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Abstract 

This thesis will examine the role of marketing, marketing techniques and marketing 

communication practices commonly referred to in formal texts on marketing for architecture 

firms, and which have been employed by large architecture firms with successful results, in 

an attempt to identify which of those would most appropriately relate to smaller architecture 

firms. In doing so, the author hopes to provide smaller architecture firms a means for 

analytical comparison of the components, functions and roles involved in a formal 

marketing effort with the needs and resources of smaller architecture firms. The specific 

marketing components and functions applicable to the practice of architecture will be 

examined, as will the personnel and staff roles commonly prescribed to implement 

marketing practices and to achieve marketing goals. The vast majority of information on 

the marketing of professional design services is directed toward large fmns. Small fmns, 

consequently, have been left to assimilate this information on their own. The nature of 

small architecture fmns, specifically in terms of staff, resources and capital budgets, 

unfortunately renders implementation of marketing functions as practiced by large 

architecture firms difficult, if not impossible. Many of the marketing strategies and tactics 

implemented by large firms require large capital outlays in the form of non-billable time. 

According to Robert Gutman, one of many commentators on architectural marketing, 

smaller firms rarely have the ability to absorb those non-billable hours in their overhead.l 

Additionally, marketing campaigns as practiced by large architecture firms often require 

staff or personnel specifically trained in marketing disciplines, a requirement not easily met 

with the limited resources of a small architectural firm. What this author intends to examine 

1Gutman, Robert, "Architectural Practice: A Critical View," (Princeton, Princeton University Press, 1988) 
pg. 73. 



is which marketing principles and techniques common to large architecture firms can be 

feasibly and productively applied to smaller architecture firms, which have neither the 

overhead or resources characteristic of large architecture firms. This will begin in the study 

of four small to medium size arc~tecture firms which have implemented formal marketing 

campaigns. The primary objective of the study will be to identify the specific marketing 

activities each fum employs, the responsibilities of personnel involved in the marketing 

process, and how each fmn conducts itself as a marketable entity. The goal behind this 

study, and the overriding goal of the thesis is to present the marketing actions, strategies 

and roles of sm:11ler architecture firms as compared to those features outlined in formal 

marketing texts and employed by large architecture firm. 

The author intends this thesis, then, to be an application-oriented document, directed 

toward smaller architecture firms, as a guide or assist in differentiating feasible marketing 

activities, strategies and role assignments from those which are unrealistic, as well as 

eventually a base or platform from which such firms can compare their own marketing 

practices or programs with those of other firms. 



Introduction 

Marketing and the Small Architecture Firm: 
Defining Correlations 

1: Marketing and Architectural Services 

Architects and architecture academicians, in several contempora.ry writings, addresses 

and symposiums, are decrying certain changes which have been taking place in the practice 

of architecture. Increased levels of specialization, competition, client education, advances 

in building technology, it is said, are forcing architecture firms to depend increasingly on 

marketing as a means of survival, and to employ ever more sophisticated marketing 

strategies and techniques in order to compete successfully in the marketplace. This, it has 

been said, is a development out of context with the nature of a profession which 

traditionally has depended on artistic creativity rather than business savvy as its means of 

smvival. As early as 1981, Oliver Witte put it this way: "Like it or not, marketing has 

become survival for firms of all sizes. Firms will have to specialize because owners 

demand it. Targets must be selected carefully because stakes are high." This can be seen 

as especially critical for smaller firms, where competition for work is perhaps far more 

intense, owing at least in part to the proliferation of such frrms.2 It is in these situations 

that marketing is said to be critical to success. 

"Marketing for the Architectural Profession: Applying Marketing Principals to the 

Business of Architecture", a masters thesis in architecture, presented by Kay Olson 

Brown, establishes the need of the architectural profession to employ marketing 

2Jones, Gerre, How to Market Professional Design Services, Second Edition. (New York: McGraw-Hill 
Publishers, Inc. 1983) pg. 1. 



techniques, and documents the changes in the business f":nvironment which are causal to 

this end.3 Several books and articles have been published over the last 10 to 15 years 

addressing the need for marketing in the architectural profession; others have controverted 

such ideas, and there has been much controversy within the profession itself as to the 

appropriateness of using such business tactics. Unfortunately, the majority of information 

on marketing of architectural services is geared toward large fmns, firms which have the 

capability of absorbing the cost of a marketing effort. This situation raises the issues of 

how a small firm can afford to conduct proper marketing activities, and more specific to 

this thesis; ;vhich elements of the marketing process are compatible with the resources of 

those firms. This author does not intend to write another chapter in the controversy of 

whether or not marketing should be used by architects. The thesis will be written with the 

intention of comparing text-book marketing principles with actual marketing practices 

employed by different firms. As a fundamental premise to this thesis, the author accepts 

the widely differing opinions to be found within the profession, and is not attempting to 

advise or convince but to record in summary the general recommendations found in formal 

marketing texts and search for parallels in the execution of marketing by smaller firms 

which have successfully implemented their own formal marketing programs. The author 

hopes this process will enable smaller architecture firms to identify the specific issues and 

factors of marketing theory which are relevant to the practice of architecture in smaller 

firms. 

3Brown, Kay Olson, "Marketin~ for the Architectural Profession: Applying Marketing_Principles to the 
Business of Architecture. Master's Thesis, College of Architecture, University of Arizona, 
May, 1990. 
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2: Traditional Marketing of Architectural Services 

Typically, firms that claim to adhere to the theory of marketing, and which claim to 

conduct ongoing marketing programs, subscribe to one of the three following 

interpretations of marketing strategy: 

NE1WORKING/OLDBOY: 

Making personal contact with prospective clients through individual networks, club 

memberships, civic organizations, family connections, and current/past clients. This has 

been the main method of marketing practiced by most small design firms, and it should be 

noted that this method, according to current marketing texts, is not true marketing, but 

rather a 'selling' tactic.4 

PASSIVE: 

Generally known as the 'shotgun' approach, this method seeks to get commissions 

wherever and from whatever leads can be identified through the broadest of contact 

networks, from newspapers to family relations. 

ACTIVE: 

This approach seeks to build an image, identify and keep track of leads, expand 

networks, and keep track of the life cycle of its particular market(s). Active marketing 

includes three levels, in general: 

0 Traditional Methods. 

0 Distinctive Competence. 

0 Shock Treatment.5 

4Birnberg & Associates, Small Design Finn Marketing Manual, (Chicago: Charles Grant Pederson, A.I.A., 
1983) pp. 4, 5. 

5Jbid., 7. 
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The attitUdes implied by these methods range from the traditional 'old boy' reliance on 

formal and casual social and business connections, to the flamboyant and often arrogant 

intimidation tactics of 'shock treatment.' Within these parameters, the designer is relatively 

free to reflect his own personal 'style' in his marketing efforts, so long as he is comfortably 

assured that prospective clients will be impressed enough with such subjective 

qualifications to seek out his services solely because of the 'appeal' of his technique. Such 

have been the primary marketing methods for architects from the time of the Renaissance 

deconstructivism. However, over the years, needs have changed and so have the 

expectalions of clients. Though still flexible and thus appealing to the creative minds of 

architects, there exists within the bounds of these different approaches or interpretations of 

marketing, great potential for ambiguity, misappropriation of priorities, inconclusive 

communication, and misleading or misdirected public relations, particularly when decisions 

are made subjectively, without the development of a comprehensive marketing plan or the 

internal and external market knowledge established in the course of research for such a 

plan. Most critical to this thesis is the question of whether these methods reflect the 

expectations of clients or the needs of smaller architecture fmns. This does not, however, 

imply that a rigorous marketing effort, or a comprehensive marketing plan, eliminate or 

preclude flexibility or the possibility of tailoring marketing to a firm's image; conversely, as 

shall be seen, true marketing is indeed more tailored to the needs of individual users, and is 

inherently flexible according to the expectations of clients. 

3: Methods and Objective of Study 

Rather than try to redefine the entire marketing process, the author will follow the 

general order of activities documented in Ms. Brown's thesis, and briefly examine each 

segment with regards to marketing the design services of a small architecture fmn. 

Activities to be examined will include, but not necessarily be limited to the following topics: 

4 



0 The problems of a changing market facing small architecture frrms. 

0 The introduction of marketing processes in architecture firms: 

0 Environmental Analysis 

0 Market Research 

0 The Marketing Plan 

0 Marketing Personnel & Roles 

I MARKETING AND PROFESSIONAL DESIGN SERVICES 

This process will have its beginning in an overview of some of the specific changes 

taking place in the market and the problems and setbacks commonly associated with or 

attributed to such changes. The market for small architecture firms will be compared to that 

of larger firms and other service offering businesses, and the economic situation at large. 

The main objectives in this discussion will be to present the problems most commonly 

discussed in formal marketing texts and defme which aspects of those problems are 

relevant to marketing issues for small to medium size architecture frrms, and thereby 

relevant to this thesis. The nature of the various marketing efforts most often implemented 

by architects and designers will be presented, along with some reasons architects have 

experienced a lack of success or satisfaction with such efforts. Emphasis will be placed on 

the those specific marketing principles or activities critical to this thesis. 

II. INTERNAL MARKETING: SY:rvn>TOMATIC DIAGNOSIS FOR 
PROFESSIONAL DESIGN SERVICES MARKETING 

Having established the primary causal relationships between marketing and the small 

architecture firm, the next step will be presentation of the actual marketing process. The 

first general step, that of market research, consists of two parallel and interdependent areas 

of research; parallel and interdependent in that one taken or performed without the other 

5 



will not be sufficient to establish the necessary foundations on which to build a workable 

marketing effort. Specifically, these two areas of research consist of the internal marketing 

segment, or the situation analysis, and the external marketing segment, research designed 

to profile in detail the nature of the external environment 

Though these two areas of research are by nature interdependent; specific internal issues, 

problems, facts and questions are matched to specific issues, problems, facts and questions 

of the external environment in order to establish a common ground from which to proceed. 

