of these is the 'mega-office', which incorporates a broad range of 

specialists in one organization. These firms include architecture, 
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engineering, landscape, interiors and planning. As a result, these 

offices can provide designs, document production and project 

management for the entire scope of any project. The other new 

organizational concept is joint ventures. This allows several 

architects or firms with complimentary strengths and skills to 

collaborate for the purpose of a single project. Joint ventures have 

the potential for creating extremely strong project teams (Gutman, 

1990). 

Changing nature of buildings and building types: 

The increasing complexity of building mechanical, electrical, 

structural, and environmental control systems has dramatically 

changed the basic need for architectural services. Architects are 

feeling the increasing need for specialized knowledge and use of 

consultants. The architects responsibility for the entire building is 

being diluted by the complexity of buildings, and as a result must 

share that responsibility with other professionals in the building 

industry. 

Competition with other design professionals: 

The age old dispute between architects and engineers still 

exists, as each professional resists giving up any "traditional domain". 

The challenge from engineers has actually become stronger in the 

past decade because of the increasing complexity of building systems 

and the new need for very special expertise. In addition to 

engineers, landscape architects, interior designers, facilities 

managers, planners, visual artists, contractors, construction 
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managers and producers of standardized building types are all 

pushing against the boundaries of the architectural profession. 

Increased knowledge and sophistication of clients: 

Architecture has become a topic of broad public interest, 

perhaps as a result of the increasing coverage architecture has 

received by the mass media, including television, magazines and 

newspapers. An increasing number of newspapers even employ 

architectural critics, or have regular articles or column discussing 

and highlighting some architectural subject. Of all the 'arts', 

architecture is the most accessible to the public. Gutman credits the 

publics increasing interest in architecture to what he calls 

"architectural culture (Gutman, 91)". This culture, according to 

Gutman is responsible for the increasing number of museums, 

galleries, bookstores, television programs, and guidebooks to cities, 

all focusing on architecture. Another aspect of the increasing 

sophistication of clients is the growing number of organizational 

clients. As a result Gutman explains. 

The domination of the architectural market by 
large organizations also has produced clients 
who are reasonably articulate and explicit in 
stating the criteria for evaluating buildings and 
the services of architects, even the procedures 
and methods according to which a building should 
be designed (Gutman, 56). 

Organizational clients, as well as, public sector clients have a very 

sophisticated method by which they select architects, which 

includes a proposal phase, short listing, interviews, evaluations, 
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selected architect. 
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RESPONDING TO THESE CHANGES 

As a result of these changes architectural commissions will most 

often be awarded on the basis of qualifications, expertise, quality of 

past work, reputation, and overall professionalism, in contrast to the 

traditional method relying on social contacts. It becomes apparent 

from the recent changes in the profession that a thoughtful, 

deliberate process for analyzing the situation in which firms operate 

is a necessity rather than an option. Marketing serves as an 

interface between the architecture firm and the rapidly changing 

outside world (Davis). It is important to keep in mind, however, that 

marketing is not an end, it is a means to an end, and the end must 

be the ultimate goal of the firm. Through the implementation of the 

marketing process firms will evaluate and reevaluate their goals and 

objectives and have an instrument that will allow them to measure 

achievement and areas requiring improvement. In his book titled 

"How to Market Professional Design Services", Gerre Jones identifies 

five, basic lessons inherent in the marketing concept, they are: 

1.) Technical and production staff productivity 
and the quality of their product are (and always 
have been) the basic asset of any, service firm. 
Take away or significantly dilute either, and the 
firm is on the road to trouble. 

2.) It is not enough to 'be good'; the fact must be 
communicated over and over to clients and 
prospects. 



3.) It is foolish for a design firm to attempt to be all 21 
things to all clients. Specialization, with its implied 
heavy experience, record is the rule of the day. 

4.) Good marketing people are not cheap. 
5.) Selectivity as to which markets and projects to 

pursue is of key importance to design firms. Depend 
on market research to tell you where to aim-and 
then use a rifle with telescopic sights (Jones, 1). 

These basic lessons are related to the changes occurring in the 

profession discussed earlier. Employee productivity and quality of 

production relate to increased competition among architects. 

Communication of a firms abilities is a response to the sophistication 

and knowledge presently attributed to architectural clients. 

Specialization is a result of the increasing complexity of buildings 

and building technology. Each of the design disciplines is searching 

for advantages in acquiring work. Effective and productive 

marketers can be a valuable asset to any of the disciplines with which 

architects compete. The use of market research will help architects 

identify markets where service demand is greatest and most 

appropriate for the firms profile and goals. 

Marketing is an analytical assessment of the current environment 

relative to the firms resources that results in an efficient use of time, 

effort and financial resources. 
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CHAPTER 1- MARKETING AND THE MARKETING CONCEPT 

Marketing as it is currently practiced by organizations is an 

outgrowth of philosophical business and management thought 

commonly referred to as the 'Marketing Concept'. The marketing 

concept as a philosophy believes that any business organization, 

whether service of product oriented, exists in order to satisfy targeted 

consumers wants and needs. The concept also advocated that in doing 

so, businesses must approach decision making from a systems view of 

management and seek to earn a satisfactory profit for their efforts 

(Schoell). 

The purpose of architecture at its' most basic level is to satisfy 

the human need for shelter. Shelter, once only a primal need of man, 

has become the manifestation of human existence. The concept of 

shelter incorporates a vast number of types of buildings with both 

simple and complex requirements. Architecture is the embodiment of 

shelter. Architecture strives to meet human needs for space and 

dwelling, but also seeks to satisfy human desires. 

The true importance of architecture lies in its 
ability to solve human problems, not stylistic 
ones. A building is too permanent and too 
influential on public life and private comfort 
to be created primarily as 'public art'. Modern 
abstractions or nostalgic borrowings from the 
past cannot themselves generate ideas for 
structures of lasting value. Only buildings that 
serve broader social, political or cultural 
purposes can achieve this (Polshek, 1988). 
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Social, economic, political, and environmental needs may also be met 

by architecture. Modern marketing philosophy can be applied to the 

architecture profession because it fits the basic framework of satisfying 

human needs and desires. The service provided by architects, their 

knowledge and expertise, as well as the basic function performed in 

designing buildings meets a human need. The service aspect provides 

the non-architect public with the necessary skills to create and 

provide the built environment. The structure itself also meets human 

needs by providing shelter and additionally the potential for financial 

security and self-actualization. 

SYSTEMS MANAGEMENT 

A systems view of management and decision making, as 

suggested by the marketing concept, requires additional explanation. 

The systems approach to management focuses on the interaction and 

interdependence between an organizations' subsystems. The 

subsystems of an organization can be identified as departments, teams, 

sections, work groups, or simply distinct levels of the organization 

structure. The marketing concept is concerned with the need to 

coordinate each subsystems responsibilities in order to satisfy 

customer and organization needs most effectively, (see Fig. 1.1) In 

other words, the systems approach recognizes an organization as a 

whole that is made up of parts and that these parts must properly 



interact to satisfy the goals and objectives of the whole. The systems 

view also identifies that organizations themselves are part of a larger 
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THE FIRM 

MANAGEMENT 
office managment 
MARKETING 
project manogment 
client relations 
operation* 

DESIGN 
-programming 
ilte anal gsis 

-problem identiflcatlo 
-achamatlc design 
-design development 

PRODUCTION 
-construction documents 
-construction observation 
-specifications 
-materials technologg 

construction 
manegment 

Figure 1.1 
Architectural Practice Viewed as a System 

(Source: Author) 

whole, this larger whole being society. According to Andrews and 

Baird, "Organizations usually develop in response to the felt needs of 

societies, cultures and the environment in which they operate. When 

we create organizations we believe that we can fill a void, produce a 

new or superior product or create a better safer society" (Andrews, 

16). All organizations, then are affected by the larger, encompassing 

environment within which they operate. It is this environment which 

determines the needs an organization will respond to, or realistically 

the business the organization will engage in. 
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A system, in order to operate, requires 'input'. Organizations 

draw input from the environment in the form of raw materials, 

equipment, parts and people. In the case of architecture, much of this 

input occurs at the cognitive level of the individual architect. In other 

words, architectural input is also a function of the architects 

perception of his or her world. Perceptions of society and cultural 

differences, the architects expectations, tastes and beliefs are all 

intuitive elements of input. The goals and purpose of the organization 

will determine the transformation performed to produce 'output'. As 

stated by Andrews and Baird, 'Whatever the reason for the 

organizations existence, whatever its goals are construed to be, the 

organizations output should reflect those goals" (Andrews, 16). Goals 

established by architecture firms are a result of the beliefs of 

architects about what the built environment ought to be and how it 

should reflect and respond to social conditions and human needs. An 

organizations goals represent its purpose for existing and what it 

intends to accomplish through its' operation. For example, the goal of 

an architecture firm may be to provide targeted clients with energy 

efficient design, that respects the cultural milieu of the region and 

seeks to enliven human senses through the experience of the 

architecture. Services and work produced by this firm should 

represent these goals. Through the systems approach to management 

we can understand how organizations take input from the 

environment, in some form, act upon the input, or transform it by 

some process and produce output that reflects the intentions of the 
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organization, (see Fig. 1.2) It should be understood, the environment 

in which an organization performs is not everything outside its' 

immediate boundaries. The environment in which an organization 

operates is defined rather as, "those physical and social factors outside 

the systems boundary that are directly considered in the decision 

making of the individuals in the system" (Duncan). 

RELEVANT ENVIRONMENT 
- THE COMPETITION 
- THE CLIENT 
- GOVERNMENT REGULATIONS 
- SOCIAL CONCERNS 
- THE ECONOMY 

INPUT 

The final consideration of the systems view is communication. 

Communication directs the organizations operation and how it 

responds and reacts to the environment which surrounds it. 

Organizations produce communication for internal and external use. 

Internal communication includes any verbal, written or non-verbal 

information intended for use within the structure of the organization, 

Cnwniiifcn• iwimL uvirwI — • -—• — ' — • • •—• — — __TPUT 

THE ORGANIZATION 
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:JRW$FORMATION 

Figure 1.2 
Systems Require Input to Produce Output 

(Source: Author) 
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that is by all employees. External communication can also be verbal, 

written, or non-verbal, and is meant to convey information from the 

organization to the environment. External communication often 

concerns the organizations 'output' and can assume the form of 

promotion, advertising or public relations. Architectural 

communication also occurs in built form, that is, building and spaces. 

The built environment is a very strong source of communication from 

the architect to the receiver. The message conveyed from the 

building relies strictly on the receivers individual perception and 

taste. Communication from the environment is another form of input 

and can be critical to the organization. The organization must be 

responsive to communication received form external sources because 

it usually forms the basis for future alterations to the organizations 

'output'. 

Locally, a recently completed architectural project has been a 

rich source of communication between the architect and the 

environment, this communication is in response to the design and 

construction of a large public building. Communication from external 

sources has been both positive and negative. 

The new building symbolizes a city that has 
turned its back on its' own heritage while 
embracing nothing in its' place. 

This beast represents the most inhumane side 
of all that is modern architecture and says 
nothing about living in the Sonoran Desert. 

The design of the (building) is like a breath 
of fresh air...(it) expresses a strong feeling of 
permanence. 
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The architects public does respond to their work, sometimes 

emotionally, and it is the responsibility of the architect to consider 

how his or her buildings will affect their audience. Communication 

received should be carefully considered and integrated into the 

architects design process, so that the end result will reflect the 

architects ability to listen not just speak. 

SYSTEMS MANAGEMENT AND ITS RELATIONSHIP TO 

ARCHITECTURE 

The systems view promotes that, architects recognize the 

broader realm in which they perform services. Architects needs to 

draw information from the broad spectrum of society, not only clients 

and building users. Built spaces that result from architectural services 

must reflect the meaning of input received from this larger whole by 

the architect. 

Architecture firms, in the same manner as any organization are 

comprised of individuals. These individuals, in turn, form 

departments, sections, or teams, each dependent upon the others, as 

well as affecting one another. Coordination among individuals and 

subgroups of the architecture firm is vital to the successful completion 

of any architectural project, assuming the project is intended to satisfy 

the needs of the client. Each of the subgroups must work towards the 

same end in order to further benefit the firm and the client. 

Principals must coordinate with designers, who must coordinate with 
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production personnel, who must coordinate with construction 

administrators, all of whom must coordinate their activities with the 

client. An architectural firm directed by the systems view of 

management will recognize this need for cooperation and 

coordination. 

INTERNAL MARKETING 

In response to the systems approach to management and its' 

expressed need for organizational coordination and communication is 

a concept called 'internal marketing'. Internal marketing is an 

outgrowth of marketing in the service industry (as opposed to product 

marketing) and has been heavily utilized in Scandinavian countries. 

The concept of internal marketing begins by stating that all employees 

of a service firm are critical marketing resources, regardless of their 

role or position within the organization. According to Christian 

Gronroos, of the Swedish School of Economics, "It is important to 

realize that it is not only the professional marketers that are in this 

respect (marketing), but more so the other categories of employees, 

whose main job is not marketing or sale but production, 

administration, finance, etc."(Bloch, 41). Gronroos continues to 

explain that it is these personnel who form the "interactive marketing 

function" (Bloch, 41) of the service firm. It is this function which can 

be more vital to long term success of the organization than even the 

traditional marketing resources. It is the employees of an organization 

that produces that which is representative of the goals and beliefs of 

that organization. 
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Why is internal marketing particularly important to the service 

industry? Customers and clients of service firms, including 

architectural firms, perceive not only the result of the service 

production process, but they also perceive the process itself, or how 

the service was produced and transformed into an end result. The 

result of the service is referred to by Gronroos as "technical quality" 

(Bloch, 41). The process, or how the service is rendered is termed 

"functional quality (Bloch, 41). Both the technical and functional 

quality of a service perceived by the customer are a function of the 

personnel involved in producing the service. (See Figure) Technical 

Quality is a result of the knowledge, expertise and skills possessed by 

personnel. Employee behavior, appearance, customer orientation and 

customer mindedness influence the functional quality of a service, (see 

Fig. 1.3) 

Expected 
service 

QUALITY 
OF • 

SERVICE 

perceived 
service 

CORPORATE 
IMAGE 

(REPUTATION) 

FUNCTIONAL 
SERVICE 

V (HOW) > 

TECHNICAL 
SERVICE 

. (WHAT) , 

Figure 1.3 
Internal Marketing 

(Source: Bloch) 
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"Excellent functional quality follows from a good interactive marketing 

performance of the firms' employees who do no normally belong to the . 

marketing and sales organization of the firm" (Bloch, 41). Internal 

marketing is a means of improving interactive marketing skills, 

developing employee awareness, and increasing problem recognition 

abilities of all personnel. 

The internal marketing concept begins from the notion that in 

order for a service organization to be successful it must first be able to 

sell itself and its goals to its' employees. The organization is then 

considered to be a market within itself. Employees must be as a 

separate constituency. Michael P. Quane, marketing manager for an 

international banking conglomerate and member of the board of the 

Marketing Council of the International Association of Business 

Communicators, writes: 

What we are talking about are basic 
communication skills use to stimulate 
support among its own people for a 
company's or institution's marketing 
strategy (Degen, 145). 

Service organizations must first ensure that employees understand the 

philosophies and purpose held by the company before they focus on 

the external constituencies. Selling its' services to customers will 

follow more easily. The objectives of internal marketing, according to 

L. Berry, are to employ and keep the best people and to help them do 

the best possible job by applying the marketing philosophy and 

practices internally to the market of employees. 
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Organizations who implement the internal marketing concept 

seek to motivate employees to act and respond to customer needs in a 

desired manner. Just as marketing is viewed as a process of 

determining the wants and needs of clients, and in the case of 

architecture, building users and society, internal marketing can be 

seen as a way to determine the needs and wants of employees and 

subsequently responding to these in a manner which is consistent 

with the goals of the organization. The market of employees must first 

be satisfied and content in order to better accomplish the tasks for 

which they are responsible. This philosophy is very similar to the 

Theory Y school of management, developed by Douglas MacGregor. 

Theory Y holds that employees who are satisfied with their work 

environment, in general will be more productive and effective in 

performing the tasks and activities for which they are responsible. 

Top management in organization must first recognize the value of 

internal marketing. Managers must understand that internal 

marketing requires that they listen to employee concerns, ideas and 

suggestions in addition to conveying information, describing goals and 

explaining strategies. 

INTERNAL MARKETING AND THE ARCHITECTURAL PROFESSION 

How is it that the architectural profession can benefit from the 

internal marketing concept? Architecture firms traditionally employ 

people of various skills and disciplines. Secretaries, managers, 

marketers, accountants, designers, specification writers, draftsmen, 
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CADD operators, construction administrators, and interior designers 

are all employed by architecture firms. Though few of these 

employees are directly involved in the firms marketing efforts, each 

individuals' performance can have a profound effect on the perceived 

quality of both the technical and functional service. This perception 

can be negative or positive. It is therefore, beneficial to the overall 

marketing efforts of the firm to motivate, encourage and even train 

employees in understanding the philosophy and marketing goals of the 

firm. By applying similar marketing-like activities, normally directed 

at external constituencies, towards the 'internal market' of employees, 

architecture firms can achieve an attractive motivating work 

environment. Internal marketing, in agreement with the systems view 

of management, must penetrate all aspects and business function of 

the architectural practice. Personnel policy, attitudes of principals 

and project leaders (e.g. dedication to service and design quality), and 

the work environment are all subsystems of the internal marketing 

concept. Each subsystem must support and contribute to marketing 

the firm's goals and philosophies to employees. 

The hardest part (of marketing) for design 
professionals is conveying an interested 
approach to staff involved in client contact. 
Realizing that every member of the firm is a 
potential developer of new business, it is 
necessary to realize the importance of internal 
communications. In most firms there is a lot of 
confusion about what message the firm is trying 
to send (Burden, Winning). 
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It Is Important that architecture firms never forget that the people in 

the firm are the most important asset of the practice. 

A CLOSER LOOK AT MARKETING 

Clearly marketing and its' related concepts are Integral 

management philosophies that affect nearly every aspect of an 

organizations operations. A close examination of the definition of 

marketing is necessary in order to apply it to the architectural 

profession. 

Marketing is a process in a society that subject 
to constraints, attempts to establish mutually 
satisfactory product exchange relationships 
between persons with diverse wants and needs 
and persons (or machines) that can partially 
satisfy these wants and needs (Nickels, 10). 

This is a broad definition intended to encompass most all exchange 

situations, whether they involve the exchange of services or products. 

There are six key elements to this definition.they are: 

1.) Marketing is a process. 
2.) Marketing operates within a social framework. 
3.) Marketing is subject to constraints. 
4.) Marketing attempts to be mutually satisfactory 

to both parties of an exchange relationship. 
5.) Marketing involves products. 
6.) Marketing attempts to satisfy wants and needs. 

In 

in 

addition I would like to add a seventh element that does not appear 

Nickels definition, that is: 

7.) Marketing is dependent on research. 
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In depth explanation of each of these factors will clearly define 

marketing and its purpose. 

Marketing is a process 

Marketing involves more than exchanging goods for 

compensation. That is, marketing is more than sales. Marketing is a 

process by which individuals and organizations are brought together in 

order for a potential exchange to occur. Marketing also includes the 

establishment of open communication channels between producers 

and consumers. Consumers of architecture include building owners, 

building users, and the public in general. The design of a product or 

service offering is part of the marketing process, that is, what is it, 

specifically, that will be offered to the consumer. Architects must 

consider all of their 'consumers' when designing their services, as well 

as the buildings. It is important to remember that marketing is not 

complete when the exchange is finalized. Marketing extends beyond 

the sale and determines whether the exchange was satisfactory to both 

parties and adjusts the process if necessary. According to Nickels, the 

goals of marketing are constantly changing to meet the fluctuating 

needs and want of individuals and groups (10). 

Marketing operates within a social framework 

Marketing is a function of the social, political, economic and 

technological characteristics of the society in which it operates. As 

these characteristics evolve and change, so must the marketing 
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process. This is a particularly critical aspect of marketing and its' 

relationship with architecture. Architects must accept and respect 

the social conditions that shape and distinguish their work. 

Marketing is sublect to constraints 

Legal, ethical and political constraints limit and direct 

marketing efforts of any organization. Local, state and national 

building codes regulate the efforts of architecture firms. Zoning 

policies are also restrictive ordinances that determine many 

architectural realities. It is also apparent that some wants, needs and 

desires of individuals and organizations cannot be satisfied or fully 

satisfied by a product or service. Another restriction of the marketing 

process is that it is imperfect. Marketing is imperfect because of the 

level of human involvement, as well as the possibility of mechanical 

malfunction. Communication between organizations and individuals 

can be faulty or services and products can be faulty, thereby limiting 

the effectiveness of marketing. Because of these constraints, 

marketing cannot solve every dilemma facing an organization, an 

understanding of marketing and these constraints can, however, 

illuminate additional problems facing that firms that may be solved. 

Marketing attempts to be mutually satisfactory to both parties 

"Marketers try to determine what people want, design a 

satisfactory offering... and expect a satisfactory return for their efforts 

(Nickels, 11)." There are several very important considerations in this 

statement. First, it is critical that marketers remember that the 
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organizations offering must be consistent with the strengths and 

capabilities of the firm. An offering that is not relevant to the skills 

and talents of a firm will never succeed, as there is too much 

competition in any field, not only architecture, to allow mediocrity to 

succeed. Second, a 'satisfactory return' relative to the architectural 

profession can also entail more than monetary benefit. 'Return' can 

include recognition, awards, increased business and personal 

satisfaction. Monetary return to some degree is certainly necessary for 

the continued operation of an architecture firm, and architects should 

by all means be appropriately compensated for their services, 

however, the unique quality of architecture (personal involvement and 

ego satisfaction) allows that additional 'returns' can take on other 

forms, for example, local, regional or national recognition, awards, 

honors, expressed client satisfaction. In addition, marketing does not 

guarantee satisfaction, but because it is an rational process, exchanges 

will most likely be more effective with marketing than, without it. 

Marketing involves exchange relationships 

Either party in an exchange relationship, buyer or seller, can 

make the initial contact. It is, therefore, important to realize 

marketing is not a one way process initiated for the sole purpose of 

creating sales. Marketing, instead, is an interactive process between 

producer and consumer which is intended to satisfy both parties 

needs. An actual exchange must not necessarily occur for marketing 
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to occur. Exchange is only one aspect of the marketing process 

(Nickels, 12). 