It is essential, however, that the internal market research portion be substantially completed 

before the external research v:iH have any relevance to the firm itself. Thus, this chapter 

will identify the goals of the internal situation analysis as well as the specific topics 

regularly included in the analysis. The relevance of these topics to the marketing effort will 

be described, as will areas of research overlapping with that of the external marketing 

research efforts. That is, the specific relationships between information included or 

deduced in the internal analysis with the information of the external research will be 

described for each respective topic. 

III. EXTERNAL MARKETING: THE ENVIRONMENTAL THERMOMETER FOR 

MARKETING OF PROFESSIONAL DESIGN SERVICES 

The external marketing process will be defined in terms of it's nature and goals, that is, 

what type of information is sought and how it will be used to further the marketing efforts. 

The information will then be defined specifically in terms of typology, the type of 

information and what it is a measure of; the general types of sources for this information, 

primary or secondary; the specific types of sources and what information they contain; the 

application of such information to the small architecture firm. Once the sources and types 

of information are defined, the processing of this information will be reviewed, 

establishing the most effective methods of filtering out the most important elements, how to 
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assign priorities to development of leads, and the pursuit of leads. The lead record keeping 

procedure will be covered as a supplement to the overall content of this chapter. 

IV. TIIE MARKETING PLAN: PLAN OF ACTION FOR TilE MARKET FRONT 

This chapter will chart the course to be followed in converting problems, needs and 

opportunities into specific plans and responses to be taken. The ambiguities of the research 

information will be identified and reformatted in order to define the goals of the plan itself, 

and the ensuing objectives. The specific elements of the marketing plan will be covered, as 

they relate specifically to small architecture firms. 

V. MARKETING ROLES: MANAGEMENT AND STAFF ROLES IN 
TilE SMALL ARCHITECfURE FIRM 

This chapter of the thesis will evaluate the roles to be played in the marketing process as 

defined in formal marketing texts. Roles developed in large architecture firms will be 

discussed, as will distinctions between the different roles. This will also include a 

comparison of the different personality traits best suited to the different tasks involved, and 

what to expect from personnel functioning in the different roles. 

VI. CASE STUDIES 

Chapter six will be perhaps the most critical chapter, as it will present the fmdings of the 

case studies. The four fmns in the case study will be analyzed in terms of internal 

marketing activities, external marketing activities, marketing plan elements, and marketing 

roles. The case studies will, hopefully, provide an insight to where and when the formal 

marketing principles are adhered to and applied by smaller architecture firms, as well as 

where and when the efforts breakdown or are stricken from the list of priorities. It is 

essential to be aware that this case study will be an unabridged record of four small firms' 
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marketing efforts. This requires that much the information be treated with total 

confidentiality. 

VII. THE MARKETING MATRIX 

Chapter eight will consist of the establishment of a matrix for marketing activities as 

conducted by the firms of the case study. Marketing activities will be categorized according 

to the differentiations made in formal marketing texts and represented as specific duties or 

activities assigned as responsibilities for specific roles. Roles will be similarly categorized 

according to the roles most conunc!!!y referred to in formal marketing texts. This matrix 

will provide for the addition of further research at a later date by successive researchers. 

8 



Chapter One 

Marketing and Professional Design Services: An Overview 

1 . A Changing Market: Implications for Small Architecture Firms 

Small architecture firms today are facing unprecedented challenges in order to maintain a 

strong foothold and active role in the market. Although these chalienges do not of 

themselves spell the doom of the small architectural practice, a negligent or lackadaisical 

attitude on the part of a small firm may indeed become the determining factor in its eventual 

survival or demise. Prior to discussing the solutions to this problem, however, it is 

necessary to examine briefly the specific issues which have about brought this situation . 

For the purposes of this thesis, these issues can safely be narrowed down to increased 

levels of: 

0 Client sophistication 

0 Technology 

0 Competition 

0 Specialization 

Although it can be argued that there are several other factors involved, these are the 

specific issues most directly related to the practice of architecture, and therefore are the 

issues most relevant to this thesis. 

In an extensive U.S. News & World Report editorial titled "The Secrets to Surviving the 

'90s and Flourishing in the 21st Century: A Guide for Small (and Large) Businesses," 

attorney Stephen M. Pollan and author Mark Levine discuss how these and other issues are 
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affecting the business world at large.6 "Just as the days of a homogeneous work force are 

gone, so too are the days of a mass market of consumers with similar needs and wants. 

American consumers are increasingly segmenting into smaller and smaller groups. It is no 

longer possible simply to use a shot-gun approach to the marketing of products and 

services -let's say aiming at all baby boomers. The baby boomer group must now be 

broken down into segments ... each having its own distinct needs and wants. The 

same kind of segmentation holds true for other once-monolithic consumer groups. "7 The 

point here is that increasingly specialized or segmented markets may be more efficiently 

penetrated by similarly more specialized or differentiated service providers. This trend has 

indeed become apparent in some professional fields. There are numerous specialties today 

within medical practice, almost as many specialties as there are organs in the human body; 

lawyers also have a propensity for specializing, willing to create a separate market segment 

in response to practically every potential legal issue. Segmentation and differentiation 

within architecture, however, is developed more specifically as a response to factors 

external to the practice. Critical to this thesis are the issues of understanding the market 

well enough to see where market segments are emerging, and how market segmentation 

and differentiation affect small architecture frrms and their marketing efforts. 

2. Client Literacy/Sophistication 

In addition to the challenges of specialization, critics argue that a major challenge 

architects face is the changing nature of the client. Clients' demands of architects are 

growing along with the nllll?ber and specialization of building types, changing in terms of 

how a building is valued as a business asset, taking on new characteristics with every 

6Levine, Mark & Pollan, Stephen M., "The Secrets to Surviving the '90s and Flourishing in the 21st Century: 
A Guide for Small (and Large) Businesses, U.S. News & World Report, (October 29, 1990) pp. Al
A21. 

7Ibid., A5. 
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advance in technology or readjustment of the financial system. 8 How then are small to 

medium size architecture firms to respond to changes in the client? "The word 

'architecture' is not sufficient anymore, because it includes too much. [It is necessary] to 

focus on what kind of architecture ... there are lot of different building types ... ''9 

Likewise, according to Doug Stoker, former Partner in Charge of Computer Services, 

Skidmore, Owings & Merrill, Chicago, "Increasingly, A&E firms are being driven by their 

clients' demands for information products. Clients are discovering that the building and 

facilities they own are exceptionally rich areas for cost containment and asset leveraging. 

Now for the first time, they hRve a tool - the electronic images of those assets - with which 

they can save money. The idea of sophisticated facilities management is only five years 

old. Beginning earlier this decade, building owners and mangers had [for the first time] a 

practical computer tool to make feasible the intensive management of their facilities."10 

Stoker lists four changes he believes will determine the leaders of the profession in the next 

20 years: 

0 Leaders will treat information as an asset. 

0 Affordable, available computing will bring unprecedented degrees of 

precise information and uses for that information. 

0 A&E leaders will forge new relationships with the building construction 

and management industries as information processing changes. 

0 Computer technology will disappear from conscious notice as today's 

special tool becomes an invisible part of the professional creative 

process. 11 

While Mr. Stoker is understandably arguing in favor of increased use of computers 

within the fields of design, engineering and facilities maintenance, of interest to this author 

8Coxe, Weld, et all, Success Strategies for Design Professionals, (New York: McGraw-Hill,1987): pg. 3. 

9Gensler, Arthur "How Do They Get Those Commissions?" Architectural Record, (February 1990): 
pp.48-50. 

1°Stoker, Douglas F., "Putting Away The Mallet," MicroCad News, July 1987): pg. 7. 
11 Ibid., 7. 
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is the implication that this change will occur in response to the demands of increasingly 

sophisticated clients, and the variety of functions clients will demand of a building 

investment over a long period of time. The discovery by clients of the 'cost containment 

and asset leveraging' potentill of their buildings is perhaps an extreme example of the 

demands on building investments, but a valid example nonetheless, when the number of 

clients traditionally from speculative commercial markets, along with tax law changes that 

minimize the return on a vacant investment, are taken into consideration. Even within more 

traditional aspects of practice, according to Weld Coxe, "engineering and architecture firms 

are facing increasingly sophisticated clients. More and more, clients have full information 

alx>ut the range and types of services available to them, detailed understanding of their own 

needs, and detailed knowledge of their professionals' costs and fee levels. Hence they 

have the ability to distinguish among fmns that are more or less suited to their needs. 

These clients are able to make informed judgments about quality and to see the trade-offs 

between extra cost and enhanced quality ... More and more, clients are selecting their 

professionals on a project-by-project basis: the days of unquestioning client loyalty to one 

consultant seem to be over."12 Mr Coxe makes a few excellent points here, in that there 

does exist a tremendous body of knowledge concerning type, ranges and cost of services, 

which means a potentially huge number of variables in the architect selection process. That 

is undoubtedly one of the reasons marketing texts stress the need for differentiation. 

Second, clients do have more specialized needs when one takes into consideration the 

proliferation of building types. The third point is that architects and engineers have been 

increasingly detailed in their billings, due to the competitive nature of the building process. 

Mr. Coxe seems confused, however, on the difference between information availability and 

informed actions. Information availability does not guarantee informed responses. More 

important, however, the term 'unquestioning loyalty' does not necessarily impute quality 

12Ibid., Coxe, et. all., 3. 
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performance. In keeping with an almost universally accepted phenomenon elementary to 

free enterprise, the purchase of a product or service does not stem from 'loyalty,' but from 

competition among purveyors attempting to provide a superior product or service. Perhaps 

a more appropriate type of loyalty to look for in a client than that to which Mr. Coxe refers 

is that which comes about as a result of having performed in a superior manner. The issue 

here which is critical to this thesis is why a client returns. 

3 . Technology, Competition and the need for Specialization 

In the past, architects and architecture firms, large or small, have anempted to market 

themselves as providers of complete architectural services, from pre-design phase services 

through post occupancy evaluation and facilities maintenance. The prevailing attitude 

seemed to be that any one architect or firm had the ability and qualifications to perform 

these services for virtually any client or building type. However, the current trends toward 

specialization are requiring flrms to re-think this method of 'department store' architectural 

services. Just as global market trends are leaning toward specialization in every field due to 

increased competition, 13 so is the profession of architecture being forced to adopt 

specialization. Both increased competition and advancements in building technology are 

hindering the ability of any single architect or f1rm to claim qualification in all areas of 

design and all parts of the design process. 

Indeed, "we have seen only the tip of the iceberg regarding building technology 

advancement. In buildings of tomorrow, photonics and biotechnology will have eliminated 

electrical wiring and waste pipes. energy will be endless, cheap, and stored within super 

conductive ceramics. Computers will behave more like the human brain, capable of 

reacting to the spoken word. People will travel in pods that move through three

dimensional space along vacuum tubes. Walls will resemble living membranes able to 

13Levine & Pollan, 4. 
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store and transmit light and act as a protective skin for inhabitants."14 This vision of 

architecture by the year 2000 includes biological methods of dealing with waste through 

genetic engineering, inorganic materials that enhance membrane technology, 

superconductivity and microelectronics extending human dexterity through robotics, and a 

new Japanese development called himawari which collects sunlight and transmits it over 

fiber-optic cables to a building interior.15 To handle this drastic increase in building 

technology, computer-design stations in the future will be at least "five to ten times the 

power of today's supercomputers.'lh Clearly, if computers will have to become ten times 

more powerful to handle tomorrow's design technologies, architects in the future \vill be 

forced to apply themselves to increasingly specific roles in the overall design process. 

Though some would argue that more powerful computers will enable architects in the 

future to become more general and inclusive, the traditional developments in computer 

industries tend to negate that possibility. Every advancement in computer technology has 

been hailed at the time as a development that will greatly reduce man-hours and thus 

operating expenses previously required for that particular task. Historically, however, the 

exact opposite has happened in almost every instance [certainly every instance this author 

has any knowledge of]. In any new application with computers, the primary task involved 

is not so easily simplified; a second (and often more difficult) task, that of using the 

computer with proficiency, is added to the original task, requiring the performance of two 

tasks where only one was required previously. If the second task cannot be accomplished, 

the primary task will often not be performed as efficiently as without the computer. 

Obviously, changes in computer technology, economics, design technology, 

competition and client literacy are taking place and will continue to do so. However, the 

issues most central to this thesis are how architecture fmns which have been subjected to 

these circumstances are dealing with the changes, and the role marketing has played. 

14Gordon, Douglas E. "Professional Seminars Address Emerging Technologies," Architecture, (July 

1989,):pp. 27-35. 
15rbid., 27. 
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4 . What is Marketing? 

The marketing of architectural services was once a rather informal process of belonging 

to the right social and civic groups, knowing the right people, being in the right place at the 

right time. It is rapidly becoming something more complex, technical and sensitive to 

information communication. A variety of the factors listed above are leading architects to 

seriously consider different types of marketing strategies and tools, and thus have brought 

about a more critical examination of marketing as applied to architectural services.16, 17 

However, according to a recent AIA poll, while 85 percent of architects recognize the 

importance of marketing, an equal number express dissatisfaction with their marketing 

results.1 8 The following statistics are taken from Progressive Architecture, July, 1988:19 

0 While 90 percent of the principals in the AlA poll take an active roll in 

marketing, only 40 percent list it as their primary role. 

0 A survey by Professional Services Management Journal found that only 

35 percent of respondents had a full-time marketing person, compared to 

48 percent for engineering frrms, and 64 percent for AlE frrms. 

0 The PSMJ poll reveals that firms with over 200 staff members are more 

than four times as likely to have a full-time marketer as are firms with 

under 20 people, 82 percent versus. 18 percent. 

0 Only 15 percent of firms in the AlA poll used outside marketing 

consultants. 

16Fisher, Thomas, "The Big Sell," Progressive Architecture, (July 1988): pp.84-91. 
17Gensler, Arthur "How Do They Get Those Commissions?" Architectural Record, 

(February 1990): pp.48-50. 
18Fisher, 84. 
19Fisher, 84. 
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0 66 percent of full time marketing staff were clerical people or 

administrative assistants supporting the architects in who specirically 

meet the clients. 

The article's author, Thomas Fisher, has proposed that these statistics indicate firms are 

taking a tactical, rather than strategic, approach to marketing, substituting a few public 

relations techniques for a planned approach. Fisher goes on to indicate that marketing 

responsibilities within architecture firms are too dispersed to have the desired effect; 

perhaps these firms should reevaluate their marketing efforts with the intent of defining a 

more comprehensive focus on the elements most appropriate to their ne.e.ds.20 

"Like it or not, marketing has become survival for firms of all sizes. Firms will have to 

specialize because owners demand it. Targets must be selected carefully because stakes are 

high."21 More specifically defmed, "Marketing, sometimes called 'distribution [of 

information],' is the performance of business activities connected with the movement of 

goods and services from producers to consumers or other users. In addition to the analysis 

of these activities, marketing involves the comprehension of consumer circumstances and 

attitudes that determine the character of a major part of marketing activities; the business 

organizations that perform these activities; and relevant aspects of government regulation. 

In marketing, the ability to recognize early trends is fully as important as knowledge of the 

current state of affairs."22 Marketing is called upon to (1) create demand, and (2) set up 

opportunities for sales; hence the overall marketing process must begin long before such 

traditional sub-activities as promotion, advertising or sales.23 Effective marketing then 

begins with identification of the end user or client; the modern concept of marketing holds 

that a finn should concentrate on customer satisfaction, to sell what clients want instead of 

2°Fisher, 85. 
21Witte, Oliver, "Match Management With Professionalism," Building Design & Construction, 

(February 1981): pg. 9. 
22Jones, 7. 
23Jones, 8. 
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producing things or offering services and trying then to sell them.24 Gerre Jones, in his 

book How to Market Professional DesiJ:n Services, states that marketing oriented to client 

wants can be reduced to these three primary characteristics: 

0 It is customer rather than production or design oriented 

0 It is an integrated, company-wide effort. 

0 It has the primary goal of profits rather than sales.25 

Typically, firms that claim to adhere to the theory of marketing, and which claim to 

conduct marketing activities, usually subscribe to one of the three following interpretations 

r{ ~?IketLng strategy: 

NE1WORKING/OLD BOY: 

This is the main method of marketing practiced by most small design firms. It 

involves making personal contact with prospective clients through individual 

networks developed over long spans of time, through club memberships, civic 

organizations, family connections, and current/past clients. Small firms rely on 

this method for 90 percent of their work typically, although 30 to 35 percent 

would be more appropriate. It should be noted that this method is not true 

marketing, but rather a 'selling' tactic.26 

PASSNE: 

Passive marketing involves the identification of leads and their pursuit. 

Generally, firms use the 'shotgun' approach to get commissions from whatever 

leads can be identified through networks, from newspapers, or from the U.S. 

government's Commerce Business Daily. These sources are standard sources 

for new leads. However, this type of marketing requires market 'research,' 

which must be accommodated within the budget of the finn, and is really only 

effective when the research is 'targeted' to a specific segment of the overall 

market. Very few small firms seem willing to designate an appropriate portion 

of their budget to such research activities, and what few small firms that do use 

the shotgun approach rarely target their leadfinding efforts, which is one of the 

24Jones, 9. 
25Jones, 9. 
26Birnberg, 6. 
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primary goals of true marketing. 27 Even when this approach is carried out 

completely and in the proper manner, this is still not marketing in the full sense 

of the term, but merely market research. 

ACTIVE: 

Very few small fmns practice active marketing, which seeks to build an image, 

identify and keep track of leads, expand networks, and keep track of the life 

cycle of its particular market(s). Small firms have neither the time nor the 

resources to implement a full time active program, which is why so few small 

fmns use it, so its application must be somewhat selective. Active marketing 

includes three levels, in general: 

1) Traditional Methods: Brochures, reprints, newsletters, and other direct 

mail pieces; market research, effective lead records and clipping flies; 

internal marketing, developing and implementing a marketing budget and 

a marketing plan. These traditional methods of marketing should provide 

any firm with its chief source of leads, as well as overall direction.28 

2) Distinctive Competence: This level is possessed by very few fums of any 

size, as implied by the term 'distinctive;' high quality design, strong 

client service, years of experience, active participation in every project by 

the principals are not enough to qualify for distinctive competence. Nor 

will flashy graphics, logos or cliches distinguish a flrm from its 

competition. This level is achieved over a long time span, through 

dedication and specialization, in such an area as health care or bridge 

design, or when a unique area of expertise is developed, such as historic 

preservation, life cycle costing, value engineering, energy analysis. 

Another method of obtaining this level would be by offering specialized 

services, for instance computerized space planning, testing labs, 

advanced CAD capability. Though small flrms seldom attain this level in 

the marketing world, it is possible. 

3) Shock Treatment: The goal of shock treatment is to draw public attention 

to an individual or flrm through controversy, outspokenness, or 

unorthC>4ox marketing methods such as high-profile advertisements in 

27Birnberg, 6. 
28Birnberg, 7. 
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publications such as the Wall Street Journal, or on public television. 

Michael Graves, Stanley Tigerman, and Frank Gehry are examples of 

designer who have perfected the shock treatment method of marketing 

through their unorthodox architectural styles.29 

Obviously, within the bounds of these different approaches or interpretations of 

marketing, there is great potential for confusion and misappropriation of priorities, 

particularly when the decision making is done subjectively and without the development of 

a complete, comprehensive marketing plan, and the internal and external investigation 

required for such a plan. 