Marketing is concerned with wants and needs 

Individuals 'needs' are those that are required for continued 

survival, the necessities, i.e. food, shelter, clothing. Wants are more 

impulsive or frivolous. Marketing seeks to satisfy both. It must, 

however, operate with in its' constraints to do so. While satisfying 

individual needs it is critical for the marketing organization to 

consider the effect of their operations and production on society as a 

whole. This consideration is referred to as the 'societal marketing 

concept'. The societal marketing concept is aimed at making 

organizations more aware of their social responsibility when 

developing products, services and marketing strategies. Social 

responsibility is extremely important within the architectural 

profession because of the permanence of architecture and its long 

term influence on the environment and human behavior. The concept 

requires that marketers seek a balance between wants and needs of 

targeted customers, the long-run best interest of those customers and 

of society (Schoell, 23). An organizations actions can affect the welfare 

and interest of individuals. The societal marketing concept requires 

organizations to consider and accept the responsibility for their 

actions. This is again consistent with the systems view of 

management. Societal marketing requires organizations to recognize 
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that they are put of a larger system, society, for which they must care 

and take steps to protect. 

Marketing is dependent on research 

In order to understand the variables that affect the marketing 

process, information must be gathered to be used as the basis for 

decision. (Marketing research will be discussed further in Chapter 7). 

As stated by Gerre Jones, the real purpose of information collecting 

and its' subsequent analysis, that is, market research, is to reduce 

uncertainty about the consequences of a planning decision (30)." 

Research is the determining force behind the marketing effort. 

Through research, marketers determine what it is that is needed, 

what external forces affect the need and evaluate the performance of 

the organization in response to the need. In terms of the architectural 

profession market research will help to identify new market 

opportunities, indicate how delivery and depth and quality of service 

can be improved and helps determine how the firm can define and 

penetrate new markets (Jones, 30). 

MARKETING CAN IMPROVE ARCHITECTURES RESPONSE TO 
SOCIETY 

Architects should commit themselves to the idea that marketing 

is not simply a means of selfishly furthering the goals of the firm, nor a 

means to give in, compromise or sell out to the client. Rather, 

architects who engage in the 'business of architecture', must embrace 

the idea that marketing begins with the notion of furthering both the 
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goals of the client and architect, and seeks to benefit both parties. 

The marketing concept is a philosophy and will accomplish nothing 

for the organization until it is implemented. A few of the numerous 

incentives for instituting a marketing program include: increasing 

competition among architects for commissions, selectivity of clients, 

and increasing penetration of other disciplines into the architectural 

realm (Schoell). In spite of these incentives many firms have yet to 

accept the marketing concept. Gerre Jones acknowledges that in 

order for architects to accept this concept of business practice some 

changes internal to the firm might necessarily take place, they 

include: 

1.) Changing management attitudes 
2.) Changing the firms organization 
3.) Changing management methods and procedures 

(Jones, 9). 

The overall marketing concept must be embraced by principals 

for it to be completely accepted by the firm. Many firms will find it 

necessary to make changes in the structure of the firm. Allowance 

must be made for gathering necessary data to support the marketing 

effort. The firms structure must also incorporate how those 

responsible for marketing will interface with principals, clients and 

the rest of the production staff. Architects must remain patient, 

marketings' benefits will not be immediately apparent. Most 

importantly, architects must remember that marketing requires 

periodic evaluation of the firms efforts and adjustments must be made 

as necessary. Once the concept has been accepted and implemented 

the effort does not stop but rather is ongoing. 



CHAPTER 2-MARKETING FUNCTIONS 

Any person or organization which seeks to satisfy others needs 

through an exchange relationship is participating in marketing. In 

addition, those who have needs to satisfy and seek satisfaction of those 

needs through exchange are also participating in marketing. 

Marketing is the process by which wants and needs are actively 

identified, products or services are designed and developed in 

response to those wants and needs and are made available to those 

seeking satisfaction. Marketing functions are those tasks or activities 

that are accomplished when the marketing process is performed and 

are inherent to marketing. Traditional marketing functions include 

such activities as: buying, selling, warehousing, transportation, pricing, 

packaging, financing, publicity, advertising, personal selling, etc. 

These traditional functions, however, are most often and easily 

associated with the marketing of products or physical goods and do 

not adequately describe the activities of marketing services. The 

unique characteristics of services require another method for 

describing the marketing functions that are accomplished when 

marketing an intangible process or experience. William Nickels 

presents five marketing functions that can be used to best describe 

the tasks involved in marketing services. They are: 

1) Differentiation function 
2) Segmentation function 
3) Contactual function 
4) Communication function 
5) Valuation Function (Nickels, 19) 
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Marketing activities are those tasks that, when performed during the 

marketing process, create utility and facilitate the exchange process. 

It is not necessary that the functions listed above be performed in any 

particular order, but each one must be performed in order to consider 

the marketing process complete. "The marketing communication 

function pervades all other functions and is the connecting link 

between them (Nickels, 27). ' The traditional marketing functions, 

then become "facilitating functions" (Nickels, 21) and aid in the 

performance of the five major service marketing functions. 

Facilitating functions will vary according to the nature of the service 

and will be determined by the requirements of each function. 

Marketing functions accomplish the same tasks for the 

architectural profession as for any other profit or non-profit 

organization. Marketing functions allow architects to participate in a 

competitive market and to satisfy the needs and wants of clients. By 

applying the marketing functions to the practice of architecture an 

understanding of what marketing can do for the profession will 

emerge. The functions will be discussed in the sequence they they 

would most likely be performed, although, it is important to 

remember that they can occur in any order. 

A closer examination of each function will identify those activities that 

define the marketing process. 



THE DIFFERENTIATION FUNCTION 

Competition is a common aspect of everyday organizational life. 

The differentiation function seeks to create a difference, at least in the 

perception of consumers, between the marketers service or product 

and all rival offerings. According to William Cohen, educator and 

author of several books on business management and marketing, 

differentiation "promotes product differences to the target market 

(Cohen, 87)." 

Perception is the critical element of the differentiation function. 

Perception, as explained by Andrews and Baird, is largely a result of 

physical location, interest and past experience (Andrews, 110 ). 

Physical location actually determines those stimuli which are available 

to us, interest determines which stimuli we will react to and those we 

will ignore, and past experience dictates the way in which we react to 

stimuli. Perception dictates that we will react to a situation or object 

as a result of our past exposure to things and experiences. Perception, 

then, is the result of personal familiarity and interpretation and allows 

each of us to make sense of objects or experiences relative to our 

pasts. 

Consumer perception affects the adoption rate of new products 

or services. The adoption rate can best be described as the length of 

time required for a new object or idea to be accepted by consumers. 

Several characteristics of products of services affect their adoption 

rate. They include: 



1.) Relative Advantage: The greater the product or 44 
services perceived degree of superiority over the 
the competition the faster the adoption rate. 

2.) Compatibility: If the product or service is 
consistent with the cultural and social values, 
as well as the usual ways of doing thing the 
adoption rate will be faster. 

3.) Communicability: The easier the benefits of a 
product of service can be observed and described 
or communicated the faster the adoption rate will 

be (Schoell, 292). 

The importance of all this to any business organizations, is that 

the success and effectiveness of product or service differentiation is 

solely a function of consumer perception. Marketers must 

communicate the differences of the product of service and consumers 

must perceive an advantage in the new offering in order to make a 

positive purchase decision. 

The purpose of the differentiation functions is to provide 

maximum satisfaction to consumers by making changes to the product 

or service offering that are in response to the expressed needs and 

wants (Nickels, 26). Services can also be differentiated in response to 

observed wants and needs of the larger social unit that may be affected 

by the organizations activities. The success of differentiation is 

determined by consumer acceptance of the changes. 

The Differentiation Function and Architecture 

Architectural services just as any other service or product can be 

designed to offer potential clients something better or different that 

what is presently offered by other architects. It is frequently difficult 



or impossible for clients to distinguish the service offered by one firm 

in relation to those offered by another firm. The differentiation of 

architectural services should be determined by the strengths, 

capabilities and expertise of a firm as well as the beliefs and goals 

which determine the nature of the practice. Architecture is 

classified as a specialty service. Other specialty services include 

doctors, lawyers, and financial consultants. 

Specialty services should concentrate on 
product development and consumer satisfaction 
as their promotional goals. They may also listen 
carefully to customers and non-customers to 
find where their weaknesses are. This inward 
information flow allow effective product 
adjustment (Nickels, 420). 

Other potential areas for architecture firms to differentiate themselves 

is by specialization in building types, construction methods or 

technology, or even special services offered. Several firms have 

unbundled their services, that is, they have separated the traditional 

programming, schematic design, design development, construction 

documents, and construction administration services in to individual 

offerings. One such firm is Albert C. Martin and Associates (ACMA). 

In the past, ACMA represented itself as a 
'one-stop-shop' which provided clients with 
all the services necessary to complete a 
project. Due to fiercer competition and the 
trend toward specialization, the firm was 
restructured into different 'businesses' and 
clients may purchase only those services most 
appropriate to their project (A/E firm restructures). 



Chris Martin, managing partner of ACMA, goes on to explain that by 

offering services in this manner their firm is better equipped to 

provide quality service to their clients because they will agree to 

provide only those services in which they have "requisite expertise". 

It also allows the firm to better evaluate its areas of strength and 

weakness. ACMA has differentiated themselves and their service 

offering from other architecture firms. The benefit, according to 

Chris Martin, is that clients are satisfied that they receive the most 

competent professionals for their project and ACMA gets plenty of 

repeat business and word of mouth referrals. 

The adoption rate and its affect on the architecture profession 

can be described as follows: 

Relative Advantage: For architects this implies that the prospective 

client must believe that the service offered by a particular firms is 

superior in some way to that offered by another firm. Presently most 

architects rely solely on this element of perception in order to 

differentiate their services 

Compatibility: Standard architectural services, as defined by the AIA 

do not differ drastically from one firm to another. The types of 

architectural services offered by most firms are, therefore, compatible 

with public expectations. Architects should carefully evaluate these 

standard services and determine how they might be modified or 

enriched to differentiate their services without changing their 

compatibility. Prospective clients must still be able to recognize the 

service and its' value. 
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for architects to apply, but it is also, perhaps, the most critical. It is 

very difficult for firms to demonstrate the advantages of their services 

as opposed to the services provided by a competing firm. Architects 

who design new service offerings that differ from the basic 

architectural services must find ways to communicate the benefits of 

this new service or type of service. Graphic communication may be 

used, or perhaps examples of the service may be demonstrated in 

some manner, making the advantages of the service more perceivable. 

Differentiation must occur in promotional materials, interviews 

and presentations. The following statement is presented in reaction 

to many architecture firm brochures: 

Just about every firm has a non-paragraph 
about itself- a non-paragraph because it 
doesn't sound any different from what 
hundreds of other firms are saying: 
personal attention of the principals on each 
project...our fine service is attested to by 
our long list of repeat clients...design oriented... 
client oriented...responsive.' All these things 
may be true but they must be said freshly 
to be effective (Burden, winning). 

Differentiation is a way of deciding what kind of firm you want to 

be, what services you will offer and how you will go about providing 

them, and what quality will be provided. 

THE MARKET SEGMENTATION FUNCTION 

Differentiation and segmentation are closely related. Together, 

the two functions determine what the service offering will be and to 



whom it will be offered. "Market segmentation is a strategy that 

recognizes that the market is such that not all of its buyers are 

identical...but rather consists of various sub-markets with common 

characteristics that can be classified according to these characteristics 

into unique segments (Cohen, 87)." (See figure 2.1) It is expected 

that by identifying these segments by their characteristics, each 

segment will respond similarly to a service or product offering. 

NO SEGMENTATION SEGMENTATION 

MASS MARKET 
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• • • 
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CONCENTRATION 

• w & 

f — 

MULTI-SEGMENT 

Assumes that market Focuses on one Develops separate 
is homogenous, and particular market marketing strategies 
that entire market can segment for for two or more 
be satisfied with one determining the identified market 
basic product or service marketing effort, segments. 

Figure 2.1 
Segmentation Strategies 

(Source: Schoell) 

Segmentation offers advantages to both the consumers and the 

marketer (Byers, 21). One advantage to the marketer is that market 

size can be more accurately estimated when broken down into smaller 

pieces. The feasibility of pursuing each target market can then be 

more easily evaluated. In addition, the needs of the market can be 

more specifically defined, and services and products can be designed 

accordingly. The consumer, in turn, receives products and services 
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tailored more carefully to meet their needs. Communication between 

producers and consumers will be more meaningful and informative, 

when the producer knows more specifically who the target market is. 

No organization can expect to satisfy all people with a single 

product or service. Segmentation allows organizations to identify 

those market segments with wants and needs that can best be 

satisfied by the capabilities, expertise and skills of that organization. 

The target market must also present needs that are consistent with 

the goals of the organization. It may also allow the organization to 

identify segments within the market whose wants and needs are not 

presently being met, thereby, providing new, previously unidentified 

opportunities for the organization. These unmet needs may result 

from a type of service not presently being offered to the market or 

they may be a function of the quality and depth of service currently 

being offered. 

The Segmentation Function and Architecture 

Architecture firms should concentrate their marketing efforts 

on those markets that offer the most potential for mutually satisfying 

relationships. Through marketing research and segmentation those 

markets which will match the strengths and capabilities of the firm 

can be identified. Those markets which are not presently being 

served can also be located. "Segmentation enables marketers to focus 

their efforts logically and productively on targeted client groups 



(Jones, 31)." Architecture firms can use the market segmentation 

function to locate clients for certain project types (i.e. public, private, 

commercial, speculative), building types, geographic locations, 

technology bases and specific areas requiring, specialized services. 

They must then choose to serve those markets which correspond to 

the expertise and experience of the firm. 

Relative to both the segmentation and differentiation functions, 

it is very important that architects recognize the idea that marketing 

strategies that work for one market segment may not work for 

another. For example the architect whose target market is developers 

has much different strategies than an architect who seeks work from 

the state university. Flexibility is required in the marketing plan to 

allow for different segments to be marketed to individually in terms of 

services offered and the manner in which they are offered. 

THE CONTACTUAL FUNCTION 

A spatial, or physical separation exists between potential 

participants in any exchange relationship. The con tactual function is 

used to bring the potential participants together in some manner. 

The purpose of this function is to establish some form of contact 

between producers and potential buyers. Either the buyer or seller 

can initiate contact. Use of the contactual function allows 

organizations to initiate communication with those individuals or 

organizations who may have need or want for their services, and can 



also allow those with wants and needs to contact organizations who 

may have the ability to satisfy them. Therefore, it is important to 

visualize the contactual function as a two-way flow (Nickels, 22). 

The contact may occur person to person, by mail, telephone, 

newspaper, or by any other means accessible to both parties. The 

marketing communication function is actually necessary to implement 

the contactual function because any form of contact is also a 

communication activity. It is in this way that communication 

influences the contactual function. Facilitating functions for the 

contactual function include advertising, public relations, promotion 

and personal selling. 

The Contactual Function and Architecture 

Establishing the initial contact with prospective clients of 

architecture firms is perhaps the most critical function of marketing 

architectural services. Architects must be visible to potential clients 

because most times contact is initiated by the architectural client, as 

opposed to the architect directing the contact. The objective of the 

contactual function for marketing architectural services is to 

encourage access and provide visibility for the architecture firm. This 

can be achieved in many ways. Promotional materials, public relations 

efforts all attempt to make the name of a firm familiar to a target 

market. 



5 2  
'School House Forum' is a newsletter of architects 
and engineers Everett I. Brown. Buildings for 
education are a primary market for Brown, and 
and this newsletter represents about 25 percent 
of Brown's marketing effort. It is directed to all 
educational administration levels ranging from 
local principals to government agencies. It 
contains articles on public education topics and 
interviews with education leaders (Burden, Who). 

This strategy familiarizes prospective clients with the firm. The 

newsletter demonstrates to prospective clients the firms interest and 

commitment to the design of education buildings. Recipients of the 

newsletter will be likely to contact Brown when they are in the market 

for architectural services. 

The initial contact, regardless of which party initiates it, must 

impress upon the prospective client the abilities and expertise of the 

employees, as well as, the personality and character of the firm, and 

its' personnel. 

THE COMMUNICATION FUNCTION 

The entire marketing function is clearly a function of 

communication. Communication is the process by which ideas and 

information are exchanged and feedback concerning the information 

is realized. Because marketing depends on this exchange and 

feedback, any marketing effort can be only as effective as the 

communication effort. Marketing, therefore, is significantly 

dependent on the communication function (Nickels, 23). 



Roger Haywood, an author and lecturer on marketing and 

business communications clarifies the relationship between 

communication and marketing when he writes: 

Marketing is much bigger than communication. 
Communication is much bigger than marketing. 
However, it is important for any organization 
to have a strong link between these two 
management functions. The communication 
function has a critical role in supporting sales 
and marketing efforts: creating awareness; 
generating interest in services and products; 
building bridges with wholesalers, retailers, and 
customers; establishing the reputation that helps 
make customers return again and again; providing 
an important mirror of public perceptions to help 
marketing executives make their business 
decisions, and so on. At the same time, it is 
important that marketing efforts directly support 
the communication policies of the organization: 
producing products that are consistent with the 
organizations' claims of quality or reliability; 
pricing products at levels that are consistent with 
the firm's position in the marketplace; undertaking 
advertising, packaging, distribution, sales promotion, 
and merchandising plans that relate closely to the 
communication stance and the corporate personality; 
dealing with customers, trading partners, suppliers, 
and consumers in a professional and ethical way that 
enhances the company's reputation (Degen, 2). 

Haywood continues by stating that it is, therefore, not a coincidence 

that organizations who prosper because of marketing are also those 

with the most effective communication efforts. 

It is important, again, to recognize that just as contact may be 

initiated by either producers or consumers, so may communication be 

prompted by either party. Communication in marketing is 

multidirectional and dynamic (Andrews, 7). (The nature and 
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complexity of communication will be discussed in Chapter 5). 

Marketing communication is dynamic because the communication has 

no beginning or end, and no two persons will respond and react to the 

same message in the same way. Multi-directional characteristics of 

marketing communication imply that there are many senders and 

receivers of communication and messages may even travel through 

intermediaries. Facilitating functions of marketing communication 

include, public relations, advertising, marketing research and even 

pricing. Product and service pricing can actually communicate to 

consumers messages about quality, performance and style of the 

offering. 

Another critical consideration of the marketing communication 

function is that it is not solely a result of the organizations efforts. 

Government regulations, individuals, other organizations, news media 

and journal publications can all participate and contribute to the 

interaction of communications between producers and consumers 

(Nickels, 24). This interaction can affect marketing communication 

success both positively and negatively. These sources must also be 

considered then when planning and performing communication tasks 

or activities. 

The Communication Function and Architecture 

Architects must listen to targeted clients wants and needs and 

adjust their service offering accordingly. 



Throughout the the performance of a 
service, there should be constant dialogue 
so that wants and needs of users can be 
understood and satisfied. Open channels of 
communication create opportunities tb offer 
additional services, to eliminate services that 
are not needed, and to perform the necessary 
services in a satisfactory manner (Nickels, 413). 

Architecture firms must establish open two-way communication 

with clients. Honest, unimpeded communication is as important even 

after the service is completed as before the service is provided. 

Feedback on how the architecture firm has performed is invaluable to 

the evaluation of achievement and quality of service provided. 

Communication from architecture firms must emphasize the 

benefit of using architectural services, that is, what the service is 

capable of doing for the clients. The purpose and advantage of 

employing architects must be clearly presented to the mass public. 

The importance of firm wide communication skills is recognized 

by the Chicago firm Swanke Hayden Connell Architects. Roland 

Lieber, principal of the firm states: 

Clients want to know who they'll be talking to 
every day. I don't go home feeling good about 
winning awards because I know that they no 
longer provide the marketing edge that they 
did in the past. Clients are buying the service 
rather than the design (Olson, 1989). 

Swanke Hayden Connell has conducted numerous employee training 

sessions in-house that focus on architect/client communication, and 

doesn't hesitate to send employees for additional training to out-of-
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house seminars. Communication, as recognized by this firm, is the 

vehicle by which all ideas and information are exchanged between 

architects and clients. It is the effectiveness of this exchange that 

creates the 'marketing edge' that architects are seeking. Firm 

employees on every level contribute to client communication. 

The communication function allows architecture firms to create 

and maintain a favorable image with clients, thereby creating 

confidence in clients that the exchange process will build a mutually 

satisfying relationship. 

THE VALUATION FUNCTION 

The cost/benefit analysis of an exchange relationship is referred 

to as the valuation function. Both parties of the exchange relationship 

must determine whether it is in their best interest to finalize the 

exchange, or if it is best to abandon the relationship. The primary 

facilitating function for valuation is pricing. Conflict among parties in 

an exchange can frequently be resolved by concessions in price. It is 

important to consider, however, that not all problems in exchange 

relationships involve pricing. "A major emphasis in marketing is to 

assure that all parties are satisfied by the marketing relationship. That 

is, the benefits gained for everyone are greater than the costs involved. 

Cost here implies more than monetary consideration, it can also 

involve time, effort, thought (Nickels, 27). 



The Valuation Function and Architecture 
5 7  

The valuation function can best be seen in action in the selection 

process for architectural commissions. During this process architects 

and clients determine the cost/benefit of engaging in a relationship 

with each other. The valuation function lets architects determine 

whether the firm can effectively provide services for a specific client 

and project, and conversely, allows clients to determine which 

architecture firms, by their perception, can best satisfy their wants 

and needs. 

The value of architectural services is not determined by 

architects, but rather by the client. The value of services to the client 

before a commission is awarded is determined by the information 

available about an architecture firm and its' services. As discussed 

before, perception is very important in, determining the value of a 

product or service. Individuals perception will direct their purchase 

decisions relevant to choices presented. Marketing communication, 

then, is responsible for helping clients determine the value of 

architectural services. 

The unique aspect of marketing is that the valuation is two 

sided. Architects have the opportunity to determine which projects, 

clients and geographic areas promise to be most profitable for their 

firms. Clients, in addition, have the opportunity to decide which 

architect will best meet the requirements of their project. 



The five marketing functions identify how marketing activities 

can benefit the architectural profession by providing a vehicle for 

establishing exchange relationships relevant to a firms goals and 

expertise. The resulting relationships will benefit both the architect 

and the client because they will be based on mutual understanding. 
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Services marketing has become of increasing interest during the 

past two decades as the growth of service related businesses has 

greatly exceeded the growth of product industries. Approximately one 

half of all consumer expenditures in the United States are towards the 

purchase of services (Schoell, 680). Over 60% of the U.S. labor force 

is employed by service industries and this number is expected to 

increase (Nickels, 409). Clearly, then, more than one half of all 

industry is oriented toward the service sector and therefore deserves 

special consideration relative to marketing. 

Marketing experts have long searched for a suitable distinction 

between products and services. In spite of their efforts a clear, 

concise definition for service is difficult to find. Kotler defines service 

and products as follows: 

A service is any activity or benefit that one 
party can offer to another that is essentially 
intangible and does not result in the ownership 
of anything. 