29Birnberg, 8. 
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Chapter Two 

Internal Marketing: Symptomatic Diagnosis for 
Professional Design Services Marketing 

PURPOSE AND GOALS OF 1HE SITUATION ANALYSIS 

The first step in the marketing prcv:.ess is that of internal marketing, or situation 

evaluation/analysis. This analysis is essentially an objective, point by point, in-depth 

description of your firm. The situation analysis has the following three primary goals: 

0 Identifying areas of resource or other deficit and recording such as 

opportunities for improvement 

0 Identifying areas where the response of the flrm's internal organization to 

the needs and demands of the external environment could be improved, 

and 

0 Identifying viable areas of specialization through matching the expertise 

and resources of the firm with the requirements of a growing market 

segment. 

Both assets and deficits are carefully noted so as to provide the most thorough, practical 

profile of the firm. The importance of identifying and listing both positive and negative 

aspects is two-fold: the positive aspects are selling factors already in existence and suitable 

for promotional efforts in keeping with an overall marketing effort, while the negative 

aspects provide an objective list of the practice or service functions which need 

trouble-shooting, improvement, expansion, or elimination. 
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TOPICS OF TilE SITIJA TION ANALYSIS 

In order for the situation analysis to be comprehensive, objective, and accurate, the 

topics covered in the analysis should represent every facet of the internal organization of the 

firm; an incomplete analysis would not only limit potential objectivity, but would result in 

inaccurate conclusions and potentially damaging decisions at later points. The complete 

analysis should include, but not necessarily be limited to, the following list of topics: 

0 Prevalent design philosophy. 

0 Areas of specialization. 

0 Services offered. 

0 Resources, technical capabilities and experience. 

0 Staff profile. 

0 Professional networks/alliances, consultancies. 

0 Financial standing, profitability, and fees. 

0 Client base, characteristics and needs. Reasons for selection. 

0 Economic outlook, specific to the client base, locally, regionally, and 

nationally. 

0 Targeted market life-cycle curve position. 

0 Business projections for the firm. 

0 Current marketing and public relations programs. 

0 Market changes. 

0 Competition.30 

This analysis requires a very high degree of objectivity in order to be of use in the 

development of a marketing plan. As noted, this objectivity provides a two-fold set of 

benefits: selling points already in existence, and areas in need of improvement. Again, it is 

critical to the diagnostic nature of the situation analysis to identify areas of resource or other 

deficit as opportunities for improvement. 

30Morgen, Jim,Marketing for the Small Design Finn, (New York: Whitney Library of Design, 
Watson-Guptill Publications division of Billboard Publication, Inc., 1984) pp. 15-21. 
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THE DIAGNOSTIC NATURE OF THE SITUATION ANALYSIS 

The information needs to be specific in addition to being objective, and must be accurate 

as well. Although the frrst item listed is a statement of design philosophy, the situation 

analysis is not the place for long-winded statements of 'design philosophy,' dissertations 

on the nature of the built environment, interpretations of architectural theory, or 

exaggerated and embellished accounts of design achievement This analysis is not to be 

viewed as a 'gradable test,' or even as information up for public scrutiny and approval. 3l 

At this point in the marketing process, it is a private body of information strictly for the 

purposes of diagnostic evaluation, in the same way that personal medical records are held 

in confidentiality for the purposes of analyzing and treating a patient. The situation analysis 

should also be treated in such a manner, and viewed as diagnostic information rather than 

meritorious. As a medical diagnosis carefully records the specific identity of individual 

organs, their respective conditions and any symptoms, so should the situation analysis be 

accurate and specific. A medical doctor might use the term 'broken left foot' when 

addressing a patient, but the medical records would document, for instance, 'compound 

fracture of the left metatarsal.' An architect, on the other hand, might record 'poor client 

satisfaction' more explicitly as 'dissatisfaction on the part of 33 percent of past clients with 

the firm's construction administration performance, which has caused 53 percent of such 

past clients to seek such services elsewhere for succeeding projects.' The description (poor 

client satisfaction' is vague and conveys little useful information for appropriately 

addressing the issue, while the second statement identifies causes, quantities and 

consequences, as well as an implied remedy, that of improving construction administration 

competence. The following paragraphs include a more in-depth discussion of the above 

stated situation analysis topics, focusing on each respective topic's relevance to the 

marketing plan. 

31Ibid., 18. 
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DESIGN PHILOSOPHY: 

As stated above, the situation analysis is not the place for winded statements of 

philosophy; the importance of including such a topic lies merely in checking the validity of 

such stated philosophies against the actual practices carried out. A one sentence statement 

of design philosophy should be all that is needed to convey such intentions to clients, and 

is certainly sufficient for the purposes of a marketing plan. Answer the question, ''What is 

the prevalent design philosophy?," in one sentence, free of professional jargon and 

sycophancy, and record your answer in the situation analysis for later reference. Upon 

completion of the remainder of the situation analysis, an objective review of your actual 

practices as compared to your stated philosophy will adequately identify any misleading or 

exaggerated aspects of the philosophy, as well as any misrepresentations of your frrm's 

practices in such a statement. It is important to remember at this point that the client can no 

longer be expected to fall for such misrepresentations, and is becoming increasingly aware 

of such discrepancies. The point here, then, is to get a simple design philosophy statement 

recorded for future reference, and go on to the more pragmatic aspects of the situation 

analysis. 

AREAS OF SPECIALIZATON: 

The strengths and weaknesses of the frrm are listed, with particular attention being paid 

to those qualities which enhance the finn due to specialization in a particular field, as well 

as factors which are determined to be too restrictive, limiting or disabling within the current 

market, economy, or environment. As discussed in the previous chapter, specialization has 

become a matter of necessity for architectural design practitioners, whether or not that is to 

their liking. In terms of the situation analysis, a flnn beginning or implementing a 

marketing plan for the first time may best want to assume there to be no current area of 

specialization; when that is, indeed, the case, it is necessary to begin defining areas of 
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possible specialization. If the firm currently has an area of specialization, it may want or 

need to identify a new area for future pursuit for inclusion in an updated marketing plan. In 

either case, when defming new areas of specialization, the following four things should be 

kept in mind: 

0 Look for areas in which your firm not only has substantial experience 

relative to competitors, but also in which your firm has experienced some 

degree of commendable success. 

0 Look for areas of specialization which represent market segments in the 

early stages of growth on the life-cycle curve~ and \vhich are likely to 

generate repeat business. 

0 Whenever possible, look for areas of specialization which typically bring 

lucrative commissions. 

0 Attempt to fmd an area of specialization which is both interesting and 

challenging to the principal (s) as well as the staff. 

0 Finally, without totally restricting any possibility of achieving these, aim 

for a specialty which will not unrealistically stretch the real capabilities of 

the flrm. 

A firm which is trying to find an area of specialization for the first time may be well 

advised to categorize all previous experience by type, such as multi-family residential, 

commercial interior renovation, recreational facility design, and so on, before attempting to 

identify possible areas of specialization. The categories should be as well defmed as 

possible within the limits of the firm's experience, but not so specific as to prevent 

categorization into three or four predominant groups. This may require a review of the 

different design aspects involved in all previous projects in order to identify specific 

commonalities in seemingly unrelated projects. 
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SERVICES OFFERED: 

One mistake or oversight very common with small firms is that of trying to offer a 

broader spectrum of architectural services than they are adequately equipped to properly 

perform. Conversely, other firms often shrink away from certain architectural services 

which they have the ability to perform, whether due to increased risks and liabilities, 

insufficient manpower, lack of experience, or simply lack of interest, thus losing both 

additional profits and valuable experience. In recording the services offered in the situation 

analysis, cover each of the thirteen specific architectural services defined in the AlA 

standard owner/architect agreement, document 'B141,' delineating why or why not that 

specific service is offered, and to what degree of success/satisfaction the offered services 

have been conducted. 

RESOURCES. TECHNICAL CAPABILITIES AND EXPERIENCE: 

A comprehensive list of all available resources should be compiled, including such items 

as detail files, computer equipment and software, reproduction equipment, and so on, as 

well as notation as to staff capabilities to utilize such resources. When this list is complete, 

re-check it against the degree to which such resources and staff capabilities have actually 

been utilized and proven beneficial on previous jobs. For example, if the firm has a 

personal computer, and staff familiar with CAD, is the computer being utilized in that 

capacity, or has it been used primarily for bookkeeping and word processing? If it is being 

utilized in design and production, is the time being managed properly, and is it having any 

positive effect on production or design man-hours? Any areas which would benefit from 

pursuit of further development are identified and listed. 

STAFF PROFILE: 
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The repertoire of the firm's personnel is analyzoo, including a survey of such 

characteristics as past and projected employee loyalty or tum-over, each member's 

professional resume, personal experience, capabilities, attitudes and goals. Many firms 

already have a corporate resume incorporated in their public relations or promotional 

materials; the critical difference between this and the information called for in the situation 

analysis is the inclusion of areas of deficiency, weakness or inadequate experience, such as 

lack of experience in using a CAD system as a design tool. This, as opposed to the 

corporate resume, is not a selling tool, but rather a comprehensive diagnosis of current 

conditions. 

PROFESSIONAL NETWORKS. ALLIANCES AND CONSULTANCIES: 

What is the nature and history of the firm's professional networks/alliances, affiliations, 

consultancies, and joint ventures? Are they sufficient to meet the demands of the target 

market and fill in the gaps left by deficiencies in the regular staff? An accurate record of 

expenditures for such services as a part of each specific project budget is necessary to 

determine the validity and justification of such expenditures, as opposed to limiting certain 

services or recruiting appropriately trained regular staff. 

FINANCIAL PROFILE: 

What is the profile of the finn's fmancial standing, profitability, and fees? This question 

involves compiling a list of all past projects, fees and profits/losses. Is there a regular 

(monthly, bi-monthly, or quarterly) income commensurate with expenses? What is the 

profit margin under current operating practices, and are fees in line with services offered 

and competitive on the market as a whole? 

CLIENT PROFILE: 
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What is the historic make-up of the firm's client base, what is the nature of their 

business and what services do they most often need? An exhaustive list of past clients is 

compiled, ci ring the specific needs of each, determination is made as to the reason/reasons 

clients originally chose the firm in the frrst place, and their level of satisfaction with the 

services provided. For example, did a particular client choose the fum because of a 

referral, because of the fum's prospect-qualification activities, or because of previous work 

performed for them by the fum; was the quality of the services provided in keeping with 

the client's original expectations, and what are the reasons they cited; would the client 

choose the finn again for future work, and why or why not? 