A product is anything that can be offered to a 
market for attention, acquisition, use or 
consumption that might satisfy a want or need: 
includes physical objects, services, persons, 
places, organizations, and ideas (Kotler). 

From these definitions it is clear that services are actually considered 

a subset of products. Therefore, services can be considered products, 

but not all products are services. The real distinction is made 



between goods and services, goods are tangible and services are not. 

It is important to consider that most marketing experts acknowledge 

that there are actually very f^w "pure" services, that most services ,in 

fact, do have some degree of tangibility. In the case of architecture, 

buildings and built spaces are the end result of most architectural 

services and they are tangible. However, nothing need be built for 

architectural services to have been rendered, the services themselves 

are then intangible. 

The marketing of services as opposed to goods requires an 

understanding of those characteristics which are unique to services. 

The techniques and strategies commonly used in the marketing of 

goods are not equally applicable to marketing services. Architecture 

must be classified as a service rather than a good, because it is a 

process for producing documents that are representative of the 

service, but are not goods in themselves. The documents are an 

instrument of service. They remain the property of the architect, and 

are used only with the permission of the architect. Marketing 

architecture is concerned with how, why, when and to whom services 

will be provided. Various kinds of services can be offered by 

architecture firms as well. Some services do not ultimately lead to the 

construction of a building, for example, programming, interior design, 

planning, post occupancy evaluation and feasibility studies. Each of 

these services can be offered exclusive of the construction of a 

building or other spatial object. Architects should not consider the 

building as a product, but rather should view their services as the 



offering. The process used to arrive at the building design (or other 

end result) is what is architects offer to the client. Service is offered 

in the form of knowledge, skill, and expertise. These attributes must 

be demonstrated in some manner throughout the service process. 

The clients perception of the process by which services are provided 

will determine the quality of the service received. 

There are four basic characteristics of services that distinguish 

them from goods, these are: 1) intangibility, 2) perishability, 3) 

inseparability, and 4) heterogeneity (Jones, 25). It is important to 

consider that all services share these characteristics to some degree. 

Each characteristic has some effect on the marketing of a particular 

service. An examination of each characteristic will indicate how it can 

influence the marketing of architectural services. 

INTANGIBILITY 

Services are intangible because they cannot be touched, 

displayed, inspected, or otherwise sensed. Consumers cannot carry a 

service home in a shopping bag. The benefits of one service offering 

versus another of the same kind cannot be demonstrated because the 

characteristics which define the benefits of a service are also 

intangible and are difficult to display. Consumers who purchase 

services do not purchase any physical object, instead, services are 

purchased in the form of a "process", "experience", or "time" 

(Schoell). 



Examples of intangibility: Process: Dry cleaning-a consumer takes 

clothes that he or she already owns and 

has a process performed to clean and 

press them. The consumer purchases 

the process, but does not receive a 

tangible good. 

Experience: movie theater-the consumer 

purchases the experience of watching 

the film, but does not own anything as a 

result. 

Time: Car rental-a consumer purchases the 

right to use a vehicle belonging to 

another party for an allotted length of 

time. 

PERISHABILITY 

Services cannot be saved, stored or inventoried. Perishability of 

services leads to difficulty in balancing supply and demand. It is often 

too costly for organizations to offer a level of service that matches 

maximum demand, and are therefore often criticized for not offering 

adequate service for the consumers convenience. 

Example of Perishability: The airline industry: Once an airplane has 

left the ground with any empty seats, the lost 

revenue from those seats can never be 

reclaimed, nor can the empty seats be saved 

and offered on following flights. 



INSEPARABILITY 

The inseparability of a service indicates that production and 

consumption of a service occur simultaneously. This means that 

during the process by which a service is produced, the consumer is at 

the same time receiving the service. This is unlike the manufacturing 

of goods, where an item is produced at one location, at one time and 

can then be transported to another location for purchase at another 

time. Hence, for services, time and place of production are the same 

as the time and place for consumption. 

This aspect of services present two concerns to marketers. 

First, the individuals providing the service come into direct contact 

with the consumer, therefore, employees of service organizations must 

recognize the importance of the organizations goals and their role in 

the marketing effort. Employees of service organizations must 

consider their attitude and behavior, and understand that these are as 

important to the customer as their skills in completing the job 

(internal marketing). Second, because services require personal 

contact between provider and consumers, locational aspects of the 

business must be considered. 

Example of inseparability: When a customer enters a bank the teller 

or bank officer comes into direct contact with 

the customer at the time any service is 

extended. The customer receives the service 

simultaneous to the production of the service. 

Both parties of the exchange must be present 



at the same location for the transaction to 

occur. The bank employee provides the 

necessary service at the same time it is 

required by the customer. The quality of the 

service as perceived by the customer is a 

function of the communication skills and 

knowledge exhibited by the bank employee. 

Friendliness, professionalism, competence 

and expertise will all influence the 

customers perception of the service received. 

HETEROGENEITY 

Quality is quite often the basis on which consumers make 

purchase decisions. Standards for service quality and service methods 

vary among organizations. Each organization determines the minimum 

standards for the production and delivery of their service. This will 

most likely differ form the standards set by competitors. Specific 

types of services may also differ from one service provider to another. 

It is because of this heterogeneity of services that it is difficult to 

ensure the quality of services. The production and delivery of services 

is dependent on the standards of the organization and employee 

performance. Because employees are human beings, their 

performance will fluctuate from day to day and from customer to 

customer. In any given service category, the quality of services offered 
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by competing service organizations will also vary. No two service 

organizations are managed exactly alike, organized exactly the same 

nor do their employees perform exactly alike. The cost of providing a 

service can also vaiy from client to client because clients and their 

expectations and demands for service differ. The intangibility of 

services contributes to the concern for heterogeneity by making it 

impossible to directly demonstrate the quality and attributes of a 

service, and therefore making the purchase decision all the more 

difficult. 

Example of heterogeneity: The quality of services offered by 

automobile mechanics can very greatly. There 

is no standard level of performance for the 

industry, thereby creating heterogeneity of 

services. Consumers look for honesty, 

efficiency, technical knowledge and skill. 

These characteristics, however, are difficult to 

display. Because of the differences in quality of 

service offered among mechanics, the 

purchase decision for a consumer can be very 

confusing and difficult. A lack of 

standardization can also result from different 

mechanics within any one organization 

performing the services on different occasions, 

or from differences between customers. 
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Responding to Intangibility 

Because of the intangibility of services it is difficult for service 

organizations to demonstrate the benefits consumers will receive by 

employing their firm. It is even more difficult to distinguish the 

advantages of a particular organization compared to another. Even in 

non-profit organizations, who face the same obstacles as the service 

industry, a patron or potential contributor may have difficulty 

determining which charities are worthwhile and honest. 

In order to overcome the intangibility of services, businesses 

must emphasize their reputation to potential clients. Reputation is a 

result of public relations efforts, promotion, past performance and 

customer satisfaction. It is not enough to say "We're good!", it must be 

demonstrated with credible and tangible evidence. Letters of 

reference from past customers, word of mouth referrals, awards 

received, new publications and journal articles are all representative 

of the organizations' reputation. Each of these can also be considered 

evidence of the firms ability to satisfy the wants and needs of 

customers. This evidence must be an honest and thorough 

representation of the organizations performance. Customers will be 

suspect if you represent the organization with little credibility or 

integrity. Ethical and professional behavior of employees will also help 

to promote the organizations reputation. 



Two particular types of evidence can be offered by service 

organizations to their customers, these are, 'peripheral' and 'essential' 

evidence. Peripheral evidence is something that is actually given to 

the customer and is a tangible representation of the service received. 

Examples of peripheral evidence include a theater ticket stub, a 

statement of the account, or a receipt of payment. Essential evidence, 

on the other hand, cannot be possessed but can have a very strong 

influence on the consumers perception of the quality of service 

received. State of the art equipment, certificates of honors or awards 

received, diplomas, the manner of dress of employees, and the office 

environment all contribute to the essential evidence for the 

architectural profession. Careful consideration should be given to 

essential evidence in order to create the intended image and convey a 

certain quality of service. 

Responding to perishability 

The perishability of services presents organizations with the 

inability to inventory or store their services as one might some goods. 

Economic inconsistencies and instabilities cause the demand for some 

services to increase and decrease in relatively unpredictable cycles. 

Peak demands for services such as banks create criticism among 

customers that the service provided is not convenient. Staffing 

services for peak demand is not however, cost effective and not 

possible for most organizations. 



In response to perishability service businesses must encourage 

"off-peak" consumption of their services. In other words businesses 

must develop service offerings that might be desirable and useful 

during periods of limited demand. Hotels and resorts, for example, 

accomplish this by offering special rates during the off season. 

Telephone companies offer lower calling rates late at night and early 

in the morning, but make the most of the heavier calling period 

during the day. 

Organizations must have work for employees to perform during 

periods of low demand. Records can be updated, research performed 

or projects designed to create proprietary information can be 

accomplished. 

Responding to inseparability 

The nature of services makes it necessary that the producers of 

the service also be in direct contact at certain times with the 

customer. As a resxilt, producers, including all technical and support 

personnel, become marketers, that is, their attitudes and behavior 

toward the customer have a direct influence on the marketing process 

and the customers perception of the service. The consideration of 

inseparability can best be addressed by the internal marketing concept 

(discussed in chapter 1). Employees who understand the 

organizations goals, values and philosophy will best communicate those 

same ideas to customers and therefore, more consistently deliver the 

satisfaction the customer expects. Training programs and regular 



employee meetings can help to continuously communicate 

management expectations and can emphasize the importance of the 

organizations goals to the daily operation of the business. 

Another aspect of the inseparability of services is the location 

concern. Because customers must be present for the consumption of 

the service, it is important to remember that location does have an 

effect on the desirability and availability of the service. 

Responding to heterogeneity 

The problem of the lack of standardization results from 

inconsistencies within the organization, such that service does not 

satisfactorily meet the needs and expectations of the customer. 

Service organizations must respond to the potential for this 

inconsistency by seeking to hire the best employees and by providing 

the necessary means and motivation to keep them producing and 

performing at their best. This idea, again, goes back to the internal 

marketing concept. It is important to remember that the service 

includes more than technically correct, competent service but is also 

affected by the employees attitudes and behavior. Positive employee 

performance should be recognized and rewarded, whether for 

handling a difficult customer particularly well, or for a suggestion that 

improves office operations, or for finding and designing a unique 

solution to an organizational problem. 
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The services commonly offered by the architectural profession 

require definition in order to understand those activities and tasks 

that actually occur during each phase of an architectural project. A 

description of architectural services and the activities involved is 

necessary to determine the presence or absence of service 

characteristics as previously described. The services required for any 

specific project can vary as much as projects themselves and may 

require any combination of the comprehensive services outlined by the 

American Institute of Architects (ALA). Some architects may even 

choose to 'invent' services that will be offered by their firm, that are 

not described or identified by the AIA. The very nature of architecture 

and architectural projects allows that services within the profession be 

categorized into phases that parallel the design and construction 

process. These phases of services provide architects and clients with 

the opportunity to identify very specifically those particular activities 

they wish to engage in. The scope of architectural services as 

identified by the AIA comprise the vehicle for most architectural 

activities. These activities are distinguished by the AIA as either basic 

or additional services. Basic services are described and explained in 

the AIA standard owner/architect agreement (AIA document B141). 

Together the basic and additional services form a comprehensive list 

of activities relative to architects skills, knowledge, expertise and 

training. Many of the additional services offered by the architects are 



a result of increasing complexities in the building process and the 

built environment, or are a response to the increasing need for 

accountability among architects. Government regulating agencies and 

new environmental constraints have also necessitated the offering of 

such additional services as: acting as expert witness for legal 

processes, land use consultation, detailed construction cost estimates 

and environmental monitoring. 

Following is a description and explanation of the nine phases 

that form the list of comprehensive architectural services as 

designated in the AIA handbook. It should be noted that each phase 

includes project administration services for that specific phase. 

PREDESIGN SERVICES 

Pre-design services include those services necessary to 

determine the programmatic, financial and scheduling requirements 

or limitations of an architectural project (AIA Handbook, 2.3). Pre-

design includes such activities as architectural programming, inter-

discipline coordination, building typology studies and research, 

project organization, scheduling, feasibility studies and marketing 

studies. 

The most prominent of the pre-design services is programming. 

Some confusion commonly arises from the use of the term 

"programming", which has different meanings outside the 

architectural profession. Programming is the process used by 

architects to define the scope of an architectural project. This 



includes determining: design objectives, space requirements and 

relationships, building owner and building user needs, special systems 

or equipment to be included and site concerns or constraints. 

Programming in architectural terms in defined by the AIA as "the 

process of leading to a statement of an architectural problem and the 

requirements to be met in formulating a solution (Handbook, 2.3)." 

Other pre-design services also aid and benefit the design 

process by providing project specific information that will direct and 

focus the design relevant to project requirements. Pre-design 

services are not considered basic services by the AIA, rather, they are 

designated as additional services. This does not mean, however, that 

these services do not need to be performed for an architectural 

project. Each project and client is unique and the services required 

for project completion vary accordingly. 

SITE ANALYSIS SERVICES 

"Site analysis services include those necessary to establish site 

related constraints, requirements and planning for the project (Client, 

25)." The site analysis process entails the evaluation of a defined site 

relative to the program requirements, the budget and construction 

schedule of the specific project. Services included in the site analysis 

phase can include, assistance in site selection, performance of site 

development and planning studies, utility availability and capacity 

studies, preparation of environmental impact reports and investigation 

of zoning and code requirements. 



Site analysis services provide designers with an evaluation of the 

site coverage for the project, parking requirements, site circulation 

and access concerns, and identify t .e physical characteristics of the 

site, as well as any special or unique site restrictions. An important 

aspect of site analysis services is the identification and evaluation of 

applicable laws, codes, regulations, and agencies having jurisdiction 

over land use and development. Site analysis services are also 

considered additional services by the AIA. 

SCHEMATIC DESIGN 

"Schematic design services include those services necessary to 

prepare schematic design studies consisting of drawing and other 

documents illustrating the scope and relationship of project 

components for approval by the owner" (Client, 25). Schematic 

designs are conceptual in nature and include the documentation of 

conceptual architectural, structural, mechanical and electrical design 

solutions, inter-discipline coordination and document checking, 

consultation with governing agencies and presentation of the 

schematic design and studies to the owner for approval. 

During the schematic design phase architects and consultants 

consider the project variables which can include the program, codes, 

the site, budget, building context, building type and the owner. The 

architect then begins to formulate solutions to the architectural 

problem presented by those variables. Extensive coordination of all 

disciplines involved in the project is required throughout the 



schematic design phase. Architects and engineering consultants must 

have a common understanding of the problems created for each 

discipline by the project. Schematic design is considered a basic 

service by the AIA. This is the first phase of the nine outlined that is 

covered by the Standard AIA Owner/Architect Agreement. 

DESIGN DEVELOPMENT PHASE 

"Design development services include those services necessary 

to prepare, from the approved schematic design studies, documents 

which fix and describe the size and character of the entire project for 

the approval of the owner (Clients, 26)." Design development services 

again include architectural, structural, mechanical and electrical 

design documentation, materials research and specification, 

preparation of a statement of probable construction cost and the 

presentation of documents to the owner for approval. 

Where as the schematic design documents describe and 

illustrate the "scale and relationship of project components" the 

design development documents indicate specifically the character and 

detail of the architectural project. Inter-discipline coordination is 

also extensive during the design development phase. The AIA 

considers design development a basic service and covers this phase in 

the owner/architect agreement. 

CONSTRUCTION DOCUMENT SERVICES 

Construction document services include those that set forth the 

requirements for the construction of the project and assists the owner 



in the preparation of bidding and contractual information for 

construction (Handbook). Construction documents are prepared from 

the approved design development documents and are subject to 

subsequent approval of the owner. 

The organization and standardization of construction documents 

have largely been the result of efforts by the Construction 

Specifications Institute (CSI). CSI has been responsible for 

standardizing the information included in construction documents, 

and has determined that final construction documents include the 

minimum following elements: bidding requirements, contract forms, 

contract conditions, specifications, drawings, addenda and any 

contract modifications. 

The purpose of construction documents is to communicate the 

scope of the project in detail. Construction documents establish 

responsibilities of all parties involved in the accomplishment of the 

project, and indicate quality, quantity and relationships of all work 

necessary to the project. Construction document services include: 

documentation of architectural, structural, mechanical and electrical 

designs, inter-discipline coordination, specification of materials, 

preparation of a probable cost estimates and presentation of the 

documents to the owner for approval. 

BIDDING OR NEGOTIATION SERVICES 

Bidding or negotiation services include those services necessary 

to assist the owner in obtaining bids or negotiated proposals and in 

preparing and awarding contracts. These services include providing 



bidding materials and assisting in their preparation, providing 

addenda, assisting in bidding negotiations, bid evaluation and 

preparation of construction contract agreements. 

CONSTRUCTION CONTRACT ADMINISTRATION SERVICES 

These services provide administration of the construction 

contract by the architect as set forth in the contract between owner 

and architect. Administration of the construction includes field 

observations and documentation of construction, preparation of 

change orders, approval of certificates of payment to contractors and 

project completion procedures. 

POST-CONSTRUCTION SERVICES 

Post construction services are those services offered by the 

architect that will help to improve the utilization of a project once it is 

completed. Post-construction services include providing 'as-built' or 

record drawings of the project, preparation of maintenance and 

operational programs, review of warranties of equipment and materials 

used in construction, and preparation of post-occupancy evaluations. 

The ALA Handbook makes the following statement concerning post-

construction services: 

Accustomed to providing the services necessary 
to design buildings, preparing construction 
document and administering the construction 
contract for the owner, architects sometimes 
overlook the fact that they have the opportunity 
to be the professional representative of their 
client on a continuing basis-evolving a long-term 
relationship that produces continuing work on 
future projects (AIA, 2.9). 



Buildings do not usually come with 'owners manuals' that explain the 

proper use and care of a building. Buildings are, therefore, often 

underutilized or misused. This concern makes a particularly good 

argument for the marketing process which will allow architects to 

identify those projects and clients that provide the potential for post-

construction services. One of the objectives of marketing is to identify 

those opportunities that provide long-term potential and profitability. 

Post-construction services provide this potential. 

SUPPLEMENTAL SERVICES 

Supplemental services are those designated services that lie 

outside any of the other project phases and cannot easily be identified 

as having a particular position within a project. They may occur at any 

time during the project (Handbook). Supplemental service can 

actually be provided exclusive of any specific project that is presently 

in the office. Examples of supplemental services include, but are not 

limited to, renderings and models, special studies or research on 

specified topics, energy studies, furniture design, project promotion 

or public relations, providing expert witness testimony, and building 

type consultation to name only a few. The realm of supplemental 

services is limited really only by the imagination of the architect and 

client. Supplemental services provide tremendous opportunities for 

architects seeking to respond to the 'perishability' of architectural 

services. In other words, when demand for basic design services is 



low, supplemental services can provide many opportunities for the 

firm. 

The purpose of providing this detailed description of 

architectural services is so that the characteristics of services 

(described in Chapter 3) can be discussed relevant to the architectural 

profession. As made apparent by this explanation of comprehensive 

architectural services, a broad range of activities and opportunities are 

available to the architect and client. Marketing architectural services 

presents unique concerns and opportunities to the marketer. Each of 

the nine phases of architectural service will be evaluated for the 

presence of service characteristics and responding to those 

characteristics will also be explained. 

PRESENCE OF SERVICE CHARACTERISTICS IN ARCHITECTURAL 
SERVICES 

Marketing experts agree there is no such entity as a 'pure' 

service, that is, no service exists that has only the characteristics of 

services and no overlap with the attributes of goods. Most definable 

services have some parallel with the product industry. Intangibility, 

inseparability, heterogeneity and perishability are all present in 

varying degrees throughout the scope of architectural services. Each 

phase of service entails distinct activities that present the architect 

with opportunities to respond to the problems posed by the 

characteristics inherent to services. The services provided by the 



architects can be distinguished by the lack of or presence of these 

characteristics. 

Intangibility: During the bidding and negotiation phase of 

services architects generally offer only assistance in preparing bidding 

materials and negotiating contracts. The architect acts merely as an 

agent of the owner and produces few documents, or products that can 

be felt or displayed to the owner. The service offered during this 

phase is limited to assistance, advice and basic support. 

Tangibility: All documents prepared in the course of 

architectural services are considered legally to be the property of the 

architect and are to be used only with the express consent of the 

architect whose stamp appears on the document. The drawings, 

programs and studies and models generated by architects are simply 

instruments of service and are really peripheral evidence of the 

service performed. However, because there is a physical product or 

good that results from the service rendered, there is a tangible quality 

to architectural services and the documents created. Buildings are 

also a tangible result of architectural services. Architects are judged 

by their buildings as well as by the service they provide. Sometimes, 

these two aspects of architecture are in conflict. 

Inseparability: Architectural programming and schematic design 

require a minimum level of participation and involvement from the 

client. Programming requires input from the client in order to 



establish the direction and focus for an architectural project. If 

programming has not been performed this input is required during 

the schematic design phase. The client must provide the architect 

with information that will allow the architect to design a building that 

will meet the needs of the client and the building users, and solve the 

architectural problem presented by the project. During the exchange 

of this information the architect must directly interact and 

communicate. The closer the interaction the more valuable the 

information exchanged will be, both to the client and the architect. 

Architects and clients must openly communicate ideas in order to 

establish the real requirements, constraints and objectives of a 

project. This exchange and interaction creates a situation of 

inseparability. The client is receiving services while they are being 

performed. 

Separability: Client involvement is at its' lowest level during the 

construction documents phase. It is during this process of producing 

the documents for construction and bidding that clients offer the least 

knowledge and assistance to the effort. Clients will have very little 

input by the time the architectural process is in the construction 

documents phase. 

Heterogeneity: The nature of architectural design requires 

project heterogeneity in appearance and expression. Heterogeneity is 

a positive attribute in most aspects of architectural service. Clients do 



not usually want buildings or spaces that are exactly like those in 

another project. Schematic design and design development require 

heterogeneity of concepts, thoughts and ideas. Standardization of 

anything but building details, materials and repetitive parts during 

these phases would be undesirable. 

Homogeneity: Construction documents require that there be a 

set minimum level of competence from the architect. Errors and 

omissions must be minimized through a process of standardization. 

The CSI requires that a minimum of information be included in any set 

of construction documents. The accountability of the architect is 

maximized during the construction documents phase of service. The 

architect is required to respond by producing documents that will 

allow contractors to build the project with the least expense and 

change orders. 

Perishability: Programming, site analysis activities, and any 

design effort is subject to the perishability of services. Documents 

cannot be produced ahead of time and stored in some manner to allow 

use when required. Each project offers unique challenges and design 

opportunities for the architect. Response to each project must occur 

as information for that specific design problem becomes available to 

the architect. There is another aspect of perishability in architecture 

that is the phenomenon of talent. Architects can suffer from "burn 

out", or a form of "writer's block" which prevents them producing 



quality work, making their talent perishable in a sense, because they 

cannot meet the required demand. 

Storabilitv: Standard construction details, research information, 

building typology studies, and construction methods documentation 

are all responses to the perishability in architecture. While draftsmen 

and architects sit idle from lack of work, it is possible that they could 

generate some form of proprietary information that can be stored or 

packaged for later use. This proprietary information could be used 

within the firm or possibly even sold to other professionals. 

HOW ARCHITECTS CAN RESPOND TO SERVICE CHARACTERISTICS 

The architect is confronted with these characteristics of 

services and must consciously respond to the implications of each 

characteristic. The characteristics of services offer the architectural 

profession the same marketing challenges as any service industry. 

Because services are intangible some customers are uncomfortable 

entering into an exchange relationship because of the uncertainty of 

what it is they are going to receive and how this might compare with 

the offering of another firm. The cyclical nature of architecture and 

the construction industry makes the perishability of architectural 

services of even greater concern to architects. Gerre Jones makes 

this point about the difference between marketing services and goods: 



The difference is particularly important in 
selling design services since no one yet has 
figured out how to create a design services 
inventory. The end product of a design staff, 
a drafting department, and an estimating 
service cannot practically be stockpiled 
against future client demand. Moreover, the 
seller of any worthwhile service delivers it 
personally to the user; you can't buy a design 
for a 300-bed teaching hospital or a wastewater 
treatment plant in a supermarket or from a 
mail-order catalog. The most noticeable 
difference perhaps is in the manifest inability of 
buyers (clients) to compare the final product of 
one design firm's services against that of another 
so far as a specific project is concerned (Jones, 25). 

Architectural marketers must attempt to overcome these aspects in 

delivering services and even possibly use the solutions to their 

advantage in terms of differentiating their offerings or determining 

the target market. 

Responding to intangibility 

In order to begin to overcome the intangibility of services, 

architects must emphasized their reputation to potential clients. 

Reputation is a result of public relations efforts, past performance, 

client satisfaction and promotion. It is not enough to say 'We're good", 

it must be demonstrated with credible and tangible evidence. Letters 

from past clients, records indicating projects completed within 

budget and time restraints, and photographs of relevant past projects, 

all present clients with evidence that can be viewed, read and 

evaluated. This evidence must be an honest and thorough 

representation of the firms performance. Clients will be suspect if you 



present them with records that represent the firm as perfect. 

Architectural awards and honors received by the firm, diplomas, the 

manner of dress of employees and the office environment all comprise 

essential evidence for architects. 

Responding to perishability 

Economic inconsistencies and instabilities cause the demand for 

architectural services to increase and decrease in relatively 

unpredictable cycles. In response to perishability architects must 

encourage 'off-peak' consumption of their services. Architects must 

develop service offerings that might be desirable and useful during 

periods of limited demand for traditional architectural services.For 

examples, such services as remodeling, renovation, historic 

preservation, and energy conscious design could be in higher demand 

during slow economic periods. Research and development work could 

be performed for specific target markets. This work could result in 

proprietary information that could later be a marketable asset. 

Responding to inseparability 

The consideration of inseparability in architecture can best be 

addressed by the internal marketing concept. Employees who 

understand the firms goals, values and philosophy will best 

communicate those same ideas to the client and more consistently 

deliver the satisfaction the client has come to expect from earlier 

communication with principals or project management. Training 

meeting and weekly employee meeting can help to continuously 



communicate expectations and can emphasize the importance of the 

firms goals. 

Responding to heterogeneity 

Nowhere is the heterogeneity of service more apparent that in 

the architectural profession. No two firms are the same, no two 

designers are the same, and no two clients, projects or buildings are 

identical. In this sense heterogeneity is a positive attribute of 

architecture. Most clients prefer that architectural services be 

specially suited to meet their specific project needs, and they will 

choose the firm that best communicates the ability to do so. The 

problem of the lack of standardization , then, results from 

inconsistencies within the firm, where service does not satisfactorily 

meet the needs and expectations of the client. Architects can 

respond to the potential for this inconsistency by seeking to hire the 

best employees and by providing the necessary means and motivation 

to keep them. Employee performance should be recognized and 

rewarded, whether for dealing creatively with a difficult client, 

devising more efficient office operations or for the design of a unique 

solution to an architectural problem. 

Close examination of architectural services reveals that some 

activities engaged in are a conscious effort by architects to respond to 

service characteristics. Increasing participation of architects in 

supplemental services also indicates that many architects recognize 

the potential of expanding their services offerings and in doing so 



increase the potential for responding to the challenges of marketing 

architectural services. The four service characteristics when 

considered all together present marketers with a particular concern 

for differentiating particular attributes of their services. Service 

characteristics create difficulty for marketers in communicating with 

potential clients concerning the services provided and demonstrating 

aspects that create a significant benefit or advantage. Any method or 

manner architects can employ to respond to the typical 

characteristics of services is to their advantage. Clients will more 

comfortably engage in the valuation of architectural services if they are 

confident of what exactly it is they are assigning value to. Clients want 

to know what it is they will receive and how it will be provided. 



CHAPTER 5-COMMUNICATION 87 

Communication is central to any business organization. 

Communication must occur within an organization as well as between 

the organization and those entities outside the organization that affect 

or are affected by the organization. A simplified breakdown of 

marketing reveals that marketing accomplishes three basis tasks. 

First, marketing seeks to gather all information relevant to the 

organization. Second, the information is processed or analyzed. The 

information is then acted upon in the form of product or service 

design. Third, marketing disseminates information pertinent to the 

product or service both within and outside the organization. 

Together these three tasks comprise a marketing communication 

system which must be internally coordinated by the marketing 

organization to produce consistent and coherent information. 

Communication is the process by which ideas are exchanged among 

participants in the communication event. Marketing is also viewed as 

a process by which ideas are exchanged. Both communication and 

marketing are management functions used by organizations to improve 

the effectiveness of their operations. Roger Haywood, a business 

communication specialist, clarifies the relationship between 

marketing and communication. 

Two of the most remarkable changes in 
business practice in the last few decades 
have an extremely close link: both depend 
on the realization that business success 



comes from the public's consent, not just 9. 8 
managements ambitions. First, the 
concept of marketing has revolutionized 
progressive businesses in recent years. 
Indeed, marketing has become more than 
just a function or craft. It is now a way 
of business life, based on the simple truth 
that the customer is central to every 
organization and determines whether that 
organization will succeed or fail. Second, 
communication has recognized that the 
organization is allowed to prosper only 
through the support of the public on which 
it depends. Goodwill and favorable opinions 
can be created both by the actions and the 
communication of the organization- but not 
by either of these alone. This has given rise 
to the second change, a radical shift in 
boardroom thinking, which has led to the 
acceptance of the need for an organization 
to have an acceptable corporate personality 
and a credible ethical stance if it is to 
achieve any substantial success. Today, the 
organization not only has to be good, it has to 
be seen as good (Degen, 1). 

Communication and marketing are interdependent. Each relies on 

the other for its' effectiveness within a business setting. Marketing is 

a process which depends greatly on the depth and effectiveness of 

communication. Organizational communication, similarly, is 

supported by marketing when organizations establish and maintain a 

positive reputation by producing consistently good product or services. 

In other words, communication from organizations concerning their 

products or services is reinforced by marketing activities when the 

product or service offered is consistent with the claims of the 

organization. 



Clearly, it is no coincidence then, that organizations with 

effective communication policies are also those who succeed in their 

marketing efforts. Examples of such organizations in the business 

world are: Hewlett-Packard, Kodak and IBM. Architects, because 

architecture too is a business, must recognize the philosophies of 

marketing and communication and enlist them to their advantage. 

This chapter will examine communication theory from an 

organization perspective and discuss its' relevance to marketing 

efforts both internally and from a systems viewpoint. The role of 

communication in architecture is not unlike any other business 

organization or profession. 

COMMUNICATION THEORY 

Frequently, models of communication are depicted and 

described as a one-way process, where messages travel from sender to 

receiver. (See Figure 5.1) Unfortunately many organizations who 
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Figure 5.1 

One-way Communication Model 
(Source: Schoell) 



advocate marketing practices, approach communication in just that 

way. Messages are designed for an intended target market, the 

messages are sent and the marketer awaits feedback. The danger of 

this concept of viewing communication as a one-way flow is that it 

assumes that these messages actually reach the target market and that 

members of that market and react to the message as intended. 

However, in reality few messages actually reach the intended 

audience. If they are received, seldom do they elicit any particular 

reaction from the receiver. If communication is viewed as a one-way 

process, the consumer is assigned a passive role in the marketing 

effort and has little or no affect on the marketing process. In this 

approach to communication, consumers are do not participate in the 

process, but rather, they simply react positively or negatively to the 

message from the organization. (Negative reactions will most likely 

have no influence on the organization, while a positive reaction may 

send feedback to the organization in the form of a purchase). The 

purpose of one-way communication as it is commonly depicted, is that 

it attempts to persuade and convince the customer to behave in an 

intended manner. In reality then, one-way communication is not 

marketing at all, it is selling. 

As mentioned previously in chapter 2, marketing 

communication and its' related activities must be an interactive 

process. The roles of the sender and the receiver are not static, but 

rather interchangeable to allow either party to take either role at any 

time. One-way communication models rely on feedback from the 
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receiver. Feedback is an unsolicited response to communication, ana 

implies a passive process. This is contradictory to the marketing 

concept which advocates that organizations must actively seek 

communication from consumers concerning their products, services, 

policies and the markets wants, needs and values. Marketing 

communication, then, must be seen as an active two-way process for 

facilitating information exchange between producers and consumers, 

rather than merely a process of sending messages and hoping for 

feedback. Two-way models of communication recognize that the 

producer must assume the role of 'listener', in addition to that of 

'speaker', and conversely, that the consumer can and should also act as 

'speaker', not just 'listener'. (See Figure 5.2) 

MESSAGES 
(Promotion) 

SENDER 

RECEIVER 
RECEIVER 

SENDER 

(market needs) 
MESSAGES encoding/ 

decoding 

Figure 5.2 
Two-way Communication Model 

(Source: Nickels) 

Communication occurs when a sender transmits a message 

through some medium, the receiver receives the message, and 
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subsequently the receiver and the sender have a shared meaning of 

the message (Schoell, 480). In order for shared meaning to exist, the 

sender and receiver must have a common frame of reference. (See 

Figure 5.3) Frame of reference refers to languages, experiences, 

knowledge or understanding of a subject possessed by both the sender 

and th receiver. 

Architecture, as with any industry or profession, has a particular 

vocabulary that is generally understood only by the members of the 

profession or construction related fields. This architectural jargon 

appears to elevate the profession above non-members and lends an air 

of exclusiveness. However, the intent of communication is not to 

exclude, but rather to include prospective and present clients and 

others. According to Dr. Richard Wiegand, professor of management 

communication at the University of Alabama, and communication 

consultant to architects and engineers: 

Common language, experiences, 
understanding, or perception.7 

Figure 5.3 
Common Frame of Reference 

(Source: Author) 



Clients are neither fools not simpletons. 9 3 
That they don't know basic facts about 
construction- or its' esoteric terminology-
is no indication that they are mentally 
deficient...Concentrate on the way your 
clients express themselves; use professional 
patois only to people, such as contractors 
who use it too (Wiegand, management). 

The important consideration in communication is that the exchange of 

ideas and information is understood. Architects needs to truly 

understand the needs and wants of the client; terminology used is not 

important. 

Marketing communication is not necessarily intended to change 

attitudes or beliefs, but rather to develop a mutual understanding by 

sharing ideas between producers and consumers. If ideas have been 

exchanged, creating a common understanding between consumers 

and producers concerning product or service needs, very little, if any, 

attitude change will be necessary. This is ultimately the aim of 

marketing organizations. 

ELEMENTS OF COMMUNICATION 

There are several elements of the communication process that 

must be identified in order to understand communication and its role 

in marketing. These elements are the sender, the receiver and the 

message. The processes that occur are encoding and decoding. 

(See Figure 5.2) 



The sender or source of a message has enormous affect on the 

value and productivity of a communication effort. The receivers' 

perception of the source will have considerable influence on the 

effectiveness of the message. Therefore, attitudes held by the receiver 

about the source, as well as attitudes about the content of the message 

can influence the receivers evaluation and decision making process. 

Source credibility refers to the receivers perception of the sources 

believability. Perceived expertise and trustworthiness are factors that 

determine to the credibility of any source (Schoell). Source credibility 

is increased when the message sent is consistent with the 

predisposed attitudes of the receiver. 

Encoding is the process of using symbols (words, picture, or 

sounds) to convey meaning in the form of a message. Because a 

common frame of reference between sender and receiver is necessary, 

the source must use symbols for encoding the message that will be 

familiar to the receiver. "Communication is practically impossible if 

the source does not have a good understanding of the receiver" 

(Schoell). The marketing implications of encoding are that marketers 

must know who the intended receiver of their message is (target 

market). Understanding the receiver, their scope of knowledge of the 

produce or service and their interest in the offering, is required for 

successful marketing communication to take place. 

Marketers must also recognize that it is impossible to 

communicate with someone who is unwilling to listen or receive a 

message. It is, therefore, critical that marketers understand that it is 



receivers whom actually determine message content, and the location" 

of the message, not the source (Schoell, 484). This is why marketers 

must clearly understand the wants, needs and characteristics of the 

targeted receiver. The message conveyed must communicate the 

sources understanding of the receiver. Receivers are subject to three 

cognitive factors that determine what messages they will actually 

respond to. These are: selective exposure, selective perception and 

selective retention. 

Selective exposure states that receivers tend to avoid messages 

that do not agree with, or confirm, previously held attitudes and 

beliefs and tend to listen to communication that affirms already held 

ideas. In other words, unacceptable messages are avoided by 

receivers. Occasionally, however, these messages cannot be avoided 

and selective perception occurs. "When people are exposed to 

communications that do not fit their predisposition, they often distort 

or misinterpret the message" (Nickels, 92). In addition, people will 

more likely remember communication that supports their beliefs as 

opposed to those which conflict with their beliefs. This is the process 

of selective retention. 

The process of selective retention may be most 
evident in a structured learning situation such as 
in a classroom. Courses which are interesting to 
the students or which seem relevant to their role 
conception are usually viewed as 'easy' subjects 
and they assimilate the content quickly. Subjects 
which are not interesting and do not seem to be 
'relevant' are often difficult to retain and the 
course is considered 'hard' (Nickels, 93). 



Each of these selective screens are subject, of course, to the degree of 

commitment the receiver holds about any subject. The stronger a 

person feels about something, the more subject to selective screens he 

or she will be. If a person is uncommitted, his attitudes will be more 

easily changed by messages received. The wide variety of products 

and services presented to consumers creates a varying range of 

commitment. Marketers must identify where their product or service 

fits in this range in order to deliver appropriate messages to the 

consumer. 

Communication messages consist of symbols or words that are 

intended to represent experiences, places or objects. Semantics is 

the study of signs and symbols and the messages they create. The 

purpose of semantics is to determine what words mean and what 

influence words have on human behavior. The problem with words as 

revealed by semantics, is that the meaning of words can vary from 

person to person and from situation to situation. 

A word has no meaning until it is put in some 
context. Still the meaning will vary with the 
sender, the receiver and their knowledge of 
each other, the language and the situation (Cherry). 

The reliability of words for communication can, therefore, be rather 

undeterminable and even dangerous because words and their 

meanings can be so variable. It is because of this unreliability of words 

that marketers must also employ non-verbal communication. 

Organizations must accept that what they are, and what they do is as 



important, if not more so, than what they say (Nickels). Non-verbal 

communication can generate much more meaning to the consumer 

than verbal messages intended for the same purpose. 

Decoding is the process by which a receiver assigns meaning to 

the symbols conveyed as a message. Decoding will be effective only if 

the message is of some interest or importance to the receiver. If the 

message has not relevance to the receiver, decoding will not be 

necessary, and the message will be ignored. 

If the message is interpreted by the receiver differently than 

intended by the source then communication noise has occurred. 

"Noise" is anything that interferes with the communication process 

(Schoell). Noise can occur at any point in the exchange of 

communication. 

COMMUNICATION AND MARKETING 

As mentioned earlier marketing involves more than 

communication and communication involves more than marketing. 

Interestingly, however, each process can act to support the other. 

Marketers must recognize the importance of communication, as it 

dominates all aspects of marketing. 

Organizations can encounter certain difficulties in 

communication which affect the marketing process. According to 

Nickels these difficulties can be described as follows: 



1.) Receiving, storing and managing information from outside: 

Most organizations have no one assigned simply to listen. If 

organizations do not make a conscious effort to listen and observe 

activities, both internally and externallyrtKey are in constant danger of 

missing signals and opportunities that may require some response or 

action. Observation is necessary because non-verbal messages can be 

extremely important to the organization as well. Therefore, the 

environment inside and outside the organization must be monitored 

for visual clues in addition to spoken or written information. 

2.) Faulty dissemination of information. Messages to the 

public about products and services can be misdirected and 

misinterpreted by the audience or never reach the intended audience. 

3.) Faulty information can greatly inhibit the success of any 

organization and damage the organizations' reputation. 

4.) Lack of communication from management to operating 

employees: Internal communication in an organization is like 

messages from the brain to the body, if there are defects in the 

information or an insufficient flow, the employees will not know what 

is expected of them or why and clumsiness in operations is likely to 

occur. 

5.) Faulty flow of information from operating employees to top 

management: Mangers must be open to and encourage upward 

communication from employees, they must learn to recognize warning 

signals that indicate potential trouble, as well as ideas that may be 

useful in improving operations. 



6.) Lack of information flow from one department to another: 

Organizational departments will often proceed in different directions 

because of lack of coordination among the departments. Progress of 

the organization will be slow and ineffective because each department 

may have unique goals and objectives. 

Marketing is a liaison function that links 
organizations and individuals into mutually 
beneficial relationships. In order to establish 
and maintain such external relationships, 
marketing personnel must have control over 
data flows between and among participants in 
the relationship and over relevant information 
within their own system of organization. The 
various information flows that are processed 
by marketing are collectively known as the 
marketing information system (MIS) (Nickels, 34). 

The purpose of a marketing information system is to continually 

monitor the organization's relevant external environment and the 

internal operation of the organization, to gather, store and analyze 

information from the monitoring effort and to disseminate appropriate 

information both internally and externally. Because information is 

received and disseminated by means of communication, the MIS is 

dependent on the communication process. 

COMMUNICATION AND INTERNAL MARKETING 

Three of the five previously mentioned communication 

difficulties relate directly to the concept of internal marketing. 
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Defects in internal communication indicate a breakdown in the 

internal marketing effort and vice versa. Internal marketing relies on 

communication to deliver and emphasize information concerning the 

marketing effort of the organization. 

To put the internal marketing effort function 
in perspective, remember that internal 
marketing is not any new magic potion or 
radical way of doing things. What we are 
talking about are basic communication skills 
used to stimulate support among its own people 
for a company's or institution's marketing 
strategy (Quane, 145). 

Communication efforts within the organization must be concerned 

with getting the organizations' message, objectives, goals, policies and 

procedures out to the people who ultimately determine the success of 

the organization, that is to its' own employees. Upward, downward 

and horizontal communication are all aspects of the internal 

marketing processi (See Figure 5.4) 

Torgel markets, 
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Marketing 
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Figure 5.4 
Organizational Communication 

(Source: Andrews) 



Communication from management downward reveals organization 

goals and objectives. Procedures and their intent or purpose can best 

be understood when explained by upper management. Horizontal 

communication allows organizations to coordinate efforts among 

sections or departments and determine common goals and reduce 

duplication or conflict of effort and responsibility. Upward 

communication can indicate to upper management strengths and 

weaknesses of the internal marketing effort and the overall operation 

of the organization. Management can use upward communication for 

evaluating employee understanding of organizational direction. 

Internal marketing and communication share another 

relationship, that is, the communication skills of each of the firms 

employees are reflected in the success of marketing efforts. 

Although effective presentation and 
communication skills have always been 
an asset in business development, some 
design firms are discovering that such 
skills are even more valuable in these 
competitive times. These firms are 
placing a new priority on communication 
training for a larger number of their 
personnel because they have found that 
clients assembling a project team are 
looking for firms that can interact 
effectively on several levels with the 
client as well as with other team members 
and consultants (Olson, presentation). 



COMMUNICATION AND SYSTEMS MANAGEMENT 
1 0 2  

The first two communication difficulties discussed earlier, 

monitoring the environment and faulty dissemination of information, 

are both functions of the systems view of management. 

Communication flows to and from an organization and the resulting 

effectiveness of communication is a result of systems management. 

Organizations that recognize themselves as part of a larger system and 

actively seek information from the environment, and further transform 

or react to that information to produce some response, are operating 

within a systems framework. Difficulty in receiving or disseminating 

information can indicate an organizations lack of understanding of the 

systems concept. There are three subsystems of the marketing 

information system (MIS) which further demonstrates this concept. 

Marketing Intelligence: Flow of information to the organization by the 

organization. Marketing intelligence constitutes 'input' to the system. 

Internal Information: Internal information is that which is readily 

available from inside the organization. Sales records, financial 

statements, customer profiles and performance indicators are 

examples of internal information. Internal information is also "input" 

for the system. 

Promotional Communication: Advertising, public relations and 

internal promotions are examples of promotional communication. 

This is information that is disseminated to the public or the internal 

market that is a result of the organizations analysis and subsequent 



transformation of'input' it has received. Promotional communication 

is 'output' from the system. 

It is important to consider that marketing is the process by 

which information is gathered, acted upon and responded to. MIS 

provides the organization with a systematic way of gathering and 

storing any information received. 

Marketing communications start with an 
analysis of the internal and external 
environment of the organization. This data 
supplies the marketing manager with the 
information he needs to decide which markets 
to approach with which types of products, 
messages and appeals. The outward flow of 
information and persuasion is dependent upon 
and second to the gathering and analysis of 
inward flowing information (Nickels, 37). 

This statement is fundamental to the marketing concept. It 

emphasizes that the quality and relevancy of information received 

determines the quality and relevance of information released. 

Marketing effectiveness then relies on the MIS and problem specific 

research to provide the appropriate information for decision making. 

Without reliable input, effective output becomes impossible. 

Marketing decision rely on communication concerning market wants 

and needs. Understanding of this communication will lead to 

desirable, marketable product and services. 
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The ideas and concepts concerning communication and it's 

importance to marketing are also applicable to the aspects of 

' marketing architecture. Architecture, in its essence is a process of 

communication. By it's very nature, architecture relies on both 

graphic and verbal information to convey concepts, ideas, issues and 

concerns. Architectural communication also includes the buildings 

and spaces that result for the services provided by architects. 