ECONOMIC OU1LOOK: 

What is the current and projected state of the business environment, particularly specific 

to the client base, locally, regionally, and nationally? How well prepared is the firm to deal 

with an upcoming economic downturn and increased competition? How well prepared is 

the finn to take on additional jobs in the event of economic expansion or growth within the 

targeted market? 

LIFE-CYCLE CURVE: 

Where specifically on the life-cycle curve is the targeted market/markets situated? This is 

of vital importance to the future situation of the frrm, often more so than the state of the 

economy at large. If the targeted market is just entering the growth phase of the life-cycle, 

the firm will stand a far greater chance of weathering an economic downturn unscathed. 

On the contrary, if the target market has reached the saturation or decline stage of the 

life-cycle curve, even a period of strong economic expansion will be of little benefit to the 

firm. In such a case, preparations should be considered for changing the targeted market. 
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FIRM OU1LOOK: 

What is the outlook for the finn over the coming year, with regard to probable 

commissions? Is projected growth in line with expectations held during the previous year? 

Has the firm maintained it's share of the market, and how can that share be maintained or 

increased in the coming year? When compared against the overall economic outlook and 

the life-cycle curve of the targeted market, this provides the quickest method of tracking the 

firm's progress, success or stagnation, which should be documented in the situation 

analysis for later reference. 

MARKETING & PUBLIC RELATIONS ACTIVITIES: 

What are the firm's currently practiced marketing public relations and advertising 

activities, what is the breakdown of time and dollars spent on these activities and what 

portion of the overall budget do they comprise, and what is the degree of success or 

satisfaction you have with the results of these activities? As previously stated, when such 

activities are not monitored on a regular basis, firms spend 80 percent of their time 

capturing only 20 percent of their work, while traditionally 80 percent of all work comes 

from only 20 percent of the clientele.32 

32Hoyt, 33 . 
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MARKET CHANGES: 

How well is the fmn able to deal with changes in the market; how well could the fmn 

adapt itself to a new target market? What changes would need to be made in order of 

facilitate such a change? List specifics. 

COMPETITION: 

What do you know about the competition along these same lines? 

All these pieces of data comprise the initial data base characterizing the company and its 

.lcsourccs. Prom the combina.~~c~i of all this information, three areas of possible 

specialization are defmed, and the area showing the most promise should be decided on as 

the target market. 33 All of this information should be recorded in an expanded spread sheet 

format and stored, whether in computer memory or on paper, for instant access and 

updates. Their most important applications, however, will be made clear in the following 

segment of the marketing process, the development of a marketing plan. 

Typically, in a small fmn, the manager and the marketing director are the same person; 

that is to say, the person analyzing all this information and the person responsible for 

making changes based on the results of the analysis are one and the same. Thus, there 

always exists the possibility that objectivity in the decision making process will be 

mitigated in favor of satisfying subjective desires of management. Corporate 

conglomerates seeking to overhaul their marketing system often recruit consulting teams in 

order to assure a level of objectivity which would be hard for in-house personnel to 

maintain, but which is extremely important to the eventual success of the marketing 

process. This objectivity aspect of the situation analysis will be further detailed in the 

following chapter on marketing roles. 

33Bimberg, 13. 
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Chapter Three 

External Marketing:The Environmental 
Thermometer for Marketing of 
Professional Design Services 

1 . External Market Research 

THE NATIJRE AND GOALS OF EXTERNAL MARKET RESEARCH 

External marketing, which includes the activities of lead finding, qualifying and record 

keeping, has the primary purpose of improving and maximizing the response of the fmn to 

the demands of the targeted market segment. "Market research is a planned, organized 

effort to collect and analyze information [on the external environment] for the purpose of 

making better marketing decisions."34 Specifically, according to researcher Randall 

Shores, external market research can identify new and emerging markets, show how to 

penetrate new markets, improve the delivery of A-E services to the client, and save the 

time, money and effort of other members of the fmn.35 Once the internal situational 

analysis is completed, general knowledge of the external environment, developing trends, 

and prospects for different market segments needs to be expanded in greater detail and 

specificity to the chosen target market. From this information, and the information 

generated during the situation analysis, a specific segment of the market is targeted. Once 

the target market has been specified, the next step involves the process of identifying the 

specific characteristics of that market segment, and working toward the goal of adapting to 

34Jones, 30. 
35 Jones, 31. 
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that environment in order to most effectively exploit that particular market segmen4 while 

most efficiently meeting the needs of that segment This process is quite straightforward. 

EXTERNAL INFORMATION TYPOLOGIES 

Rather than becoming overly distracted with the jargon and terminology of marketing 

theory and principles, architects would benefit more from familiarizing themselves with the 

specific types of information which the marketing researcher seeks. The information 

gathered during the external research portion of the marketing process consists primarily, 

though not exclusively, of the following: 

0 Economic forecasts, with information specific to the targeted market. 

This would include data pertaining to the current life-cycle status of that 

particular market (growth, stability or decline); forecasts for the 

immediate and long-term developments within that specific market, as 

well as information on regional locale of anticipated activity; 

0 Capital spending plans: Information on current and up-coming corporate, 

private, and/or public capital spending budgets and building plans 

specific to that market, an a fairly accurate idea of sizes of the individual 

projects contained in those plans; 

0 Known leads: Direct communication with the private parties, 

corporations, or agencies associated with the targeted market in order to 

discover any unannounced plans; 

0 Other leads: Direct communication with those private parties, 

corporations, or public agencies with the purpose of obtaining specific 

information concerning the nature of such projects: personnel in charge, 

schedules, financing, etc.; 

0 Competition: Information on the activities, capabilities, insufficiencies, 

and market shares of the firms with whom you are in direct competition. 
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The information necessary to meet the needs of the external market research segment of 

the marketing process is usually quite easily obtainable, and comes from sources which fall 

into one of two categories, either primary or secondary. 

PRIMARY SOURCE INFORMATION 

Primary source information is new information obtained through direct personal contact 

or derived from questionnaires, surveys or interviews conducted by your own staff. This 

information is obviously specifically tailored to the needs of your own finn, and the 

process of obtaining it can accomplish the further task of establishing identification and 

reputation of your fmn with the potential client. Though termed 'primary,' due to the 

personal nature of the collection process, this information is most often sought out after all 

secondary source information has been gathered and analyzed. 

SECONDARY SOURCE INFORMATION 

Secondary source information, on the other hand, includes all information already 

recorded and published by other outside sources, and therefore readily available to anyone 

motivated to seek it out. While primary source information is more tailored to the firms 

specific needs, secondary information is generally gathered first. Because it is "already in 

existence and available from various sources," it is usually also analyzed and categorized 

prior to its dissemination; both of these factors work together in rendering this type of 

information more economical to use than primary source information. "Most Secondary 

source material has been published, but occasionally excellent unpublished material can be 

located ... any holes left after all possible secondary material has been collected are 

filled in from primary sources."36 Examples of secondary source information include 

information obtained through review of periodicals and local listings for real estate, 

development, etc., consultation with local and regional lending institutions, capital 

36Jones, 34, 35. 
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improvement budget proposals, and any other available sources of information on the 

market segment in question. 

Secondary-source information is also often an excellent source of information regarding 

the activities of competition in the targeted market, and as such constitutes a substantiated 

or documented review of current market trends. That is to say, even material which is 

published after the design selection process has been completed can be useful in analyzing 

the current and upcoming status of the targeted market, and is often more accurate than 

general economic forecasts, business outlooks, and other such indicators. 

Gerre Jones, in How to Market Professional Desi~n Services, outlines the following list 

of secondary-source information sources and publications:37 

0 Commercial job-lead newsletters and other private lead sources. These 

services all have one point in common: to fmd and qualify the leads, you 

must first make telephone contact with a prospect, inquire about potential 

building plans and record the information in a usable format. Such 

publications as Sales Prospector, Engineering News-Record, Weekly 

Construction Preview, Million Dollar Project Planned List, and The 

Health Systems Agencies Report ('The HSA Report') list such 

information as permit applications, registry filings, bid calls, low bids, 

plans, and contracts. Most of the information in these publications 

appears after the selection of the primary design consultants, but can be 

used to track possible joint-ventures, as well as the activities of 

competitors. 

0 Commerce Business Daily (the U.S. government's official lead tip 

publication). This contains unclassified request for bids, proposals, 

procurements reserved for small and minority contractors/businesses, 

government property sales plans, prime contract awards, research and 

development leads, current foreign government procurement offers, and 

non-governmental export opportunities for American firms. 

37Jones, 71-76. 
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0 State-issued publications on their own projects. Of the most job-lead 

value to design firms are the reports about airport and highway 

construction and financing plans, housing and redevelopment, industrial 

development, institutional building plans, parks and recreation, public 

health, waste disposal and environmental clean-up programs, and urban 

mass transit projects, to name a few. 

0 Newspapers. General: local weeklies and dailies. Specialized: Local, 

regional and national business-oriented papers. 

0 Clipping services. National, regional, state a..r1d local. 

0 Corporate annual reports. Obtainable through public libraries, 

stockbrokers' offices, or directly from the public relations department of 

the company, these documents provide details of planned capital 

investment programs, planned improvements for newly acquired 

subsidiaries, and other design work to come. 

0 Noncommercial newsletters. Free, from banks, associations, 

government departments and agencies, and international lending 

agencies. Federal Reserve Bank publications for example, including the 

Quarterly Report, monthly review and the bank's annual report; 

American Express and other large fmancial institution economic analyses; 

various periodicals published by the American Institute of Certified 

Public Accountants. 

0 Magazines. General: Time, Newsweek, Fortune. Trades: Architectural 

Record, Engineering News-Record, building Design & Construction, 

AlA Journal, Consulting Engineer. Market Specific: trade journals 

published for the specific profession or trade which has been focused on 

as the target market. 