Buildings are a very strong architectural communication device. The 

built environment is consumed by the entire public, not just clients 

and actual building users. Any person who visually encounters a 

building, from any distance, becomes a consumer of that building. The 

manner in which that building communicates its purpose and function 

to the viewer will also determine the viewers perception of 

architecture and architects. Buildings are a device by which social 

values and concerns are evidenced. Social changes is also reflected in 

architecture and the activities of architects. The marketing of 

architecture requires consideration and awareness; consideration for 

the importance of the built environment and awareness of how 

architecture shapes and determines the character of the surrounding 

in which we live. Architects and architectural marketers must accept 

social responsibility, for society is their client. Architectural 

marketing, as well as design must communicate this responsibility. 



Architectural 'output' will be only as effective as the communication 

which occurs between architects and their clients and the 

environment. 
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The difference between 'reactive selling' and 'planned' 

marketing' in an architecture firm is also the difference between short 

term and long term success. Many architects achieve success by 

simply 'reacting' or responding to opportunities that come to them 

without any effort expended by the firm. This approach to business, 

however, merely leads to short term prosperity. These firms are 

vulnerable in the face of competition or a declining market. 

Architecture firms with a planned marketing approach, in contrast, 

can consciously manage and control the type and amount of work they 

will perform. Market planning helps firms match their resources and 

service offering with opportunities identified within the relevant 

environment. Creating these relationships between the architect the 

environment is ultimately the goal of marketing. A survey performed 

in 1989 by the Chicago based designed and construction consultant, 

Birnberg & Associates revealed the following about market planning in 

architectural practice: 

Though 96% of firms expressed interest in 
continuing their growth only 45.1% had a 
written marketing plan or other documentation 
pertaining to long-range growth strategies. 
Nearly 53% of respondents (of those with plans) 
indicated that a poor marketing plan was the 
chief obstacle hindering their growth (Survey, 1989). 

A 1988 AIA survey revealed very similar findings in relation to the 

number of firms having written marketing plans (AIA, 1988). 
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Market planning has numerous advantages and benefits for the 

architectural profession in addition to directing the growth of firms. 

Among these benefits are: planning results in a systematic approach 

to thinking about the future; planning allows employees to enjoy a 

sense of participation in determining the firms future and; planning 

forces key decision makers within the firm to clearly define the firms 

purpose. 

The purpose of the marketing plan is to give direction and 

definition to the firms activities relative to the work to be 

accomplished and for whom it will be done (Coxe, 209). Planned 

marketing efforts allow architecture firms to formally establish where 

the firm is going and what it will accomplish along the way. The 

necessary steps for getting to a particular point are outlined in the 

marketing plan. An additional benefit of planning is that financial and 

human resources for accomplishing each task can be identified once 

the scope and purpose of the task is defined. Most importantly, 

however, without a marketing plan architects will never know if they 

have accomplished their goals because it is the marketing plan that 

provides measurable, quantitative goals that can be analyzed and 

evaluated to determine the success of the plan and the firm. 

Throughout the business world, planning is considered a 

fundamental task of management. Market planning becomes integral 

part to architectural practice management because the plan provides 

direction and organization to the entire firm as a whole. Market 

planning affects each person in the firm because each has a role in 
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marketing the firms services. In keeping with the marketing concept 

the marketing plan is the physical result of marketings concern for a 

systems view of decision making. The marketing plan provides the 

framework for decision making (Byers, 165). Within this framework is 

the consideration of all main subsystems that make up both the 

internal and external environments of the organization. The basic 

purpose of the marketing plan is to provide for the coordination of 

internal subsystems in responding to the influences of the external 

subsystems, which will lead to the achievement of organizational goals. 

BASIC ELEMENTS OF THE MARKETING PLAN 

Architects must approach the planning process in a manner that 

will ensure that no important information is overlooked or left out. 

The planning process should follow a structure that allows ideas and 

information to be considered in a logical manner. These same ideas 

should be presented in a similar form in the written plan. Following is 

a basic outline of a marketing plan for architecture firms. Each 

element of the plan is discussed in further detail after the outline. 

I. EXECUTIVE SUMMARY: 
Identifies the main ideas set forth in the plan. 

II. INTRODUCTION: 
Identifies the purpose and use of the plan, the 
firms philosophy and the term of the plan. 



III. SITUATION ANALYSIS: 109 
Identifies, describes and explains the forces acting 
within and outside the firm. This is the basis for 
the remainder of the plan. It includes information 
concerning: 

-The Firm 
-The Service 
-The Client 
-The Competition 
-The Environment 

IV. PROBLEMS AND OPPORTUNITIES: 
Defines problems and opportunities resulting from 
the facts and assumptions presented in the 
situation analysis. 

V. MARKETING GOALS AND OBJECTIVES: 
Describes the results to be produced by 
implementation of the plan. 

VI. MARKETING STRATEGIES: 
The general course of action to be followed in 
order to realize the goals set forth in the plan. 

VII. MARKETING TACTICS: 
Identifies the specific activities required to be 
performed in carrying out the strategies. 

VIII. MEASUREMENT AND CONTROL: 
Describes the methods and procedures for 
evaluating the progress and success of the 
marketing plan. 

IX. MARKETING SUMMARY 
Summarizes the benefits of the plan 

(Hopkins). 

INTRODUCTION 

The purpose of the introduction is to explain and define the 

intent of the marketing plan. Most marketing plans are written to 

cover a period of one year. This year can be a calendar year of the 
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firms fiscal year. Shorter or longer term plan can be written. Shorter 

term plan require more frequent use of firms resources for planning 

and review. Longer term plans must allow for regular evaluation and 

review to ensure that the plan remains current and the firms does not 

miss any critical cues or signals concerning their performance. In the 

introduction the architectural philosophy of the firm should be 

presented, including its overall goals and design beliefs. The 

introduction of the marketing plan states why the plan is written and 

how it is to be used. Most marketing plans are used to identify tasks 

to be performed, and determines who will be responsible for those 

activities. Any necessary definitions should also appear in the 

introduction. 

SITUATION ANALYSIS 

The situation analysis (Discussed in detail in Chapter 7) contains 

a great deal of information about the architecture firm itself and its' 

relative environment. The firm, the service, the client and their 

perspective of architecture, the competition and the environment are 

all examined for their influence on the marketing effort. In the 

situation analysis portion of the plan, segmentation and differentiation 

philosophies of the firm will be identified. Segmentation allows the 

firm to divide the mass market into smaller markets which are 

individually distinguished by specific characteristics common to 

members of that market. Differentiation philosophies, similarly, 

identify the characteristics of one firm that distinguishes it from other 
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architectural firms. The content of the situation analysis must be 

carefully analyzed and evaluated. Within this information lies the 

opportunities and optimal direction for the firm. Information for the 

the situation analysis can be obtained from numerous sources, 

including external agencies and the firm itself. Architects should be 

careful to consider the validity of all information and its' source before 

including it as part of the situation analysis. The situation analysis 

provides the basis for subsequent marketing decision and should 

therefore be accurate, consistent and relevant. 

PROBLEMS AND OPPORTUNITIES 

This section of the marketing plan is a summary of the specific 

knowledge gain from the situation analysis. The situation analysis 

portion of the marketing plan is little more that a collection of facts, 

unrelated ideas and information about the firm and its environment. 

This section is also commonly referred to as 'SWOT', that is, 

strengths, weaknesses, opportunities and threats (Jones, 27). SWOT 

is the result of careful evaluation of the information presented in the 

situation analysis. Following are some examples of SWOT that would 

be applicable to the architecture profession: 

Strengths: 

1) On staff expertise in energy efficient design. 

2) Referral business on the 20-30% range. 

3) Experiences estimating personnel with 95% accuracy. 
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Weaknesses: 

1) No staff experience in health care design. 

2) High personnel turnover 

3) Poor geographic coverage (only 1 office) 

Opportunities: 

1) A large newly commissioned project in a growth area that 

enables the firm to open branch office. 

2) New government tax incentives for solar design or retrofit 

projects. 

3) Local legislation for large funding increase in school district 

for building remodeling and new construction. 

Threats: 

1) Increasing interest rates 

2) Rising number of lawsuits from clients 

3) Increasing number of architecture firms in geographic area 

The goals and objectives, marketing strategies and tactics 

sections of the marketing plan are written in response to the 

information presented in the SWOT section. Therefore, the 

information gathered during the situation analysis is valuable and 

relevant only to the extent that it identifies problems and 

opportunities facing the architecture firm. Without problems and 

opportunities the firm will have no course of action and no reason for 

existence. The problems and opportunities are implied in the 

situation analysis, however, it is necessary to restate each one 
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distinctly and separately and indicate why it is a strength, weakness, 

opportunity or threat, so that each may be addressed in following 

sections of the market plan. 

MARKETING GOALS AND OBJECTIVES 

The goals and objectives, in turn, are written in response to the 

problems and opportunities facing the firm. The distinction between 

a goal and an objective is that goals establish what the firm is trying to 

achieve in general terms, while objectives are the specifics of the goal. 

Both goals and objectives must be achievable, challenging and 

acceptable to the firms employees (Jones, 11). Objectives must, in 

addition, be specific and measurable. The following goals and 

objectives are examples that might be used by an architecture firm. 

Marketing Productivity 
Goal: To increase the number of industrial projects 
commissions awarded to the firm. 

Objective: To increase the number of industrial 
project commissions from 5% to 15% 
of the total commissions awarded to 
the firm by December 31, 1991. 

Profitability 
Goal: To increase the overall profitability of the 

firm. 

Objective: To increase the return on investment by 
8% for fiscal year 1991. 

Market Share 
Goal: To increase the firms share of the commercial 

market. 

Objective: To increase the firms commercial market 
share by 10% by December 31, 1991. 
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Distribution: 

Goal: To increase the marketing area of the firm. 

Objective: To establish a branch office with a minimum 
of 5 employees in Phoenix by December 31, 
1991. 

Careful consideration must be made to ensure that goals and objectives 

do not conflict with each other. It is also important to be certain that 

marketing goals and the firms overall goals don't contradict each 

other. 

An important consideration for establishing goals and objectives 

is that those employees responsible for carrying out the activities 

necessary to achieving the goals must have some role in setting them. 

It is necessary that anyone who participates in the execution of the 

marketing plan be committed to the plan and should therefore be 

involved in the setting of goals and objectives. This planning 

consideration reconfirms the importance of the internal marketing 

concept. 

MARKETING STRATEGIES 

The marketing strategy section is the 'what to do' section of the 

marketing plan (Cohen, 20). Strategies for marketing involve 

differentiating the service offering or product from that of other firms, 

segmenting the total market in order to identify target markets, 

define a certain niche in the profession in which the firm can perform 

well, and whether the firm will grow or consolidate. "A strategy is the 

connection between a problem or opportunity, the firms' objectives 
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and detailed action" (Hopkins, 25). Strategies, like objectives, must 

also be specific. 

EXAMPLE: POOR- In order to increase the market share for 

institutional projects additional employees with proper 

experience will be hired. 

GOOD- The market share of institutional work is to be increased 

from 5% to 8% within 12 months. This will be achieved by a) 

hiring two additional employees with institutional expertise, b) 

submitting a series of articles concerning institutional design 

issues to trade journals for publication, and c) the firm will 

associate with consultants who have institutional experience. 

Specific strategies understandably address specific objectives. The 

two should parallel each other closely (Hopkins, 25). The marketing 

strategy section will also address the marketing mix, which includes 

considerations for the marketing effort specific to the product, price, 

place, promotion, personnel, process management and physical 

attributes (also know as the 7 P's, discussed further in Chapter 8). 

MARKETING TACTICS 

The tactics of the marketing plan are sometimes referred to as 

the action program. This is the section where individual 

responsibilities for the specific strategies are determined. Who does 

what, when, where and how are all identified for the strategies 

defined by the marketing plan. Time and money required for each 
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step are also Indicated. Tactics are specific actions that must occur to 

assure that the architecture firm reaches its' goals. Tactics may 

address the steps necessary to perform specific research, promotion 

or selling tasks. Examples of tasks might include: the design and 

writing of an office brochure, or developing programmatic information 

for a particular growing building type. 

MEASUREMENT AND CONTROL 

This section of the marketing plan provides an explanation of 

the procedures that will be used to monitor and evaluate the 

performance of the plan. Writing a marketing plan for an architecture 

firm is wasted use of the firms time and resources, unless the 

progress of the plan can be monitored. Standards or desired levels of 

performance must be designated and then compared to actual 

performance. Necessary adjustments to goals and strategies should be 

made as indicated by the performance levels. 

MARKETING PLAN SUMMARY 

This section of the marketing plan will discuss the advantages, 

costs and profits provided by the plan. The differential advantage of 

the firm should be clearly stated as well. The differential advantage is 

what the firm offers that competitors lack (Cohen, 21). 

CONSIDERATIONS FOR THE MARKETING PLAN 

Once the marketing plan is complete is should not simply be a 

document that sits on a shelf and collects dust. To be a valuable 
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resource the plan must be used. It Is critical that architecture firms 

recognize the need for staying alert and watching for any indications 

or significant changes in the environment that may necessitate review 

or modification of the marketing plan. It is best to provide regular 

planned interim reviews, where assumptions and facts related to the 

present situation can be updated and shifts in the internal or external 

environment can be considered as relevant to the plan and any 

necessary adjustments made. 

It is asserted that willingness to consider and 
make changes in a plan in midstream as it were, 
can help ensure that the plan stays responsive 
and is up to date. As one marketer states the 
test for soundness of a marketing plan is 
whether, in some unexpected crisis, management 
turns to it for guidance in the first place, or 
ignores it under the pressure of having to decide 
in a hurry on new directions for marketing 
policies and programs (Hopkins, 29). 

The preparation and use of a marketing plan can best be illustrated by 

the following flow diagram (See figure 6.1) which demonstrates that 

market planning is a reiterative process rather than a linear 

progression which planning appears to follow. The best marketing 

plans are those which allow for feedback at each stage of planning. 

The marketing plan will formally provide a strategy for realizing 

organizational goals and objectives. The situation analysis will provide 

the facts and the basis for the assumptions on which these goals and 

objectives will be formulated. As stated by Gerre Jones in his book 

"How to market Professional Design Services," the following four 
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question are addressed by the corresponding elements of the 

marketing plan. 

Question Element 

1) Where are we now? Situation Analysis 

2) Where do we want to go? Goals and objectives 

3) How do we get there? Programming and tasking 

4) How do we know when we're there Performance measurement 

analysis 



determine marketing plen 
Include steps to monitor 
progress of plan 

not feasible feasible 

objectives 
not ettoinoble 

reevaluate programs 
against objectives 

evaluate actual performance 
against planned performance 

set marketing objectives 
that are measurable and 
respond to the situation 

match feasibllty of plan 
against available resources 
and constraints 

determine marketing strategies, 
and prepare action programs with 
assigned responsibilities 
and dates for accomplishment 

analyze firms strengths 
weakness and goals 

examine critically present 
and prospective market and 
service situation 

Figure 6.1 
Market Planning Process 

(Source: Hopkins) 
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ANALYSIS 

As discussed earlier, the marketing concept advocates a systems 

view of decision making. Consistent with the systems view is the idea 

that systems require input that can be analyzed to facilitate decision 

making. Marketing research provides the input necessary for all 

phases of the marketing process. Research can lead marketers to an 

understanding of not only external forces acting upon the organization 

but also internal workings that can affect marketing efforts. 

Viewed as an integral element of program 
planning, design, and implementation, systematic 
research provides the basis of answers to the 
questions, "What are we going to do?" and " Have 
we been successful (Haywood, 15)?" 

William Locander, in his monograph written for the American 

Marketing Association on problem definition, identifies three basic 

elements of any marketing research effort. These elements are 1) 

Making sure that the right questions are being asked, 2) Employing 

proper research techniques and methods and, 3) Presenting the 

findings in a clear, understandable format that will facilitate 

management and marketing action. By necessity problem definition 

must precede any attempt at marketing research. An organizational 

problem exists any time a firm faces decision making under conditions 

of uncertainty. In further defining the problem, both managers and 

marketers must participate in an analysis of the situation facing the 
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firm. In order for marketers to make market relevant decisions it is 

necessary to have information that demonstrates the characteristics 

and conditions of the market. Information about the organization will 

help identify strengths and weaknesses, as well as, the objectives 

under which the organization is operating. 

Market research and the situation analysis both are discussed in 

this chapter. It is important to understand the relationship and the 

differences between the two. Marketing research can occur at any 

point during the marketing process. The situation analysis, on the 

other hand, is the research component of the marketing plan (See 

research reseorch research 

Marketing Process 

reseorch 

Situation 
Analysis 

Market Planning 

research 
Figure 7.1 

Research: Performed during market planning and as required by the marketing process 
(Source: Author) 

During the situation analysis research is performed in five 

predetermined areas. These areas of research are: the firm, the 

service, the client, the competition and the environment. The 

situation analysis is a function of research. Research findings during 
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the situation analysis become the basis for subsequent decision making 

during the planning process. The situation analysis, however, is only 

one of several marketing research activities (See Figure 7.2), A 

situation analysis must not be performed every time research is 

undertaken. -Servlco end firm 
differentiation research 

investigate overall architectural 
market to Identify growth markets 
ond oreos of decreasing demand 

Identify prospective clients 
for particular project type 
end/or geographic area 

Determine specific market 
needs and desires 

Perform the Situation Analysis 

-Market segmentation' 
research ^-Ongoing environmental 

monitoring 

Figure 7.2 
Research activities performed In support of Marketing 

(Source: Author) 

Market research performed outside the situation analysis is 

employed to examine any specific concerns or issues identified as 

potential influences on the firm and its; activities. Market research 

need not occur only during the planning stages, but rather it can be 

exercised as closer investigation of any circumstance may require. As 

figure 7.1 indicates, market research can explore a variety of areas in 

which architecture firms may find promising knowledge or insight. 
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MARKET RESEARCH: The importance of problem recognition. 

Problem recognition is the first step in any decision making 

process. Organizations must first identify that a problem or 

opportunity requiring action actually exists (See Figure 7.3). 

In the conduct of any decision process, the most 
important single step is undoubtedly problem 
definition. It is this step that provides the 
direction, control and framework upon which 
the entire project rests. Without a well-defined 
problem statement, time, energy, and money may 
be wasted no matter how well the remainder of 
the project is conducted. The correct answer to 
the wrong question is of little value. Thus, problem 
definition can be defined as the process of determining 
the question or questions that, if properly answered, 
can best provide the resolution to the uncertainty facing 
the decision maker (Locander). 

PROBLEM RECOGNITION 

RESEARCH 
- 0 R -

SITUATION ANALYSIS 
- Organizational 

Assessment: Analyze 
firms resources and 
capabilities to Identify 
strengths and weaknesses 
and distinctive v 
competencies. \/ 

PLANNING AND 
STRATEGY 
IMPLEMENTATION 

e-
HARKETER 

ROLE 

- Environmental 
Assessment: Monitor 
environment to Identify 
threats end opportunities 
that face the firm. 

EVALUATION 

Figure 7.3 
Problem Recognition 

(Source: Locander) 
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Once the problem confronting the firm is defined, market research is 

then implemented in order to understand the substance and scope of 

the problem. Research is the means by which data is gathered. This 

data will ultimately lead to the formulation of solutions to the 

identified problem, or will define ways in which an opportunity can be 

seized. Without problem definition, market research will most likely 

gather irrelevant and useless data. This would naturally render any 

subsequent solutions worthless. In the case of marketing plans, 

solutions assume the form of objectives and strategies. 

Data collection and information management 

Once a marketing problem has been defined the next step is to 

collect data to further support or defeat the organizations position on 

the issue. Data collection must be unbiased, as it will not benefit the 

organization to manipulate information. The most valuable data is that 

which indicates that the organizations original assumptions or 

intuition is incorrect for market conditions. This type of information 

will allow firms to readjust their thinking before it is too late. Market 

research can also be a means to identify opportunities related to that 

problem. Market research is a systematic and deliberate manner of 

obtaining information about a certain subject from a specific source. 

So that they may be reasonably accurate in 
their business planning and forecasting most 
marketers rely on a tool commonly known as 
"market research." One corporate planner 
suggests that intelligent forecasting is based 
on a hard look at those current circumstances 



that may have long range effects. The planner 
is, of course, defining market research. The 
real purpose of information collecting and its 
subsequent analysis, that is, market research, 
is to reduce uncertainty about the consequences 
of a planning decision. In short, it is a 
marketing tool to assist and supplement 
executive judgement (Jones, 30). 

There are two basic sources for information obtained through the 

market research process. These sources are primary sources and 

secondary sources. The information gathering process, however, can 

be time consuming and expensive. Secondary data is information that 

was originally collected, analyzed and used by others to address 

another purpose or problem but may be useful to the architecture firm 

wanting to address their own uncertainty. Secondary data sources are 

more easily contacted and less costly, therefore, information that is 

already available from other sources should first be explored. 

Secondary data sources for architectural information include the U.S. 

Census Bureau, the Department of Commerce, Department of 

Treasury, the Government Printing Office, trade journals, newspapers, 

building permit agencies, school districts, banks, commercial 

research companies and libraries. Secondary data is also available 

internally by analyzing the firms own records and marketing 

information system (MIS). The marketing information system handles 

routinely collected data on organization expenditure for different 

activities, sales, accounts receivable, production costs, operating 

expenditures. The MIS also collects external data such as population 

projections, tracks interest rates and construction starts. Careful 
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consideration for the use of secondary data (even from the MIS) 

should be exercised, however, because second hand data rarely fits the 

architecture firms exact problem. Questions of accuracy may also 

arise concerning secondaiy data, or the data may have been collected 

to support a specific point of view and may be biased rather than 

objective. 

Primary data collection may be necessary if secondary data does 

not answer all the marketing questions raised by an identified 

problem. Primary data is gathered to address specific issues 

confronting the architecture firm. Careful design of the collection 

process is critical because: 

The cost of research is generally related 
to the total amount of information gathered, 
while the value of research is associated 
only with the proportion of information that 
is useful (Kotler, 611). 

The data collection method, research instrument and sampling plan 

must all be chosen if primary data is to be gathered. Primary data can 

be collected using various methods which include: observation, 

experimentation, and survey. Collection of primary data through the 

observation method requires watching and recording human behavior, 

either directly or indirectly. Experimental research uses the 

manipulation of an independent variable {such as price) and observes 

the effect on a dependent variable (usually sales). These experiments 

can be performed in either a laboratory or field setting. Survey 
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research entails obtaining data from subjects, either in person, by 

phone or by mail. The survey method is the most commonly used 

marketing research method (Schoell). The collection method most 

appropriate for gathering data about the architectural market is the 

also the survey method. Observation may be used for obtaining data 

concerning user and client needs. This could be accomplished by 

observing how individuals and groups use specific types of spaces in 

the built environment. This observation could, in turn, be used as the 

basis for marketing strategies and tactics for particular clients and 

building types. Observation can also be used by architects for 

gathering information for the purpose of design, programming and 

post-occupancy evaluations. However, the survey is the most 

appropriate method for gathering data about the architectural market. 

The research instrument used in the survey method is generally some 

form of questionnaire, that can be used by telephone, mail or person 

to person. Questionnaires must be carefully organized and worded to 

produce honest, objective results. The sampling plan must allow the 

data that is collected to be representative of the targeted market. 

To be effective and helpful research efforts 
must be carefully planned, zealously controlled, 
and intelligently analyzed and correlated with 
previous research efforts (Jones, 31). 

Market research can be used to identify emerging growth markets, as 

well as to highlight opportunities for architect to improve their 

service of existing markets (Coxe, 94). Environmental monitoring 
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(research) on a continuing basis will help architects recognize trends 

or patterns in architectural consumption and use, thereby improving 

their response to the market. 

Market research will frequently be initiated for use in a situation 

analysis. The situation analysis, as explained in the next section, 

includes information that relates to both the internal and external 

environments of an organization. The situation analysis is actually a 

collection of market research facts and assumptions that act as the 

basis for the marketing plan. 

THE SITUATION ANALYSIS 

Architecture firms must perform a situation analysis in order to 

understand the environment in which they are operating. The 

situation analysis will help architects identify market opportunities. 

Client characteristics, building construction trends, the demand for 

services, in-house expertise for certain markets and economic factors, 

all of which will affect those market opportunities the operation of the 

firm, will be highlighted by the situation analysis. Both the 

manager/principal and the marketer of an architectural firm have a 

role in the situation analysis. (In smaller firms, the manager and the 

marketer may be the same person). The managers role is to assess 

and analyze the organizational environment. The organizational 

environment is made up of the firm itself and the particular services 

offered by the firm. The marketers role is to gather any data relevant 
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to the firms marketing posture. This data will include any information 

concerning the client, the competition and the relative environment 

in which the firm operates. Together these five areas of investigation 

also make up the situation analysis (See Figure 7.4). 

political (ecological social 

legal 

economic 

technological 

Figure 7.4 
Elements of the Situation Analysis 

(Source: Author) 

The situation analysis is a collection of information about the 

current status of both the organization and the surrounding 

environment that may be pertinent to planning marketing goals, 

objectives and strategies for the architecture firm. Every firm 

operates within an environment. This environment includes social, 

economic, political, and technological parameters. The boundaries of 

this environment for any organization are defined by all that is relevant 

to the specific product or service offering. The expressed desires and 

needs of a market, in addition to constraints and regulations imposed 

by the firms relevant environment will determine the direction of the 

marketing effort. The situation analysis borrows available and relevant 
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information from the marketing information system (MIS) and 

employs market research specifically designed to answer questions 

necessary to the analysis. The MIS and market research activities 

form a data bank which proves helpful in the analysis of the marketing 

environment. It provides both general and market specific 

information. This data will improve the marketers ability to make 

environmentally relevant decisions. Marketers and managers need not 

rely on personal knowledge, experience, or intuition, but rather can 

use collected data to make orderly, market based decisions. Research 

information is useful and valuable only to the point that data collected 

is relevant, honest and correct. Data must be truly representative of 

the market situation in which the firm is operating. Information 

collected or manipulated solely for the purpose of supporting 

previously held notions or ideas is useless. It is when research 

presents new or previously unconsidered circumstances that it is 

invaluable. Following is a description of the five areas addressed by the 

situation analysis. 

.c3.The Firm 

While collecting data for the situation analysis, information 

concerning the organization itself is critical. The managing principal 

of an architectural firm should be responsible for compiling the 

necessary data about the firm for the situation analysis. 

Resources of the firm should be indicated in 
terms of strengths and weaknesses. No 
organization is strong is every way. What 
you have a lot of and excel in are your strengths... 



At the same time those resources you lack 
become your weaknesses, and you must be 
careful to note what they are (Cohen, 42). 
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Architecture firms must carefully consider those areas of the 

architectural profession where they are most likely to succeed. 

Special skills, knowledge and experience of employees, even those 

which are not necessarily architectural in nature should be considered 

( for example: photography, writing, art skills, etc.). Commercial, 

residential, industrial and institutional projects each require unique, 

distinct skills and knowledge to complete successfully. Specific 

building types within each of these areas also offer opportunities for 

architects to display their abilities. In addition each of the nine 

categories of services as described by the AIA (discussed in Chapter 4) 

should be considered in terms of the firms abilities and resources. 

Equally as important as expertise and skill are the firms' 

financial resources and man power availability. Markets requiring 

excessive capital outlay may not benefit the architect in the long run. 

Man power availability must also be considered relative to scheduling 

needs and areas of employee responsibility. 

In addition to resources, both human and economic resources, 

architects must consider in the situation analysis the firms 

architectural goals and objectives. The overall marketing effort of the 

firm must reflect these goals and objectives. Concern for the 

architectural direction of the firm in the situation analysis will help to 

ensure that projects not consistent with firms goals will not be 



wastefully pursued. Gerre Jones writes the following about the 

situation analysis: 
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Knowing your firm means knowing all you can about: 
1) Its principals (owners, partner, associates): 

your professional technical, and administrative 
employees and their present and potential 
capabilities and specialities. Conversely, the 
internal investigation should also familiarize 
you with your staffs drawback, limitations and 
deficiencies. 

2) The general practice mix: what it traditionally 
consists of, and-of a least equal importance-what 
is missing from it and why (Jones, 27). 

The situation analysis should illuminate for the firm those areas 

where they are most likely to excel. Potential types of projects, future 

firm growth, missing, but desirable expertise or skills, and the overall 

direction of the firm will be highlighted by the situation analysis. 

The Service 

Thorough investigation and research of architectural markets 

will inevitably reveal trends in the construction and building industry. 

Market forecasts of growth markets can identify areas where firms can 

focus their services. Careful analysis of these trends relative to 

organizational strengths and goals can indicate areas of opportunity 

and enable the firm to design a desirable service offering. The service 

or services offered by a firm must take advantage of the strengths of 

the organization as well as meet an identified need in the architectural 

market. Innovative thought and thorough understanding of the 
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expressed needs and wants of the market will lead to the design of 

unique service offerings which seek to satisfy both the client and the 

architecture firm and its goals. These services need not be directly 

drawn from the full range of services as identified by the AIA but 

rather may reflect voids in current service offerings. Architects might 

focus their services on any single service (phase) or a combination of 

design services (phases), building types, construction technology and 

materials or some previously undesignated service. 

.c3.The Client 

Identification of prospective markets also indicates prospective 

clients. In the situation analysis it is necessary to describe those 

clients in terms of characteristics that will help architects to 

understand the clients motivations, priorities and decision making 

behavior. Market segmentation will lead to the identification of 

targeted market segments. (Segmentation was previously discussed in 

chapter 2). 

A market segment is a client group with 
similar characteristics, with common needs 
and wants, and with similar responses to like 
motivations. A segment of a market can be 
expected to buy a service that appears to fulfill 
its common needs and wants. In a very real sense, 
clients automatically group themselves into 
natural market segments...If segmentation is to 
work identified firm strengths and isolated client 
needs must dovetail (Jones, 31). 
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Understanding the characteristics of the targeted groups allows 

architects to design marketing efforts that will be meaningful to the 

prospective clients, that is, the firm will address issues that are of 

interest and importance to the target market. 

Market forecasting requires that architects identify those 

marketing in which they can best participate, because of knowledge 

and expertise in the firm, but also because the market is stable or 

growing. Weld Coxe recommends going right to the source when 

researching a particular market. 

Virtually everyone would like to know, in 
advance what will be the next 'big' market... 
There are knowledgeable people available 
in virtually every field who, if approached 
and asked, are glad to share with architects 
and engineers their view of their own market... 
Few people will not respond to the opportunity 
to be an authority in their own field. Experience 
demonstrates that almost all people approached 
in this manner welcome the contact and give 
freely of their time and knowledge (Coxe, 50). 

Mr. Coxe goes on to suggest a number of questions to be asked of these 

'market experts'. These questions include, but are not limited to: 

1) What is the anticipated volume of work for this project type for the 

next 12 months, 2 years, 3 years. 

2) Is the anticipated volume up, down, or the same as the recent past? 

3) What is the typical scope for projects of this type? Are there any 

current or recent project you would cite as a prototype? 

4) What scope of professional services are normally required? 
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5) What are typical fees for this type of work? 

6) Are there any particular characteristics or similarities of clients for 

these projects? 

7) How might one develop a list of organizations or individuals who 

are typically clients for this type of project? 

The Competition 

Competition within the architectural profession has tremendous 

influence on the marketing efforts of a firm. During the situation 

analysis identification of the competition is necessary to produce an 

honest account of market potential for the firm. The following 

considerations for competition should be made: 

1) Who are the principal competition, how are they 
positioned and where do they seem to be headed? 

2) What are their shares of the targeted market? 
3) What features of the competitors service offering 

standout? 
4) What are their perceived strengths and weaknesses? 
5) Is the market easily entered or dominated? (Rothschild) 

The situation analysis should include all of the preceding information 

and indicate implications of the information. By identifying 

competition, the situation analysis will bring to light voids in the 

market place, or areas where the competition is not particularly 

successful, thereby, indicating opportunities for the firm. 



Competition is a critical element because it is 
an intelligent environmental factor that will 
definitely act against you in many circumstances, 
especially when you are targeting a stagnant or 
even declining market. Therefore the more you 
know about your competition the better. You 
should study your competitors, the products 
they are offering, the share of the market they 
control, the strategies they are following. All 
of this information can be used as you plan your 
optimal strategy that will help you to win out 
by giving your market better service (Cohen, 41). 

The state of the competition will ultimately determine the 

opportunities available to an architecture firm. Analyzing the 

competitors actions will provide the firm with information that will 

help differentiate the firm and its' marketing efforts. 

The Environment 

In addition to the firm, the service, the client and the 

competition there are a variety of additional forces that can also 

influence marketing decisions. Together these forces make up the 

firms environment. 

The environment consists of forces that 
influence the firms decisions but that cannot 
be directly influenced by the firm. 
While the firm can have an impact upon the 
consumer, the product and the competition, 
it generally cannot influence the state of the 
environment (Rothschild). 

Environment forces include, but are not limited to, the economy, legal 

issues, social concerns, and technological advances or restraints. 
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Economic conditions greatly influence the architectural profession. 

Availability and cost of financing for loans will affect construction starts 

and subsequently the number of architectural commissions awarded. 

Legal issues, which include land use regulations and zoning, building 

codes, energy use restrictions, environmental regulations, and other 

construction related legislations all affect the architectural market. 

Social trends and issues also contribute to the architectural 

environment. For example: the increasing elderly population, 

increasing number of women in the work place, changes in 

educational philosophies, increasing college enrollments and growing 

environmental (ecological) awareness, are all examples of social issues 

that can influence the architectural profession by increasing and 

decreasing demand for certain building types and changing the nature 

of some of those buildings as well. Each of the environmental factors 

identified must be analyzed for its' affect on the architectural 

profession overall and on the specific firm. 

Findings of the situation analysis will lead to the formulation of a 

marketing plan. The information gathered, when evaluated, will 

provide answers to questions like: 1) What are the services we as an 

architecture firm will offer? 2) Is there an unanswered demand for 

these services? 3) Will the present architectural environment allow 

us to pursue the project? 4) How will we approach the clients of 

these projects? What are their concerns and priorities? 
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Marketing strategies are a set of activities that when identified 

and implemented help the organization achieve its' goals. Marketing 

strategies can prescribe specific or characteristics of the services to 

be offered. New markets or the level of effort to be expended in 

serving certain markets are also prescribed by marketing strategies. 

Strategies must be formulated to address concerns particular to target 

markets. Not all strategies will work for every market, the strategy is, 

therefore, tailored to produce definite results in a respective market. 

Strategies cannot be developed without an understanding of the 

characteristics that define the target market. The target market is 

identified by dividing the mass market into smaller markets with 

common characteristics. This occurs during the segmentation 

function. These common characteristics become important when 

designing strategies for communicating with members of the target 

market. 

Strategies most often focus on the elements of the marketing 

mix. The marketing mix is a set of variables that relate to the 

marketing of a product or service. These variables can be adjusted to 

obtain certain marketing results. Decisions concerning these variables 

are made in response to the situation analysis and are designed to 

achieve maximum customer satisfaction while also accomplishing 

organizational goals. The elements or variables of the marketing mix 

must be synchronized. Decisions regarding one element should be 



consistent with decisions concerning the other elements. Together 

the marketing mix variables combine to form a cohesive marketing 

strategy. 

A well blended marketing mix means that 
the right product is available in the right 
place, at the right time, at the right price 
and that current and potential customers 
know about it (Schoell, 85). 

Different marketing mixes will be formulated to address specific 

target markets for specific products or services. 

The marketing mix is commonly referred to as the 4 p's and 

includes consideration for product, promotion, place and price. 

However, because of the unique characteristics of services and the 

difficulty they present in marketing, three additional variables should 

be considered. These new variables are personnel, physical assets, 

and process management (Magrath, 114). (See Figure 8.1) By 

considering these attributes organizations can consciously respond to 

the characteristics of services, such as, inseparability and intangibility, 

that make services marketing unique. Architects who regard these 

three elements in their marketing mix will more thoroughly and 

consciously control their marketing efforts. These seven variables are 

referred to as controllable variables, because the firm can determine 

their own method of employing them in their marketing strategies. It 

is the marketing mix that defines the organizations' approach to target 

markets. 
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Figure 8.1 
Elements of the Marketing Mix (Seven Ps) 

(Source: Author) 

Marketing strategies define the target market and specify the 

marketing mix necessary to satisfy that market (Schoell, 27). A closer 

look at each of the seven variables composing the marketing mix will 

clarify how each can affect marketing strategies. 

THE MARKETING MIX—-THE SEVEN P'S 

Product 

As discussed previously the word 'product' is commonly used to 

refer to both tangible goods and intangible services. In the case of 

architecture, 'product' refers to a service provided to the customer by 



the architect. Architectural services are a set of perceived intangible 

attributes, knowledge and expertise, that are provided by the architect 

have the potential to satisfy present and future needs and wants of the 

client. 

Marketing oriented organizations view a 
product from the targeted customers 
perspective. How their target customers 
perceive the product is their major concern... 
They realize that the product is an 
organization's major vehicle for delivering 
customer satisfaction and that there is no 
need to distribute, promote, and price a 
product that offers no customer benefits, 
because the product will not sell (Schoell,275). 

The key to understanding the product variable of the marketing mix is 

to consider it from the customers vantage point. What benefits, 

satisfactions and features does the product offer. Architects must very 

carefully consider what needs and wants a potential client has 

expressed. The architect must also understand how that client 

perceives architectural services and what his or her expectations of 

the architect and the services to be provided will be. 

When architects, during the marketing planning process, are 

determining exactly what services they will offer, they must first 

understand the target markets wants and needs. This will prevent 

architects from focusing on services that meet no present need. 

Listening carefully to clients, both past and present, can help to 

design new services not yet specified or recognized by the AIA in their 

list of architectural services. Firms who can identify such services will 



have the opportunity to meet a needs that Is not currently being met. 

By differentiating their services from those offered by other firms, 

architects can set themselves apart from traditional competition and 

enjoy a unique market position. Architecture is commonly referred to 

as a problem solving discipline. Firms can define their service offering 

by determining precisely what problem or problems they will solve 

with their service offering. 

Other considerations for determining the specifics of the service 

offering include questions of quality and performance. In these two 

areas it is critical to distinguish between architecture as a service and 

as a product (building). The quality and performance of a building are 

quite different from the quality and performance of the service 

provided while designing and producing documents for that building. 

Unfortunately for both the architect and the client quality service and 

performance of the architect and the firm do not guarantee the quality 

of the building or vice versa. However, architects must strive for 

quality and performance in both their work process and building 

designs. Improved interaction and communication between architect 

and client will help to ensure client satisfaction with the service and 

greatly improve the quality and performance of buildings designed. 

This is one of the benefits of marketing for the architectural 

profession. Marketing provides architects with a clear view of their 

goals and allows them to match their talents with a market in needs of 

such talents, thereby creating mutually beneficial relationships 

between client and architect. Identifying specific architectural 



services to be offered in view of the firms strengths is necessary to1 4 3 

defining the first variable of the marketing mix. 

The Product Life Cycle 

When identifying such services it is important to consider the 

Product Life Cycle (PLC). The PLC applies most directly to tangible 

goods but can also be used to classify services. The PLC concept, 

developed by Theodore Levitt, a Harvard business school professor, 

maintains that products and services move through a cycle of four 

phases: 1) Introduction. 2) Growth. 3) Maturity. 4) Decline. (See 

Figure 8.2) 
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Figure 8.2 
Product Life Cycle 

(Source: Levitt) 



Each stage, as the names imply, indicate the present state of the 

market for a particular product or service. For example, compact disc 

players are presently in the growth stage, while record turntables are 

in the declining stage. Architectural markets, just as product 

markets, can be classified by their position in the product life cycle. 

Building types, geographic areas, construction methods and even 

design styles move through the various stages of the life cycle. 

Services such as architectural programming, construction project 

management, facilities management and the performance of post-

occupancy evaluations are likely to be considered in the growth stage, 

as they are becoming increasingly popular elements of the architects 

services. Creative application of the traditional services as well as 

careful definition of the firms goals could lead to the introduction of 

new services, not previously considered by architects. 

Weld Coxe explains the product life cycle and its' relationship to 

the architectural profession in the following manner: 

Introduction: "The phase when a new service is first brought to 

or required by the market, but before their is proven demand" (Coxe, 

47). He goes on to cite as an example, the few architects how 

anticipated the need for energy conservation services even before the 

energy crisis. These architects who introduced this market, found 

very few clients who were willing to pay for such services. 

Growth: "The 'take-off stage when demand begins to accelerate 

and the size of the total market expands rapidly" (Coxe, 47). This is 



the stage when there is a great deal of demand for the service, and yet 

competition is still quite low. Caudill Rowlett Scott (CRS) of Houston 

enjoyed more work than they could handle because they had 

anticipated the growth of educational building caused by the baby 

boom. CRS had already established credibility in the educational 

market, while other firms struggled to get a share of the work. 

Maturity: "Eventually demand begins to level off as the market 

need becomes satisfied..." (Coxe, 47). This stage is characterized by an 

increase in competition and a very gradual decline in demand. 

Decline: "Eventually every service fulfills the demand or loses 

appeal or relevance " (Coxe, 47). Competition is still high, but there is 

less work to be performed. This is a profound phenomena in the 

architectural profession "because of our society's have of 'solving' 

national priorities one at a time..." (Coxe, 47). The energy 

conservation movement hit this point when new buildings were being 

designed with energy conscious criteria and retrofit of older buildings 

for the most part had been completed. Firms that had specialized in 

retrofits found themselves without a market. 

Phases of architectural services can also be classified by their 

position in the product life cycle. Programming services are still in an 

introductory phase, in most firms. This is determined by the 

profitability of the service. Much of programming services offered by 

firms is not a profitable element of practice, but is performed in order 

to determine the requirements of the project. More architects and 

clients are engaging in programming because the final result of the 



service (building) will more likely reflect the clients' and building 

users needs. Construction project management is in a growth stage. 

More architects are offering the service and clients recognize the 

benefits, and architects are being compensated accordingly. 

Schematic design and design development services are both in the 

maturity phase. Demand for these services is neither drastically 

increasing or decreasing. 

The architectural profession as a whole also moves through the 

product life cycle. Depending on economic trends and demand 

cycles, the profession can grow or decline on a regional and national 

scale. The following table summarizes the importance of the PLC to 

defining marketing strategies. (See Figure 8.3) Architects should 

monitor the stage of the life cycle in which their markets fit and must 

consider the marketing implications of each stage. 

INTRODUCTION GROWTH MATURITY DECLINE 

CHARACTERISTICS 

Sales low fast growth slow growth decline 
Profits negligible peak levels declining low or 0 
Cash flow negative moderate high low 
Customers innovative nass market mass market laggards 
Competitors few growing many rivals declining 

RESPONSES 

Strategic focus expand market mkt. penetration keep share productive 
Expenditures high high (declining ?5) falling low 
Mktg. emphasis awareness firm preference firm loyalty selective 
Price high lower lowest rising 
Product basic improved differentiated same 

Figure 8.3 
Responding to the PLC 

(Source: Kotler) 



Strategies for services in the maturity stage can often be 

implemented to push those services back into the growth stage. For 

the architectural profession these strategies include: 

-develop new services to be offered 
-add new users for architectural services 

Specifically these strategies might be stated as follows: 

-Develop new services: Architects must carefully assess the services 

which are presently being offered by other firms as well as their own. 

Careful environmental monitoring and research will indicate the 

expressed desires of particular markets. Architects must then ask 

themselves, are we offering the architectural market what it needs 

and wants? Are we providing services that take advantage of the 

skills, knowledge and training that architects possess and distinguish 

us from other disciplines? Architects must capitalize on the distinct 

abilities that separate them from engineers, interior designers, urban 

planners and environmental designers. 

-Add new users: Increased use of architectural services by an 

increased number of market segments will inevitably push the 

profession back in the growth stage of the PLC. This could be 

accomplished by educating the public about the value and various 

applications for the full scope of architectural services. For example, 

special programs designed to encourage community 

participation in the design process of public facilities, seminars and 

conferences on historic preservation, or home remodeling, could all 

increase public awareness of architects and what they do. 
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The promotion variable of the marketing mix defines any 

communication between the organization and the target market. The 

purpose of promotion is to either inform, persuade or remind the 

target market about the organization and its' services. When 

organizations consider the promotion variable all communication 

strategies for a target market must be included. 

Specific communication efforts involved in marketing 

traditionally include advertising, sales promotion, personal selling and 

public relations. Sales promotion is the use of incentives offered to 

the customer to induce purchases, for example, coupons for cents off 

an item or a contest for collecting all the soda bottle caps that spell 

'drink coke'. This practice in the architectural profession is simply 

not applicable. Sales promotion will not be discussed further as a 

promotional alternative for architects. Advertising, as in other 

professions (legal and medical), though it is legally allowed, it has not 

become widely use by architect for promoting their practices. 

However, there are a few varied cases where firms have used 

magazines and trade journals to advertise their capabilities. One firm 

has found an even more unique advertising media. Burt Hill Kosar 

Rittelman, a Pennsylvania based architecture and engineering firm has 

begun using radio as a means to promote the firm. 
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In April, the firm began broadcasting a radio 
series titled 'Design Considerations.' The one 
minute spots are aired on two news radio 
stations...The informational format combines 
elements of traditional advertising and public 
relations (A/E radio, 1989). 