0 Directories. Trade association listings; special publications such as the 

Catalog of Federal Domestic Assistance. 
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0 Press releases. From governmental, quasi-governmental, and 

international lending agencies.38 

SUPPLEMENTAL GENERAL REFERENCE SOURCES: 

The listings above constitute a partial list of lead sources, though it is by no means 

intended to represent the full spectrum of such sources. Many of the publications can be 

obtained free of ch~rge, although many others have subscription prices. In order to 

supplement the information contained in such sources, and at the same time reduce the cost 

of these lead-finding sources, supplemental general reference publications may be found at 

!xal public, private, ~'1d univ~ - - ~ : 0' libraries. The follo\ving is a Est of such reference 

sources, with which it is possible for a firm to generate it's own intelligence gathering 

efforts: 

Corporate Sources: 

0 Moody's Industrials 

0 Thomas' Register of Manufacturers 

0 Standard & Poor's Corporation Records 

0 Standard & Poor's Register of Corporation, Directors and Executives 

0 Dun & Bradstreet Reference Book 

0 Dun & Bradstreet Middle Market Directory 

0 Dun & Bradstreet Million Dollar Directory 

0 Who's Who in Finance and Industry 

0 Value Line Investment Survey 

0 Directory of Corporations 

38Jones, 66-74. 
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Bankin~: 

0 M uody' s Bank and Financial M an.Liill 

0 Polk's World Bank Directory 

Medical: 

0 Directcry of American Colleges of Hospital Administration 

0 American Association of Medical Clinics Directory 

Education: 

0 Patterson's Education Directory 

0 American Universities and Colleges 

Political: 

0 Congressional Directory 

0 \Vho's Who in Government 

0 U.S. Government Organization Manual 

0 Congressional Staff Directory 

0 Moody's Municipals and Governments 

0 The Municipal Yearbook 

0 Federal Telephone Directory 

Organizations: 

0 National Trade & Professional Organizations of the United States 

0 Encyclopedia of Associations 

0 Profile (AlA Directory of Architectural Firms) 

Miscellaneous: 

0 Moody's Transportation Manual 

0 Moody's Public Utilities 

0 Who's Who; International, U.S., and Regional editions 

0 Directory of Directories 

0 Directory of Special Libraries and Information Centers.39 

2 . Application to the Small Architecture Firm 

While it is obvious that utilizing all of these sources would require a full time marketing 

staff of several people, and that a small architecture finn would never have the capital or 

personnel resources to accomplish such a feat, these examples demonstrate the fact that a 

39Jones, 75, 76. 
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vast amount of information is already available to any firm interested and willing enough to 

track down free leads. The hesitation on the part of small firms to take advantage of these 

resources often stems from the overwhelming number of them available, rather than any 

lack of such resources. Small firms then, of necessity, will have to search out the 

publications and sources most relevant to their specific targeted market, and familiarize 

themselves with those in order to make their lead finding activities truly productive. 

ACOUISffiON OF LEADS 

To avoid these lead finding sources altogether, whether because of the overwhelming 

amount of such available sources or because of lack of familiarity with them, would 

severely restrict potential contact or prospect lead fmding activity success and efficiency. A 

survey conducted by the Society for Marketing Professional Services on lead sources 

demonstrates the importance, and success of a well developed and well managed lead 

finding effort. The question put to Society members: "Apply percentages to show how you 

derive most of your leads." The answers, averaged, are listed here: 

Personal prospecting and cold calls 

Tips, referrals 

Clipping services, newspapers 

Lead finding services (Phelps-Dodge Reports, 

Commerce Business Daily, etc.) 

Community service organizations (Lions, 

Rotary, Chambers of Commerce, etc.) 

Professional organizations (AlA, NSPE,* etc.) 

Other (most common: past clients) 

total coordinated efforts 

*National Society of Professional Engineers. 
40Jones, 64. 

37 

45.51% 

24.96 

14.74 

13.79 

9.06 

6.96 

21.49 

74.04%40 



The total for coordinated lead fmding efforts, including the categories of Personal 

prospecting, Clipping services, and Lead services, constitutes nearly 75 percent of leads. 

Such a substantial portion can hardly be ignored regardless of the size of the firm. 

Unfortunately, the information from this survey did not include a breakdown by frrm size, 

but it is perhaps significant that the firms polled were all members of the Society for 

Marketing Professional Services; it would be reasonable to assume that these firms were 

therefore engaged, to at least some degree, in organized lead finding activities. 

PAST CLIENTS AND LOST CLIENTS 

No less coincidental is the fact that the most frequently sighted source in the 'Other' 

category was that of past clients. This source does not, it should be pointed out, fall into 

the same overall category as the other sources listed in the survey; that is, lead information 

from past clients falls into the category of 'Primary Source' information, since it is 

previously unpublished, and is obtained through the direct, first-hand, research efforts of 

the marketing staff as they conduct follow-up interviews, Post-Occupancy Evaluations, or 

simply engage in regular business correspondence with such former clients. The potential 

return from past clients, as well as lost clients, is often the most neglected source of live, or 

primary source, lead information.41 The term 'lost clients' here applies to those clients 

which a ftrm has 'courted,' that is established both credibility and familiarity with, and 

stayed with through the entire selection process, only to lose out to another frrm at the very 

end. "The implications are that you did almost everything right to have been included on 

the final short list, and to abandon all hope at that stage is to write off a lot of marketing 

time and dollars."42 It is important to keep track of lost, past, and present clients alike, to 

let them know of your intention to keep trying with them, to make it clear to them that you 

now consider them to be a part of your firm's marketing network, and that your firm 

41 Jones, 65. 
42Jones, 65. 
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intends to keep itself current on their future projects as welJ as job leads from their business 

and social contacts. Make perfectly clear to them the fact that you want and expect to do 

future work with them, explain your expectations of them with regards to your prospect 

information-gathering efforts, and though most clients wouldr/t normally volunteer this 

information, most will respond positively when asked.43 

3. Lead Record Keeping System: 

Once the information on leads has been obtained and an organized list has been 

assembled, the process of cold calls and lead qualifying can begin. Not a random activity 

to be dealt with at leisure, this process can be greatly simplified through the implementation 

of a 'lead record keeping system.' A 'lead record keeping system' is essentially an 

exhaustive list of all lost, previous, current, and possible future clients, leads, contacts and 

interchanges, which provides a simple method of maintaining regularly scheduled contacts 

with such leads. This database is used to record information on every lead (even those you 

only tentatively pursue), and is intended to be a permanent record for future reference. 

Prioritizing maintenance, the separation of active and inactive leads, should be done at least 

once a year, categorizing according to the degree of activity or probability thereof. Inactive 

leads should be kept on file for at least three years whenever there is still any possibility of 

renewed activity.44 

The primary goal of maintaining a lead record keeping system is, however, quite simple. 

It provides an accurate record of which clients or potential clients were contacted when, 

along with a built-in schedule for future contacts. This prevents failure or delay in the 

follow-up procedure which is critical to the proper functioning of any marketing program, 

43 Jones, 65 . 
44Jones, 68. 
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and specifically, the courting process. This system is used for every typ~ of business or 

marketing correspondence, from first-time cold calls to post-occupancy evaluation 

schedules, and thus also provides a running record of all business transactions and 

communications with each client. A typical lead record keeping system (LRKS) works in 

the following fashion: 

LEADS: 

A file is created for each lead or contact This file is called an Individual 

Prospect Record (IPR); each IPR file contains: 

0 The contuct n~-ne, G.~~ess & telephor..:: number. 

0 A list of each contact made, including the dates. 

0 Who made the contact. 

0 who the person was they talked with. 

0 what their remarks or responses were, including: 

0 the date of requested call-backs. 

o the date the contact was made. 

0 any information regarding future capital spending plans.45 

PROSPECTS: 

Prospect qualification is the second stage in the client acquisition process, the stage at 

which leads are designated as 'prospects,' with tangible evidence of upcomi'1g \vork aT1d 

therefore contracts. The most important question in this determination process is whether 

or not the 'job' is real, that is, does the project stand a reasonable chance of continuing to 

completion, or is it apt to go just so far down the line only to falter due to unforeseen or 

unresolved complications? ·Two prime indicators of the credibility of a prospective job are 

the status of its financing and the present status of its program development. Once this has 

been determined, the question most important is whether or not the job or project is in 

keeping with the firm's targeted market and area of technical specialization. This 

45Birnberg, 13. 
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information is often obtained over the telephone, in the form of a cold call. The follo·wing 

comprises a list of the information which should recorded for all prospects, and updated 

upon each contact with such potential clients: 

0 Prospect name. 

0 Date of initial contact & method( i.e .. telephone, letter, personal). 

0 Contact name, title, and name of person deciding on designer/firm. 

0 Address of prospect. 

0 Telephone number. 

0 Type of Business. 

0 Project type. 

0 Approximate cost. 

0 Approximate size. 

0 Date client wants construction to begin. 

0 Other firms being considered. 

0 Date formal interviews are scheduled. 

0 Date firm selection is to be made. 

0 Information source for this prospect. 

0 Any additional pertinent information. 

0 Name of person making report & date.46 

46Birnberg, 15. 
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Chapter Four 

The Marketing Plan: Plan of Action for the 
Market Front 

1. Organizing the Information 

When the initial processes of m!lrketing process, situation analysis, market research, 

lead fmding, and lead record building, are completed, the marketing staff/principal(s) 

should have the following information, in relatively specific terms: 

0 The specific market segment targeted which will be marketed as the 

firm's professional area of expertise. 

0 The deficiencies in staff, resources, experience, technological 

proficiency, etc. which will need to be overcome to enable the firm to 

compete successfully in the targeted market. 

0 The expected or projected life-span for that market in terms of years 

(two, three, five, etc.) as well as volume of work, in projected dollars if 

possible. 

0 The prime clients in the targeted market; not the largest or most wealthy 

necessarily, but the specific body of clients to which the firm's marketing 

will be directed. 