Personal selling and public relations are very effective promotion 

methods for the architecture profession. 

Personal Selling: Personal selling is the use of face to face 

contact between the architect and a member of the target market. 

Though it uses the work selling it affect more that just selling 

activities. Selection interviews, cold calls and presentations are all 

architectural examples of personal selling. The goals of personal 

selling are as follows: 

1.) Find prospective clients- identify their 
wants and needs. 

2.) Convert prospects to customers- demonstrate 
the firms ability to satisfy expressed desires. 

3.) Create and maintain customer satisfaction-
help promote repeat business and positive 
word of mouth referrals (Schoell) 

Prospective architectural customers may be identified through 

newspaper articles, television and radio news stories, personal 

associations, request for proposal (RFP) announcements or referrals. 

Once the prospect has been contacted and interest in the firms work 

is confirmed a presentation must follow that will identify the manner 

in which the architect can satisfy the expressed needs of the potential 

client. The architect must perform any necessary research and 

evaluate the findings prior to the presentation. Architects should have 



information concerning the prospective clients business or lifestyle, 

expressed needs and wants, values, and the clients priorities and 

concerns relative to the project. The architect must identify the 

'problem' presented by the project and present this to the client as an 

opportunity. The presentation must reflect the architects 

understanding of any relevant information concerning the client and 

the project itself. The demonstration of project specific information 

and understanding is critical to personal selling success in 

architecture, (examples) 

Public Relations 

Public relations is communication from the organization 

intended to maintain the goodwill of the organizations public, explain 

the organizations goals and purpose and to correct any erroneous 

information or impressions. 

Public relations is the planned effort of a 
business organization or other institution, 
to integrate itself into the society in which 
it exists (Jones, P.R., 17). 

Communication, both written and verbal, is the major component of 

public relations, just as with personal selling. But careful 

consideration for the content and intent of the message being 

communicated is essential. Gerre Jones, in his book Public Relations 

for the Design Professions, offers an important distinction between 

what public relations is and what it is not. 



Jones maintains that public relations is not a process for turning 

perceived negative images into positive impressions by presenting 

misguiding, misleading information or by misrepresenting the firm 

actions or intentions in any manner. Above all Jones states that 

honesty and candidness must prevail in any public relations activity. 

Most large architecture firms hire public relations consultants to 

promote their image and handle their public relations needs. 

Following are a few of the -vay in which public relations consultants 

can assist architecture firms, both large and small. 

-Set up an action plan for the firms public 
relations efforts. 

-Research, write and place news articles or 
features in the local and national media. 

-Set up speaking appearances 
-Write speeches 
-Design and produce brochures 
-Organize special events 
-Set up seminar or workshops (Jones, P.R., 33) 

The public relations process entails research, planning, 

communication and evaluating activities. Research performed for 

public relations is similar to the process described in the situation 

analysis. It involves gathering all the necessary information about the 

architect or firm establishes which groups of people (publics) are 

important to the firm. If the situation analysis has already been 

performed, these publics should also include all of the target market 

groups (prospective clients) in addition to past and present clients, 

financial institutions, politicians, historic preservation groups, 

planning commissions, zoning boards, government agencies (local, 



county, state and national) and environmental groups. Public relations 

activities addressing these audiences should concentrate on non-

design related new that pertains to the services and capabilities of the 

firm. 

To create new important to the public, 
marketers of design firms must constantly strive 
to promote only what is unusual about their firms. 
They should also continually focus their attention 
on what is genuinely newsworthy to their clients 
or the public at large, not on what may be 
important to other designers. Generally, in terms 
of creating stores for non-architectural print, 
successful design firms focus not on how they are 
designing a building, but on why the building is 
being constructed in the first place. Often this 
entails tapping into broader social or community 
issues (Scharfe, 1987). 

Architects must also be careful not to ignore their internal 

public, that is their own employees. The internal public as 

determined by the internal marketing concept is a very important 

entity and should be treated as such. Opinion research is often 

performed during the research phase to determine how each of the 

publics view the firm. The planning process then requires 

determining what messages are to be conveyed to what publics, using 

what media. These messages are then communicated by way of the 

designated media for reaching certain publics. The success or 

effectiveness of the public relations effort must be monitored to 

determine if the program is achieving the desired results. 

Public relations messages can be communicated directly or 

indirectly to the intended public. Direct communication can be 



distributed directly to the targeted public or market by mail or in 

person. Examples of direct mail communications include newsletters 

(for use both in house and externally), annual reports, brochures and 

special announcements. Personal direct deliveries such as speeches, 

slide presentations, graphic presentations and panel discussions can 

be presented directly to an audience with expressed interest in a 

subject. Special events can also be personal direct communication, for 

example, an open house in the firms office or a recently completed 

project, a press meeting to discuss a newly awarded commission that 

is of particular interest to the community, or a series of seminars 

addressing some particular architectural issue. A specially created and 

designed program for public education about architecture can also 

increase awareness of not only a particular firm, but the profession as 

well. The purpose of each of these direct communications, whether 

they are delivered by mail or personally can be to either, persuade or 

induce some action by the receiver, to inform the receiver of the firms 

recent activities or simply to remind the market of its' presence. 

Indirect communication is less likely to reach the intended 

audience than direct communication. Newspapers, magazines, 

television and radio are used by a variety of audiences in various ways. 

Identifying a single media source most frequently used by a target 

market can be quite difficult. However, newspaper and T.V. or radio 

news items concerning the firms activities or identifying special 

events can be helpful for informing and reminding the public about the 

firm. 
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The place variable of the marketing mix creates utility for the 

consumer by making the product available where and when they want 

to buy it. For goods, marketing strategies must be concerned with 

how the product will physically be distributed. Intermediaries such as 

wholesalers and retailers must be identified. Clearly these aspects of 

marketing goods are not applicable to architecture. The architectural 

implications of place suggest that local, regional and national 

conditions can affect the demand for basic architectural services. 

Conditions that are affected by location are the same as those 

considered in the environmental analysis. 

Architects must be concerned with the physical location of the 

firm relative to the location of the target markets it has identified to 

serve. Clients prefer and even require regular access to the firm and 

those employees who are working on their project. Clients want the 

architect nearby in case problems arise, or changes to the program, 

the site, or the design are necessary. Architects must, therefore, be 

available to the client as requested or as needed. Many firms have 

chosen to service a number of geographic markets from a single 

location while still others have established branch offices in those 

locations where they choose to compete. Although no single approach 

has been determined to be more effective or economically efficient, 

branch offices do provide increased visibility in a greater number of 

locations in addition to improving accessibility to clients. Regardless, 

the location of the firm is to be carefully considered as part of the 

firms strategy for serving the architectural markets targeted. 



Place has another implication with regard to the architecture^ ^ 

profession, that is: how location affects the design philosophy and 

how a 'place' is reflected in a firms building design. Architectural 

consideration for location { in broader terms than 'site') is referred to 

as 'regionalism' and can greatly affect the marketing strategy of a firm 

wanting to focus on regional design considerations. 

Price 

The price variable of the marketing mix establishes the financial 

or other compensation that the seller seeks from the buyer for 

services rendered. Price concerns must be considered by architects 

during market planning because fees are a function of different market 

types and geographic locations, as well as demand. Architects must 

determine what level of quality they will provide and identify those 

markets that will bear the appropriate fees. Fee schedules should be 

available to prospective clients. 

Personnel 

Personnel are critical to the marketing success of all service 

organizations. 

Personnel are key to the creation of the 
service and its' delivery to the consumer 
in a consistently acceptable fashion. 
Services represent personnel producing 
intangible deeds of efforts. Customers 
identify and associate the traits of 
service personnel with the firms they 
work for (Magrath, 119). 

Rude, impatient or careless employees can seriously affect the clients 



perception of the service they are receiving. Punctuality, competence 

and courtesy are essential attributes for all employees of an 

architecture firm. The behavior of employees will reflect in the image 

of the firm. The marketing mix must identify the required 

characteristics, traits and behavior of employees as part of the 

marketing strategy. Architects must select and screen potential 

employees on the basis of not only knowledge and skill, but also their 

ability to meet the requirements for demeanor established as a 

function of the marketing effort. 

Physical Assets 

As an element of the marketing mix the physical attributes and 

setting of the firm must be thoughtfully considered. Because of the 

intangiblity and heterogeneity of services,customers require evidence 

of the quality of service they are going to receive. The physical assets 

of the firm are one way an architect can convey the intended 

impression. 

Physical assets are important in facilitating 
the enhanced marketing and delivery of 
services. A consumer must experience a 
service. This experience is greatly affected 
by both the setting that is visible to 
customers and the physical assets hidden 
from view but critical to providing the 
service (Magrath, 119). 

The physical assets of the firm, then, include not only the 

neighborhood building, furniture, art work, but also the equipment 

used in delivering the service. Equipment includes word processors, 



CADD systems, plotters and printers. Because architects are designers 

and are assumed to be aesthetically sensitive and aware of their 

surroundings, the physical assets of the firm become increasingly 

important in relaying the proper message about the services provided 

by the firm. The ambience of the office, colors, floor finishes and 

lighting can enhance the image of the firms commitment to design 

excellence and quality. The physical setting of the firm actually 

contributes to the personality of the firm, so it should be thoroughly 

considered as an aspect of the marketing strategy. 

Process Management 

The process management of an organization involves scheduling 

and task management of its' employees. Assigning appropriate 

architectural tasks and projects to the proper employees because of 

their strengths and knowledge relative to the nature of the job is 

process management. Process management also involves balancing 

supply and demand for services. Process management then becomes 

one way in which architects respond to the perishability of their 

services. Architects as a part of the marketing strategy can provide 

productive tasks to be assigned to employees when demand for 

services is low. These tasks may require research that will produce 

information or knowledge (proprietary information) that may, at some 

point, be a marketable asset of the firm. By designating 



responsibilities and policies for process management as a strategy for 

marketing the firm and its' services helps architects to reduce the 

uncertainty of daily operations. 
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The effectiveness of any marketing plan and its' strategies is 

dependent on the implementation and control exercised in managing 

the plan. The implementation of a marketing plan includes defining 

those aspects of the organizational structure and behavior that are 

responsible for carrying out specific strategies. That is, each strategy 

is achieved through the actions and activities of specified firm 

employees, and marketing implementation sets these activities in 

motion. The success of each strategy will be limited by the 

effectiveness of the performance of those activities. The control of the 

marketing plan and strategies involves the monitoring of this 

performance and identifying problems resulting from unsatisfactory 

performance or unrealistic and inappropriate strategies. Control of 

marketing activities is necessary because strategies are never perfectly 

achieved (Schoell, 651). Therefore, evaluation is required to 

determine how the performance of such activities can be improved in 

the future. Marketing controls allow for modifications to the strategy 

or its' implementation as necessaiy. 

Implementation and control are two aspects of the overall 

marketing management process. 

Marketing management is a process of planning, 
organizing, implementing and controlling 
marketing activities in order to facilitate 
and expedite exchanges effectively and 
efficiently. Thus, the purpose of the marketing 
management process is to facilitate highly 
desirable exchanges and to minimize the costs 
of doing so (Pride/Ferrell, 547). 
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The planning and organizing functions (previously discussed in 

Chapter 6) provide direction and structure for marketing activities. 

However, until the plan is implemented exchanges will not occur. 

Implementation of the marketing plan requires the coordination of 

marketing activities, motivating employees responsible for those 

activities and effective communication within the organization. 

IMPLEMENTATION OF THE MARKETING PLAN 

Regardless of the number of employees of the architecture firm, 

the marketing effort will entail a wide range of activities, including but 

not limited to, research, planning, promotion, contact and 

communication. Because architecture is a service profession each 

employee of the firm participates in these marketing activities in 

some capacity. While some employees will be directly responsible for 

marketing activities involving client contact, others will be involved in 

producing the service that is perceived by the client. At the very least 

each employee is a factor in the personnel element of the marketing 

mix and is, therefore, part of the firms strategy. Each of the activities 

involved in marketing the firms services must be coordinated to avoid 

duplication of efforts by individuals or departments and to ensure that 

no activity has been forgotten. In small firms each person may be 

responsible for a number of activities, while in large firms the 

responsibilities of each employee may be less and perhaps more 

specific. Most architecture firms divide marketing management 

responsibility among the principals. Too often the main responsibility 
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for managing the firms marketing efforts falls upon an individual who 

never anticipated this role and is poorly prepared for the duties 

imposed on him. Architects must recognize the importance of 

marketing management and assign the responsibility according to the 

knowledge, expertise and experience of an individual. If the necessary 

skills are not available within the firm, outside consultants can be 

retained or a new individual hired. 

The organizational structure of the architecture firm is a 

significant indication of how marketing responsibility is coordinated 

with architectural activities. The structure of the firm will determine 

the flow of work and responsibility from initial contact with the 

prospective client to award of a contract through to completion of the 

project. Some firms assign individuals, usually the marketing manager 

or director, with the responsibility of 'getting ' the work and then 

handing it off to a production team or a series of departments that 

perform specific phases of the design process (See Figure 9.1). These 

teams or departments are directed and supervised by a project 

manager. The marketing manager has virtually no client contact, or 

responsibility and control over the project after the job has been 

awarded to the firm. This organization allows for personable, 

charismatic marketers/principals to close the award of a project and 

skilled project managers to organize and coordinate the project 

through completion. The marketing manager/principal is responsible 

for identifying target markets, prospective clients within that market 

and responding to RFPs or arranging for presentations and interviews 
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and for closing the sale. In this organizational structure there is a 

separation of responsibility between 'getting' work and 'doing' work: 

the 'getters' don't 'do' and vice versa. This structure is called a 

directed marketing structure (Coxe, marketing, 221). 

DEPARTMENT DEPARTMENT 

CLIENT MARKETER 

PROJECT 
ARCHITECT 

PRINCIPAL-IN-
CHARGE 

DEPARTMENT 

PRODUCTION 
STAFF 

-0R-

Figure 9.1 
Directed Marketing Structure 

(Source: Coxe, Marketing) 

The danger of this organizational structure is that it allows a gap to 

form between those getting work, and those producing the service. 

The client can easily get caught in this gap because coordination of the 

job within the organization does not provide for continuity. Promises 

made while the project was being pursued may not be followed 

through because of this lack of continuity. 



In many firms, the principals who so actively 1 6 
pursued, cultivated and won over the client, 
turn the project over to a project manager or 
project director without continuing presence 
for follow up work. Often assurances of personal 
service and promised of performance are not 
assiduously passed along to those who manage 
the new client (LePatner, profitable). 

Other firms choose a structure where principals remain closely 

involved with the client and the project through to completion (See 

Figure 9.2). In this organizational structure the principals will use 

marketing personnel for direction and support but most of all the 

client contact will be done by the principal. 

DEPARTMENT DEPARTMENT 

CLIENT 

MARKETER PRINCIPAL 

PROJECT 
MANAGER 

PROJECT 
ARCHITECT 

PRODUCTION 
STAFF 

DEPARTMENT 

-0R-

Flgure 9.2 
Facilitated Marketing Structure 

(Source: Coxe, Marketing) 

This structure allows the principal-in-charge to maintain control and 

responsibility throughout execution of the project. Clients have a 
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single point of contact with the firm and consistency is easier to 

achieve. This organization type is referred to as a facilitated 

marketing structure. The facilitated structure incorporates the 

marketer as a team member and can be either an architect or a 

trained marketing person (Coxe, marketing, 221). Production 

personnel are coordinated by the same person who made the initial 

client contact. Consistency in providing service will help fulfill the 

clients expectations from earlier contact and communications. Weld 

Coxe explains the use of these two marketing structures: 

Both modes of marketing organizations are 
being tried in design firms, but with notably 
different emphasis. A decade ago, when a 
significant number of design firms has just 
installed formal marketing organizations, the 
ratio was approximately 50% directed and 
50% facilitated. At this writing (1971), the 
proportion is more likely 90% facilitated 
and 10% directed. The firms that abandoned 
the directed approach did so largely because 
they found in may cases it was more costly to 
sustain. Those that are continuing with the 
directed mode are chiefly firms where the 
service is more "product" oriented-such as 
specialists in one project type- and where 
there is less of an agency relationship with 
the client (Coxe, marketing, 223). 

Both facilitated and directed marketing programs require the same 

marketing activities. It is the marketers role and responsibility during 

the close of the sale, and involvement during the resulting service 

production that constitutes the difference between the two structures. 
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When implementing a marketing plan for a service organization, 

careful consideration must be given to motivating personnel. Those 

employees directh^jailved 

to perform those tasks effectively. Employees indirectly involved must 

be motivated to perform their respective jobs effectively as well, for it 

is the performance of these jobs that determines both the technical 

and functional quality of the service (internal marketing). 

Management attitudes and behavior have a profound affect on 

employee performance. Organization communication and 

management studies reveal that the most effective managers have 

common philosophies for managing employees. These philosophies 

have been classified by many different names, however, there are many 

common elements among them. 

The first common attribute of these successful philosophies is 

that managers must have a high regard and concern for people. 

Managers must find a balance between their concern for the 

organizational goals and its' employees. The second common attribute 

is, capable managers encourage employees to participate in decision 

making, goal setting and the evaluation of goals, for both themselves 

and the organization. Employees find greater satisfaction in the 

achievement of goals if they have had some role in setting the goals in 

the first place. A third attribute of motivational philosophies employed 

by successful managers is to encourage communication between all 

levels of the organizations hierarchy. Managers who seek honest and 
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spontaneous feedback from employees help to create an atmosphere of 

trust within the organization. Employees who feel that their opinions, 

thoughts and ideas are sought and valued by the management have a 

sense of belonging and will work to improve their productivity in the 

interest of the organizations well being. Managers must recognize that 

employees are motivated by positive feedback, encouragement and 

non-monetary incentives (Andrews,1 33). The ability of principals and 

supervisors in architecture firms to motivate individual employees is a 

great challenge. What may motivate one employee may not work for 

another. The manager who listens well will most likely be the most 

effective motivator as explained by Andrews and Baird. 

Cultivating sound listening skills is sound 
management practice for many reasons. The 
employee who has been listened to will tend 
to have higher morale, to be more productive, 
to understand and accept management decisions 
more gracefully and be more willing to listen 
to others. Thus, the manger who listens is 
likely to be heard (Andrews & Baird, 44). 

Clearly communication is the key to employee motivation. However, it 

must be remembered that listening is a critical skill throughout the 

entire marketing process. Architects must acquire good listening 

skills, not only for motivating employees, but also for identifying needs 

and wants of the market, and for monitoring their own performance. 

But it is the communication ability of the manager that directly 

influences his or her ability to motivate employees, which in turn has a 

major affect on the success of marketing efforts. 



1 6 7  
CONTROLLING MARKETING ACTIVITIES 

Marketing control is the obvious sequel to marketing planning 

(Pride/Ferrell). Control of marketing activities involves measuring the 

actual performance of the marketing effort, comparing this 

performance to standards set forth by the marketing plan and taking 

corrective action as necessary. Any corrective action taken is 

intended to reduce differences between actual and desired 

performance levels (Schoell, 668). The standards for performance 

have already been set in the marketing plan in the form of objectives 

to be achieved. In order to evaluate actual performance, the firm must 

collect and record data relative to the objectives set forth in the plan. 

For example, if the firm has set an objective for the ratio of projects 

awarded as the result of responses to RFPs, records must be kept for 

both the number of proposals made and the number that resulted in a 

commission. The number of actual commissions awarded can then be 

compared to the objective established in the marketing plan. Should a 

discrepancy exist between the actual performance and that set by the 

plan, it could occur for several reasons. First, the objective set in the 

marketing plan could be unrealistic or second, there could have been 

an unanticipated change in the firms uncontrollable environment. For 

example, the number of commissions awarded to the firm could be 

affect because an aggressive architecture firm could have entered the 

same market. The third possibility for a discrepancy in performance 

could be that the implementation of the strategy may have been poorly 
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executed and is, therefore, ineffective. In response differences in 

performance, objectives can be restated, performance of the strategy 

can be improved or the implementation can be altered. 

Care must be taken to keep accurate records of the firms 

performance. Man-hours and costs associated with each task, whether 

it is marketing, service production, or project management oriented it 

should be tracked in order that the principals can fully analyze the 

effort required for providing a particular service. This will also help in 

determining a suitable fee schedule for different services. "Effective 

control depends heavily on the quantity and quality of information 

available...(Pride/Ferrell, 581)." The control process should be utilized 

frequently enough (the frequency of evaluation should be establish as 

part of the marketing plan) to quickly identify discrepancies in 

performance so that corrections and adjustments can be made as soon 

as possible. 

METHODS FOR EVALUATING ARCHITECTURAL PERFORMANCE 

During the planning process care must be taken to state 

objectives that identify what marketing strategies are supposed to 

accomplish. Most businesses or industries will state these objectives 

in terms of sales, profits and costs. Architecture firms can use these 

same standards but must also include additional objectives which 

indicate levels of performance that are unique to the profession. 
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A hit-rate matrix is a common method used by architects to 

measure the firms success in marketing efforts. A hit-rate is 

commonly referred to as the number of commissions awarded 

compared to the number of attempts. A simple hit-rate for the overall 

efforts of the firm, however, does not really identify or distinguish 

particular marketing areas and can therefore provide misleading 

evidence and lead to poor marketing decisions. John Gwin and John 

Lundgren, in an article written for Architectural Record, describe the 

use of a hit-rate 'matrix' as a concept for more effectively measuring 

and evaluating a firms efforts. The matrix conceived by Gwin and 

Lundgren is a three dimensional model (See Figure 9.3). The 'blocks' 

of the model represent different combinations of clients, building 

types and types of construction. 

private 
sector 

public 
sector 

new construction 

! renovolion 

Figure 9.3 
Hit-rate Matrix 
(Source: Gwin) 



Using the matrix concept, each of the cells 1 7 0 
in the diagram represent a hit-rate for a 
market area that is a possible combination 
of the firms services. By seeing which cells 
have high rates, the firm can gain insight into 
its' market strengths and probably ascertain 
how it is perceived by potential clients, as 
well. Cells with low hit-rates show 
weaknesses (Architectural Record, Feb., 1986). 

This method of quantifying records for hit-rates offers many 

advantages because it functions as a control mechanism for the 

marketing plan. 

The first advantage of the matrix is that it can also be used for 

tracking costs associated with pursuing each of the 'cells'. A firm can 

establish an accounting system that tracks marketing costs associated 

with individual jobs. In doing so, firms will have some measure of the 

costs involved in pursuing particular client types or projects. The firm 

will then have the ability to evaluate where the marketing dollars and 

efforts are most effectively spent (A. R., Feb., 1986). 

The second advantage of the hit-rate matrix is that it can help 

architects identify changes and trends in the market place quickly. 