0 Where and how to track down additional leads and prospects. 

0 Who the competition is in the targeted market segment, what their current 

and projected market shares are, as well as any information which can be 
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obtained on who their respective consultants, joint-venture partners, or 

other professional design affiliates are. 

When all of this information has been assembled and organized, the next step is to 

devise a method of practical application, that is to say, devise a method or formula for 

pulling together all of these marketing activities into a practicable plan of action aimed at 

achieving a profitable marketing campaign. Merely having a specified target market, a 

thorough list of leads and prospects, a documented body of knowledge pertaining to the 

clients and competition, or even obtaining one or more highly profitable commissions from 

withLn the targeted market, does not constitute a true marketing effort on the part of any 

firm. The next step, then, on completing the marketing effort, on pulling all these efforts 

together into a comprehensive, coordinated effort, is composing a marketing plan. 

The marketing plan is essentially an outline of all the information known, collected and 

analyzed in the market research activities above, and can be thought of in terms of answers 

to the following four questions: 

0 Where are we now? 

0 Where do we want to go? 

0 How do we get there? 

0 How do we know when we get there? 

In formal marketing terms, those four terms are known as: 

0 The situational analysis. 

0 The goals and objectives. 

0 The strategies and tactics. 

0 The measurement and maintenance.47 

Obviously, the information gathered up to this point, even when applied to the outline 

format listed above, still contains some degree of ambiguity in the form of un-addressed 

47Jones, 36, 37. 
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issues and unanswered questions. For example, a flrm might have a market segment 

targeted, have prospects within that market segment identified, have a thorough knowledge 

of it's pertinent strengths and weaknesses, and have a desired market share established as a 

long term or short term goal. The question now becomes one of how to expediently 

achieve that goal. To accomplish this, the specific steps needed to reach that goal need to 

be decided, and methods of acting on those steps need to be established. The marketing 

plan provides a framework for making these decisions, a framework which incorporates all 

aspects of both the internal and external marketing effort and research.48 

2. Elements of the Marketing Plan 

The following outline highlights the elements of a thorough marketing plan, with a brief 

description of each element: 

PLAN ELEMENT: 

Table of Contents 

Introduction 

Executive Summary 

Mission, Scope & Goals 

Situational Analysis 

Assumptions 

Resources 

Forecasts and 

DESCRWfiON: 

List of subjects covered. 

Sets purposes and uses of the 
plan; contains pertinent definitions. 

Summaries of the main provisions 
of the plan; similar to that of a formal 
proposal. 

Sets nature of services offered, 
markets, frrm profile, technical 
and staff capabilities, broad aims and 
objectives. 

Explains facts and assumptions 
upon which the plan is based. 

Economic, environmental, political, 
social, technological, and competition 
factors. 

Personnel, talents, experience, 
capabilities. 

Qualitative and quantitative 

48Byers, Gerald L., & Teckert, Larry E., Marketing for Small Business: What it is and Why You Need it, 

(Toronto: MacMillan Press, 1980) 165. 
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potentials 

Market share 

Sales history 

Current and new 
opportunities 

Current marketing 
organization 

Objectives 

Marketing strategies, 

Marketing tactics 

Schedules and tasks 

Staffing plan 

Budgets 

Continuity 

49Jones, 37, 38. 

information about the size of targeted 
markets (in dollars and job units); 
growth rates; client and prospect 
profiles; client desires, 
requirements, and attitudes. 

Company's share of potential total 
market (gross and discrete). 

Sales record over the past three to five 
years in traditional markets; current 
position versus objectives from 
previous plans (may include a market 
life-cycle curve chart). 

High-growth markets, old and 
new. 

Structure; lines of authority and 
responsibility 

Results to be produced (by meeting 
goals and quotas) to achieve the 
company's marketing objectives by 
the end of the specified time frame. 

Outline general courses of policies and 
action to reach objectives, procedures 
along with an analysis of internal 
policies and procedures bearing on 
the marketing program 

Outline specific courses of action 
for selling, promotion, market 
research, advertising, assigned 
marketing territories, etc. 

Task assignment plus establishment 
of benchmarks for periodic appraisals 
of individual and collective marketing 
efforts. 

Availability and requirements, based on 
schedules and tasks set up above. 

Resources committed, costs, risk 
analysis. 

Procedures and policies to keep 
the marketing plan updated.49 
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While this suggested marketing plan template offers opportunity for highly specific 

information, the most important elements of such a marketing plan can be narrowed to the 

following five items: 

D The Summary, with conclusions. 

D The Situation Analysis. 

0 The Goals and Objectives. 

D The Strategies and Tactics. 

0 The Action Plan.50 

At this point! it is necessary to define what a goal is, what an objective is, what the term 

marketing strategy implies, and what constitutes a marketing tactic. This is most 

objectively accomplished through identification of strengths, weaknesses, opportunities 

and threats. 

STRENGTHS. OPPORTUNITIES. WEAKNESSES AND THREATS 

The information included in the situation analysis contains both the firm's opportunities 

and optimal growth direction, and problems or shortcomings of the firm which need to be 

addressed in order to exploit the opportunities and reach the growth goal. This information 

is broken down into individual, specific items, and organized into the following four 

categories: 

0 Strengths 

0 Weaknesses 

0 Opportunities 

0 Threats51 

5°Jones, 38, 39. 
51 Jones, 27. 
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The following comprises list of examples of strengths, weaknesses, opportunities and 

threats, taken from Ms. Brown's thesis, Marketin~ for the Architectural Profession: 

A;p;plyin~ marketin~ Principals to the Business of Architecture:52 

Stten~ths: 

0 On-staff expertise in energy efficient design. 

0 Referral business in the 20-30 percent range. 

0 Experienced estimating personnel with 95 percent accuracy. 

Weaknesses: 

0 No staff experience in health care design. 

0 High personnel turnover. 

0 Poor geographic coverage (only one office). 

Opportunities: 

0 A large newly commissioned project in a growth area which enables the 

firm to open branch office. 

0 New government tax incentives for solar design or retrofit projects. 

0 Local legislation for large funding increase in school district for building, 

remodeling, and new construction. 

Threats: 

0 Increasing interest rates. 

0 Rising number of lawsuits from clients. 

0 Increasing number of architecture firms in the geographic area. 

The goals aild objectives, marketing strategies and tactics of the marketing plan are 

written in response to these four groups of information, the strengths, weaknesses, 

opportunities, and threats. Although this information has been recorded in the situation 

analysis, "it is necessary to restate each one 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. "53 

52Brown, 105, 106. 
53Brown, 107. 
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GOALS AND OBJECTIVES 

Goals, then, are the clearly stated directives regarding the end which the ftnn is trying to 

achieve in general terms, while objectives list the speciftcs of the goal, give the goal a 

quantifiable defmition and therefore a recognizable point of completion. "Goals and 

objectives must be achievable, challenging and acceptable to the fum's employees. 

Objectives must, in addition, be speciftc and measurable."54 The following three 

guidelines can be used as a check of a goals' correctness: 

0 Goals should allow for growth beyond a single issue or topic. At the 

end of any given time frame, a goal should enable the ftrm to acquire 

experience commensurate with that amount of time, rather than merely 

repetition of a single activity or task. 

0 Goals should be challenging yet attainable. Goals that are too simple will 

not effect positive change or growth, while goals that are too difficult 

will result in frustration and render achievement unattainable. 

0 Goals should be measurable. If a goal is not measurable, there is no way 

of monitoring progress toward its achievement or knowing when 

achievement has been attained. Goals should be measurable both 

qualitatively and quantitatively. 55 

When listing or deciding on speciftc goals and objectives, it is vital to remember that 

each goal is matched with a speciftc objective; each objective is essentially the quantifying 

restatement of the goal, the interpretation of the goal which affords it the 'stretch', 

attainability and measurability required to make the goal reasonable and beneficial. The 

following is a list of goals, along with their respective objectives, which would apply to the 

business of marketing architectural services: 

54Brown, 106, 107. 
55Jones, 41. 
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While these are only improvisational examples, they do serve to demonstrate the 

relationship between goals and objectives; an open-ended need is defined in the goal, and 

the objective quantifies the goal in achievable terms. 

STRATEGIES AND TACTICS 

The strategies, then, are the specific procedures which will be taken in order to achieve 

the objective. The strategies outline the specific steps to be taken, while the tactics 

comprise the who, what, when, where and how, regarding the strategies. Take, for 

example, the first goal/objective combination cited above: 

Market Share: 
Goal: Increase the firm's market share in 

commercial retrofit projects 

Objective: Increase the firm's market share 
from 13 percent of total 
commercial retrofit projects 
awarded in 1991 to 27 percent in 1994. 

In order to get from the goal to the objective, a specific plan of action needs to be 

defmed. One solution might be as follows: 

The market share of commercial retrofit work is to be increased from 13 percent 

to 27 percent within a period of 36 months. This will be achieved by: 

0 Increasing design staff expertise in speculative commercial office space 
retrofit design, and knowledge of automated office systems. 

0 Participating in and sending representatives to 1992, 1993 and 1994 
interior design and/or office systems conventions. 

0 Submitting a series of articles to business journals for publication, 
covering the firms' experience in commercial work and automated office 
systems design. 

Just as each specific goal is addressed with a specific, parallel, quantified objective, so 

each specific objective is addressed with specific and parallel strategies, action formulas 
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prescribing the specific nature of steps to be taken to achieve the objective. Each specific 

strategy, in turn, is then further defmed in the set of tactics developed for each strategy. 

These comprise the who, what, when, where, how, the action plan, for each set of goals 

and objectives. Tactics for strategies 1, 2 and 3 above might read as follows: 

Strategy #1: 
Increase design staff expertise in speculative commercial office space 
retrofit design, and knowledge of automated office systems. 

Tactics: 
a) Hire one additional employee with experience in commercial 

office space design. Budget $18K fiscal1992. 

b) Establish a working (contractual) relationship with an interior 
design consultant with experience in commercial office space 
design. Budget $22K fiscal1992. 