Declining hit-rates can indicate a decline in demand for a certain 

building type, increased competition in a market or perhaps an 

ineffective marketing strategy. Once the actual cause is identified the 

necessary adjustments to the strategy of the plan can be made and 

further efforts track on the matrix to determine the effectiveness of 

the changes. 
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For example, an investigation into a decline 
in the hit-rate for private new commercial 
construction might reveal that a firm is not 
being short-listed because it is perceived as 
providing low-quality interior design work, 
in response to this situation, the firm might 
play up its abilities with interior design in 
future proposals. Tracking hit-rates for new 
private commercial construction after its 
shift in proposal focus is used would 
demonstrate the worth of the strategy 
(A. R., Feb., 1986). 

It must be noted that when firms identify weaknesses in the 

marketing effort caused by a public perception of the quality of work 

or service provided, the firm must carefully analyze the basis for the 

perception and seek to correct any problems within the organization 

that might lead to this perception. Simply choosing to overlook the 

cause and attempting to change public perception will misrepresent 

the firm and cause further damage to the reputation of the firm. An 

example would be, in the case stated above, where the firm is 

perceived as being weak in its' interior design effort. If there is a 

really reason for the perception, it must be corrected before changing 

the firms focus to emphasize their interiors ability. If there is no basis 

for the perception, the firms can take any necessary steps to improve 

their image in that area. 

The matrix is also useful for highlighting those areas or markets 

which might best be abandoned by the firm. If the marketing costs 

are too great to justify continued marketing support for a particular 
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cell, pursuit of that market should be excluded from the firms 

objectives and strategies. 

If the matrix is regularly updated and compared with previous 

matrices, the firm will have a comprehensive record of the firms 

marketing performance. The hit-rate matrix is an excellent tool for 

tracking the success of new marketing strategies, when compared 

with a previous matrix before the strategy was implemented. The hit-

rate matrix can serve as both a tool for analyzing marketing costs, as 

well as firm profits. If direct and indirect costs for bringing jobs to 

completion are also tracked and recorded on the matrix and 

compared with the fees received for each job, the most profitable 

'cells' can also be identified. 

The matrix has additional potential applications for controlling 

and evaluating the marketing of architectural services. Each of the 

dimensions of the model can be labelled for various aspects of the 

marketing strategy. For example, a matrix could be developed to 

indicate on one axis the number of cold calls, proposals and interviews 

made by the firm, for particular building types (on the second axis) 

and construction budgets (on the third axis) (See Figure 9.4). The 

market share the firm enjoys for particular markets could also be 

included on such a matrix. Another matrix could be designed to 

indicate the effectiveness of certain marketing activities. One axis 

could identify marketing tasks, the second particular market types 

and the third market sizes, or fee amounts. (See Figure 9.5) 
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Client satisfaction 
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Another control mechanism utilized for evaluating th 

performance of an organization is customer satisfaction. Architecture 

firms, just as other organizations, receive a great deal of work from 

repeat clients of referrals from past clients. For this reason firms 

must be especially concerned with client satisfaction throughout the 

entire period while services are being provided. 

When work is being performed on a project, architect must 

attempt to familiarize the client with the design process and to 

include the client whenever it is beneficial to both parties to do so. 

Tours of the office and holding meetings at the architects offices are 

both ways architects can demonstrate to clients the complex role that 

architects play. 

By involving the client in the work of the 
design process, you demystify the work and 
it becomes more understandable and 'valuable' 
in the eyes of the client...(LePatner, profitable). 

Sketches, small models, site photos and diagrams should be sent to 

the client during different phases of every project. These instruments 

of service lend tangibility to the architects services and reinforce the 

function and importance of the designer in the process. 

Each firm should be certain to follow-up the service in some 

manner by contacting the client and requesting some sort of 'de

briefing'. Questionnaires or surveys forms could be designed and 

printed and sent to each client at various stages of the service (after 
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completion of programming, after completion of bidding and 

negotiation and after construction is complete). Or client meetings 

could be held at these points and used to generate the same 

information. From information received from the client the architect 

will be able to determine how the client perceives the quality of the 

service received. Observations, complaints, suggestions and praises 

should all be recorded. This information should be analyzed and 

evaluated so that corrective adjustments to the marketing, production 

and delivery aspects of the service can be made. Adjustments should 

be made to correct any organizational problems and can also be 

innovative to result in improved differentiation of the firms services. 

Repeat commissions result from nurturing 
a reputation for honesty, integrity and the 
delivery of a constantly high level of work 
product. Maintaining mutual trust with a 
client requires that a professional promise 
and deliver to that client the best that he 
can give. If that promise is kept, it will 
result not only in repeat business but in 
new business that flows from a satisfied 
clients' recommendation (LePatner, profitable). 

Though this control mechanism is not necessarily quantitative or 

directly related to any particular objectives or strategies, it does offer 

the firm a method for improving the perceived quality of the service it 

offers to clients, and therefore, potentially increasing the probability of 

repeat business and word of mouth referrals, and improving the 

effectiveness of other marketing activities. 
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Following are some of the objective, quantifiable standards that 

can be applied to measure marketing performance for architecture 

firms. It is important to remember that if these standards are to be 

used for evaluation and control, an objective establishing the standard 

must appear in the marketing plan that establishes the intended 

performance. 

-Number of cold calls made 
-Number of personal sales calls made 
-Commissions awarded 
-Dollar volume of fees generated from commissions 
-Number of proposals written in response to RFPs 
-Ratio of short lists made to proposals written 
-Number of jobs awarded as a result of interviews 
-Marketing return rate (The dollar value of projects awarded 

per marketing dollar invested). 
-Number of news articles published 
-Number of design awards and honors received 
-Number of public speeches, presentations and seminars 

or programs participated in (Jones, 50). 

Marketing management involves the implementation and control 

of both activities and information. Consideration must be given to the 

human aspect of marketing as well as the objective data and 

information collected concerning the firms performance. Simple 

manipulation of objectives and strategies does not ensure marketing 

success. Regard for individuals responsibilities and abilities is an 

additional factor. Without the control of marketing activities 

marketing planning would be irrelevant and implementation futile, for 

it is the control element that ultimately identifies the successes and 

failures of the plan and its' strategies. 
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Some architects have been slow to accept and acknowledge 

themselves as businessmen, as this image seems to counter the vision 

they have of themselves as artists. It is important to remember 

however, that, the aesthetic is only one element of the responsibility 

placed upon the profession. In rejecting the profession as a business 

they have also rejected the needs to market their services. Architects 

cannot stop the changes occuring in the profession, they can only 

respond. 

Marketing when implemented by firms allows architects to 

thoughtfully and directly respond to increasing demand for their 

services by segmenting the market into target groups which have 

needs that match the expertise of the firm. By differentiating their 

services architects can respond to the changing nature and complexity 

of buildings. By determining the specific types of services to be 

offered firms will establish areas of expertise or specialization with 

respect to building type or technology. Differentiation will also help 

firms distinguish themselves from competition within architecture 

and with other disciplines. Effective listening on the part of the 

architect can improve the architects response to the needs and 

expectations of increasingly knowledgeable clients. Communication 

can also improve the architects relationship with the public, that is, 

architects must respond to the present state of society, he or she 

must listen, talk and act in a manner that will lead to an improved 



built environment, as well as serve the needs of the firm and the 

client. Marketing activities identify potential clients for architecture 

firms and facilitates contact between the firm and these possible 

consumers. 

The marketing process encourages participants to determine the 

value of the exchange. Through the implementation of marketing, 

architects can thoughtfully perform the activities necessary to ensure 

their response is in keeping with all of these needs. 

There are still great distinctions between architecture firms in 

their knowledge of marketing and the sophistication with which they 

implement it. Some critics fear that marketing practices will 

homogenize the profession once each firm has acknowledged the role 

of marketing and mastered its application. The key. however, to 

marketing success is, and always will be, not how you sell, but what 

you sell. Marketing, as a result cannot actually be mastered, it only 

performs as a support tool for determining what it is the firm will 

offer and to whom. The depth and quality of service provided by the 

architect will indefinitely remain a factor by which he or she is judged. 

Architects must recognize marketing as a process which when 

implemented will provide methods for seeking, generating and 

acquiring work, and in doing so, meet the architectural and 

organizational goals of the individual or firm. 

Marketing is a framework on which architects can organize and 

build a practice. Marketing provides boundaries for the practice, 

identifies obstacles and illuminate opportunities. Boundaries, when 



defined, enable principals and employees to enjoy the types of clients 

and design problems that challenge and stimulate the firms talents, 

yet in sure that those problems are integrated with the skills and 

knowledge necessary for successful completion of a project. In a 

sense marketing defines the rules by which the firm will play. 

Without the planned direction marketing provides to the 

profession, many architecture firms without marketing policies will 

find themselves wavering in the face of competition. Architects must 

recognize their profession is a problem solving discipline. Successful 

firms must prove that they can solve the prospective clients problems 

more effectively and efficiently than the competition. It is through an 

understanding of the basic marketing concept that a firm will provide 

quality service to targeted markets. The marketing concept, as 

applied to the architecture profession, advocates that architects 

1) recognize their role in a larger social framework, 2) target projects 

that fit the goals and abilities of the firm, 3) meet an expressed need, 

and 4) seek to identify and understand the problems presented by the 

project. Subsequently, communicating this understanding to 

prospective clients is the ultimate key to marketing success. 

While this paper has focused on the marketing aspects of 

architectural services, the overlap with selling activities cannot be 

ignored. Many of the assumptions on which this paper is based 

resulted from observing architects 'selling'. It is important to 

remember that while marketing and selling are very different there is 

some degree of interdependence. The effectiveness of selling is an 



excellent indication of the extent to which marketing is being 

practiced by the firm. Selling activities must be implemented with 

the same thoughtful and deliberate planning as marketing. 

Though this paper did not directly address the issues of 

proposals and presentations (selling activities), a great deal of 

research was performed concerning these issues, particularly because 

they are observable, while other marketing activities can not 

necessarily be seen. Many articles and books have been published 

describing the 'dos' and 'don'ts' of architectural proposals and 

presentations. However, one critical factor is seldom addressed, that 

is the need for proposals, presentations and interviews to be project 

specific. A situation analysis, on a smaller scale, must be performed 

for each response and for each interview. The same areas of concern 

must be addressed at this level just as for the marketing plan. 

Architects must extend the same consideration to their selling 

activities as to marketing. The authors observations have lead her to 

believe that architects are seldom proficient in performing both. They 

are either selling or they are marketing, but the necessary depth of 

understanding is seldom apparent in both areas. 

Marketing is basically a game of ideas; selling 
a game of numbers. When both endeavors are 
predicated on a thoughtful written plan, backed 
up by intelligent research and carried out by 
trained resourceful people, success is practically 
assured. Firms whose principals and marketing 
directors encourage creative thinking by example 
are mostly winners. Buck-passing, idea-killing, 
risk-avoiding environments breed losers (Jones, market). 



After observing architects in action, selling their services, the author 

has come to several conclusions, one of these being, that architects 

are not selling what clients want to buy. Clients want service, they 

want communication and a solution to their problem. Architects, 

instead, are selling self-expression, monuments, buildings as products 

or complex design processes that clients don't understand. 

Unfortunately, the design process alone does not guarantee that 

results will be satisfactory; client values, needs, priorities and 

expectations must also be considered. 

Architects should remember, moreover, 
that the self-indulgent pursuit of novelty, 
of which too many of them are guilty, is 
one of the things that prevent the public 
from seeing modern architecture as 
normal and acceptable...Nearly as bad as 
these obtrusive seekers after novelty are 
the architects who seem to imagine that the 
purpose of building is to erect a monument 
to themselves, and who therefore put the 
achievement of a striking result before 
anything else (Richards, Architecture). 

The reality of architecture is that it has a very broad and varied 

audience. This becomes the challenge when marketing architectural 

sevcies. Those who hire architects are not necessarily those persons 

who will use the building or be affected by it. In addition to satisfying 

the needs and desires of the immediate client and user, architecture 

must address the public good, this is the broader agenda of the 

architectural domain. 



The architect owes a duty to the 
community as well as himself and to 
the individual who employs him. It is 
because the practice of architecture 
impinges on the life of the community 
at so many points that , in spite of its 
present-day failures and deficiencies, it 
remains one of the most worthwhile 
professions as well as the most 
fascinating of the arts (Richards, architecture). 
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Appendix A 

OBSERVATIONS OF ARCHITECT SELECTION INTERVIEWS 

Interviews were held for an addition to a state university building on a 

main campus. The interviews took place in the building that was to be 

added onto in a small classroom, the selection committee consisted of 

3 employees of the university physical resources and facilities planning 

department, 4 user group representatives (professors of the 

department by whom the building would be used) and 1 professor 

from the College of Architecture. I was present during the interviews 

and observed the following examples of architectural marketing. 

Firm A: This firm presented the selection committe with two models 
of potential solutions to the architectural problem presented by the 
project. The models were accompanied by a series of drawings 
explaining the composition of the forms presented by the models. A 
great deal of work had been invested by the firm for the interview. 
Slides were presented of past work. Presentation was oriented very 
specifically towards the project at hand and solutions to the 
architectural problem presented. This firm had done a great deal of 
'free work' in preparing for the interview. This firm was successful in 
the interview and was awarded the commission for the project. The 
committee was quite impressed with the amount of work the firm had 
done, specific to the project, (issue of free work, inseparability, 
heterogeneity, differentiation, tangibility?) 

Firm B: Presentation by this firm emphasized cost control exhibited 
in past projects for the university. Square footage costs for similar 
projects were compared with the forecasted budget for this project. 
Presentation relied mostly on 'process boards' obviously used for all 
presentations made by the firm. Presentation was rather impersonal 
and not project specific. Firm had not yet identified architectural 
problem presented by the project. Charette process was described 
and explained by use of the 'process boards'. Most of the presentation 
seemed 'canned' and rehearsed. Explained that they had not 
addressed any project issues because they did not want to have any 
preconceived ideas about the project before beginning, (inseparability, 
situation analysis) 
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Firm C: This firm lacked energy and enthusiasm. They emphasized 
their cost control and scheduling records on past project. Slides 
revealed the architectural work of the firm to be unimaginative and 
dull. Presentation skills of firm matched their work, (communication, 
situation analysis) 

Firm D: Process was the focus of the presentation by this firm. The 
principals of this firm believe strongly in the 'Interactive design 
process' , and proceeded to explain this process in depth to the 
committee who had heard most of the same thing in the three 
previous presentations. This firm presented it as though they had 
invented it, and as though they were really doing something different 
from all the rest of the architects in town. Firm emphasized 'squatters 
sessions' and 'design charettes'. 'Problem Seeking' vocabulary also 
used extensively, perhaps exhaustively. Team approach of firm was 
also described. However, very little project specific discussion was 
initiated by the firm. Presentation was generic and lacked project 
definition. 
Principal of the firm and one of the consultants also stumbled over 
each other verbally during most of the presentation. As a result of this 
apparent lack of coordination between the firm and one of the 
consultants, a great deal of confusion concerning primary 
responsibility among the project team became apparent to the 
selection committee. The principal all but 'begged' the committee for 
the job at the end of the interview, (communication, inseprability, 
heterogeneity) 

Firm E: The team of presenters for this firm were akin to a sports 
teams 'second string'. None of the principals of the firm were 
present. All members of the team were extremely nervous, one 
member was so nervous he was visibly sweating profusely, and could 
not get a word out without stammering. There was considerable 
confusion during the interview about which individuals of the firm 
would be responsible for what particular activity of phase of the job. 
The project manager for the project was not present at the interview. 
Several veiy poorly executed and presented drawing were used by the 
firm to indicate the amount of project specific thought and 
preparation had gone into the firms presentation. The members of 
this firm also expressed that they had not really investigated the 
project specific issues, so as not to have any preconceived ideas about 
the project. 
(communication) 
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Architect selection interviews were held by the county office of 

facilities management for a large renovation and remodeling job for 

one floor of a county office building. The room where the interviews 

were held was very small and not equipped for showing slides. 

Firm A: The principals of this firm appeared very nervous. During one 
point in the interview one of the principals was actually quite 
defensive about the size of the firm (just the two principals) and their 
work load (none). This firm displayed poor communication skills, 
particularly listening skills, by interupting committee members before 
they could finish statements or questions, (communication, 
intangibility) 

Firm B: This firm presented the entire architectural process from 
programming to construction administration in more detail than the 
AIA Handbook. Project specific issues or concerns were not identified 
in any manner. Presented some boards with some discussion and 
explanation of the firms 'process' that were illegible from more than 4' 
away. Emphasized project methodology, very analytical, no energy or 
passion for architecture. 
( differentiation) 

Firm C: Relevant work was a major emphasis of this firms 
presentation. Slides identifying similar projects that had been 
completed were used to display the past experience of the firm and 
some of its' members. Some projects completed by project team 
members while working for other firms were used, but were identified 
as the individuals work while at another firm. This firm identified one 
of the major issues of the project, that is phasing the work and 
planning the construction and necessary office moves so that county 
employees would not by paralyzed by the work, and could continue 
their operations, (situation analysis, client needs understanding) 

Interviews were held to select an architect for an extensive 

remodeling project at a municipal city golf course club house. The city 

selection committee consisted of two architects from the city 

planning department, and 5 employees of the parks and recreation 
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department involved with golf course operations. I was present during 

the presentations and interviews and discussion determining the 

selection of the architect. The committee was to evaluate the 

architectural firms by the following criteria (in order of importance): 

1) Demonstrated design ability on similar projects (understanding 
client needs, internal marketing, communication, segmentation, 
valuation) 

2) Understanding of the task at hand and research into the project 
and its requirements, (situation analysis, understanding client 
needs, differentiation) 

3) Overall qualifications of the proposed professional team ( 
including consultants) to provide the required services in a 
timely fashion, (internal marketing, technical quality) 

4) Commitment to prompt and personal service, (functional quality. 
differentiation, valuation) 

Firm : This firm was successful in the interview because of their 
demonstrated understanding of the project requirements and 
constraints. 
The firm had clearly researched the project. The architectural 
problem presented by the project was well defined by the 
presentation and possible solutions to the problem were presented in 
a very brief and diagrammatic manner. The committee believed 
strongly that this firm had the best understanding of their needs and 
would work the best with the committee, by continuing to try to 
understand the wants and needs of the project. 
(client needs understanding, heterogeneity, communication) 

Firm B: The least successful firm in this interview demonstrated very 
little research into the project at hand. Their presentation focused on 
the firms design process and ability rather than an understanding of 
the client and the specific architectural project, (situation analysis, 
differentiation) 

Requests for proposal for a large state university student housing 

project were evaluated by the selection committe during a meeting 

which I attended as an observer. The committe was composed of 6 
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representatives from the university facilities planning and physical 

resources department, 5 members from the residence life department 

(user group), and one university college of architecture professor. 

Thirty RFPs were received by the selection committee. Each 

committee member was responsible for reviewing the RFPs and 

evaluating each one against the following criteria ( in order of priority): 

1) Demonstrated ability to provide quality architecture. 
(segmentation, differentiation, valuation) 

2) Demonstrated interest and understanding of the project. 
(situation analysis, understanding client needs) 

3) Expertise and experience on comparable project types. 
(segmentation, technical quality) 

4) Consultants qualifications, (differentiation, situation analysis) 
5) Budget evaluation, schedule constraints, proposed personnel, and 

client references (technical and functional quality 
implementation) 

Following are some of the comments made by members of the 
selection committee regarding the proposals received. 

"This firm addressed and focused on the issues (architectural), not 
other less dramatic concerns (i.e. schedules, budget)." 

"Proposal was all 'boiler plate'. It did not reflect the personal attention 
to the project we need." 

"For all I could tell, this proposal was written three years ago for 
another project. The proposal never mentioned the issues we're 
concerned with." 

'The consultants choosen by this firm are unfortunate. The 
consultants are not representative of the quality of work the firm 
usually produces." 

"This proposal was generic." 

"Excellent proposal, seems sensitive to our concerns." 

"Responsibilities of individuals for this project were impossible to 
determine." 
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Seven firms were shortlisted from the 30 proposals received. 1 was 
also present at the selection interviews as an observer. The firms that 
presented project specific ideas and concerns, as well as relevant 
work experience were the most successful in the interviews. Several 
firms spent far too much time talking about their firms and their 
process, and very little time on the problems presented by the 
specific project. Committees are usually more concerned with hearing 
about their projects than the irrelevant accomplishments of the 
architect. 
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ADVERTISING: Any paid form of non-personal communication 
through the mass media about a product or service by an 
identified sponsor. 

DIFFERENTIATION: A marketing strategy that seeks to create a 
difference in people's minds between one organizations market 
offering and the rivals offering. 

DISTINCTIVE COMPETENCIES: The unique strengths in areas such 
as research and development, production, and human 
resources that enable an organization to achieve a 
competitive advantage. 

ENVIRONMENTAL MONITORING: The scanning process by which a 
marketing organization identifies, analyzes, and forecasts 
the impact of changes in the areas that affect the 
organization and its marketing efforts. 

EXCHANGE RELATIONSHIP: A situation in which a potential buyer 
and a potential seller are prepared to interact to negotiate 
a trade, purchase, or lease, although the exchange need 
not take place. 

MARKET: Individual or organization who desire a product or service 
and are willing and able to buy it. 

MARKETING: The activities of individuals and organizations seeking 
to satisfy human wants by facilitating exchange of goods or 
services for monetary or other compensation. 

MARKETING CONCEPT: A philosophy that advocates that a business 
organization exists to satisfy targeted consumers wants, 
approaches decision making from a systems view of 
management, all with a satisfactory return on the owners 
investment in the firm. 
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MARKETING FUNCTIONS: The activities that create utility and 
facilitate the exchange process. 

MARKETING PLAN: A program that specifies a marketing strategy and 
the details needed to implement it. 

MARKETING RESEARCH: The systematic gathering, recording, and 
analyzing of information that helps an organization identify 
and solve marketing problems, evaluate a market 
opportunity, and develop the effort needed to participate 
in that market. 

MARKETING STRATEGY: A plan of action for meeting marketing 
objectives, which entails selecting and analyzing a target 
market, and creating and maintaining a marketing mix to 
satisfy that market. 

MARKET SEGMENTATION: A program that specifies a marketing 
strategy and details needs to implement it. 

POSITIONING: Creating and maintaining in the minds of target 
customers the intended image for the organization and its 
service relative to other organizations so they will perceive 
the service aspossessing the attributes they want. 

PUBLIC RELATIONS: Communication to correct erroneous 
impressions, maintain the goodwill of the firms' many 
publics, and explain the firms' goals and purposes. 

TARGET MARKET: A well defined set of present and potential 
customers that an organization attempts to satisfy. 

UTILITY: The satisfaction, value, or usefulness of a good or service in 
relation to the user's wants. 
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