Strategy #2 
Participate in and send representatives to 1992, 1993 and 1994 interior 
design and/or office systems conventions. 

Tactics: 
Operate a demonstration booth on modem office systems and 
interior office design at the 1992, 1993 and 1994 CompuExpo 
conventions, staffed by a systems and/or interiors consultant, and 
a member of the design staff literate in the use of CAD. Budget 
$1 OK fiscal 1992. 

Strategy #3: 
Submit a series of short, illustrated articles to business journals for 

publication, covering the firms' experience in commercial work and 

automated office systems design. 

Tactics: 
Submit three short, illustrated articles to local business 
publications (i.e.: Tucson Lifestyle, Phoenix Magazine, Arizona 
Business), covering the firms' participation in the '92, '93, & 
'94 CompuExpos and examples of current work demonstrating 
innovative solutions. Budget $500 fiscal 1992. 

50 



Note that for Strategy #1, the second tactic listed requires an increase in budget 

allocations for consultants' fees. This is in direct opposition to the 'technical capability' 

goal of reducing expenditures on consultants' fees by 40 percent. It is important to 

remember that no conflict should exist between the overall goals and any specific strategies 

or tactics listed for other goals. In this case, tactic (a) would be a better solution, since it is 

not in opposition to any goals, and would allow for an improvement in the firm's staff 

resources. 

3 . The Marketing Budget: 

Constructing and then following a marketing budget may be one of the most difficult 

aspects of implementing a marketing plan. Several different guidelines have been offered 

in marketing texts, addressing any number of budget components, but there is general 

accord on the primary purpose of a marketing budget: to plan ahead for the expenses 

involved in marketing, and to track those expenses in order to provide some method of 

measuring the success of the overall marketing effort. Marketing budget issues dealt with 

in this thesis will therefore be narrowed to budgetary allotment and tracking of costs. 

BUDGET ALLOTMENT 

Typically, firms with a formal marketing plan have been willing to allocate between five 

and seven percent of gross fees, or around 10 percent of the total budget, to marketing 

efforts. Surveys have shown that larger architecture firms are able to employ one full time 

marketing person per twenty full time regular employees, and that more than 95 percent of 

those marketers are employed on straight salary, plus profit sharing or bonus. Those same 

fl1llls report that 70 to 80 percent of the marketing budget goes toward this personnel time, 

and only 20 to 30 percent is allocated for direct expenses, such as travel to conventions, 

corporate brochures or other public relations activities. Firms with fewer than 20 full time 
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employees face a different situation, since their percentage of billable cost is lower, usually 

at 60 percent of total hours, and therefore won't go as far to cover non-billable costs such 

as marketing. Gutman suggests one way to alleviate this situation is to increase billable 

costs for the average srr£all firm from the typical 60 percent into the 70-75 percent range. 56 

TRACKING COSTS 

The widest difference of opinion on marketing budgets lies in the tracking of costs. 

This, simply put, is keeping accurate records on where marketing funds go in order to 

detemune whether they have been used productively. One of three basic methods is 

usually employed. In the first, records are precise to the point of tracking the exact cost for 

each individual job pursuit, an effort easily requiring a full time bookkeeper. In the second 

method, knowledge of exact costs is not regarded as particularly valuable, if the overall 

effort is productive. Firms simply spend whatever is required to pursue a particular job 

once the commitment is made to go after it Still others argue that the real importance is in 

estimating marketing costs for a given project, prior to submitting a proposal, and taking 

that into account in making the go/no-go decision. Some firms even require approval from 

top management whenever the estimated marketing cost for a given prospect is more than 

two to five percent of the estimated fee for that particular project, although tracking the 

actual cost is seldom considered worth the bookkeeping effort involved. 57 In further 

support of this, according to .Weld Coxe, the degree of sophistication seems to have little 

to do with the success of marketing from one architecture firm to another.58 The real 

purpose for a marketing budget seems best illustrated in this last example, and most in 

overall accordance with the idea of a marketing plan. 

56cJutman, 73. 
57 Coxe, 238. 
58Coxe, 237, 38. 
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Smaller firms, however, will have to be able to apply this understanding in terms of 

hours; if a certain project, for example, is estimated to cost 'x' amount of dollars to get, 

how many hours can the firm afford to put into the pursuit? If the estimated fee on a 

prospective project is $lOOK, for exrunple, billable costs come out of that frrst, and the 

remainder has to cover all other associated costs, namely the hours which will need to be 

expended in order to get the job. 59 

59Green, Ellery, "Class Notes,, Ethics In Practice, Arch 451, College of Architecture, University of Arizona, 
October 18, 1991. 
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Chapter Five 

Marketing Management and Staff Roles in 
Small Architecture Firms 

1. Examination of Marketing Roles in Architecture Firms 

. Once t.he principles anci procerlnrP~ of mark~ting !lTP. identified ami understoon ; the nP.xt 

question to be addressed is that of the role of marketing in the management of architecture 

flrms. It is the author's argument that this is perhaps the most critical question regarding 

marketing of design services for small architectural flrms. 

CURRENT MARKETING PRACfiCES IN ARCHITECfURE 
FIRMS 

Although a majority of architects, some 85 percent, recognize the importance of 

marketing, an equal number express dissatisfaction with their marketing efforts. Joan 

Capelin, of Capelin Communications, Inc., Chicago, suggests this dissatisfaction may be 

due to confusion on the part of architects in distinguishing between 'marketing' and 'public 

relations,' thereby causing them to substitute a few public relations techniques for a 

planned approach to marketing, a tactical rather than strategic approach to marketing. 60 

While public relations is a valid function of any marketing effort, it does not in and of itself 

constitute a complete marketing program. The results of two different polls of architecture 

flrms provide some reasons for this situation. "According to a recent AlA poll, while 90 

percent of principals take an active role in marketing, only 40 percent list it as their primary 

role." Similarly, a poll conducted by the Professional Services Management Association's 

6°Fisher, 85. 
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Journal, PSMJ, concludes that only 35 percent of the architer.tural fmns responding to the 

survey had a full-time marketing person compared to 48 percent and 64 percent, for 

engineering firms and AlE firms, respectively. In other words, according to Thomas 

Fisher, in ''The Big Sell," marketing responsibility within firms is dispersed, rather than 

being treated as one specific part of the business or as one specific individuals' 

responsibility. 61 

FIRM SIZE VERSUS MARKETING CAPABll.JTY 

The size of a r~ is directly related to those figures. An earlier poll, done in 1980 by 

PSMA, shows that the ratio of total staff to marketing staff at that time averaged 22 to one, 

indicating that frrms smaller than 22 had no specific marketing person performing only 

marketing duties. The same year, Birnberg & Associates, Chicago, conducted a similar 

survey, finding that the ratio of total staff to marketing-staff averaged 55 to one, and that 

eighty percent of the design fmns in the U.S. have total staffs of nine people or less.62 The 

more recent PSMJ poll shows that frrms with over 200 staff members are more· than four 

times as likely to have a full-time marketing person as are frrms with under 20 people, 82 

percent as opposed to 18 percent. Further, that same PSMJ poll shows that 66 percent of 

marketing personnel in the large firms had backgrounds in clerical work or administrative 

assistance, with no background in architecture. 63 

In his book, Marketing Architectural and Engineering Services, Weld Coxe states the 

following: 

As engineers and architects have accepted the principles of marketing, there has 

been increasing experimentation with ways to delegate some of the marketing 

effort to persons who can specialize in marketing tasks. This is reasonable, 

61 Fisher, 84. 
62Jones, 49. 
63Fisher, 84. 
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since clients are showing a clear preference to working with professionals who 

are both 'closers' (marketers or principals) and 'doers' (designers); it is 

important for those with these skills to free themselves from as much of the 

mechanics of marketing as possible in order to serve the clients they win. In this 

climate, design ftrms are finding that it is possible to delegate to persons with 

specialized marketing roles from 30 percent to 70 percent of the hours required 

to carry out an effective marketing effort ... An increasing number of persons 

trained in the design professions are setting aside their technical skills in order to 

devote their careers to marketing roles. 64 

Mr. Coxe makes the point that delegation of marketing responsibilities is important, 

stressing the necessity of the designers to concentrate on design issues while marketing 

staff concentrate on the business of marketing. Conversely, Birnberg & Associates, 

Chicago, stress that delegation of marketing responsibilities would be a serious mistake for 

small architecture fmns. 65 It is Birnberg & Associates' view that marketing in small 

architecture fmns must be done by the principals, and that the principals must be willing to: 

0 Devote 30, 40, or even 50 percent of their total time to marketing, and 

0 Delegate instead project design responsibilities and decision making to 

junior staff members. 66 

The discrepancy between these two views may be explained by the fact that Birnberg & 

Associates is addressing the issue from the standpoint of a small architecture fmn, while 

Mr. Coxe is directing his recommendations toward the larger fmns which are already 

engaged in marketing. Both views make the assumption that junior staff members do not 

have the experience, credentials or training to function as senior-level marketing personnel, 

an appropriate and accurate assumption so long as architectural education does not 

specifically include marketing course work in the overall architectural curriculum, and the 

64coxe, 225. 
65Birnberg, 1. 
66Birnberg, 11. 
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profession in general refuses to acknowledge marketing as one specific architectural 

specialty. Just as a firms' services must be matched to a targeted market's needs, so 

should the roles of marketing architectural services and the inherent need for architectural 

marketers be addressed by the curriculum of professional architectural schools. In order to 

better understand this matching process, a more thorough breakdown of marketing roles is 

necessary. For the sake of clarity, the breakdown in this paper will focus on the roles 

currently existing in the larger firms which have aggressively pursued marketing. In order 

to do this objectively the author will assume that some delegation of marketing 

responsibility will be possible. 

As noted above, Weld Coxe has sought to demonstrate the necessity to delegate 

marketing responsibilities; he then proceeds to match specific marketing functions to 

specific marketing positions. 67 Important to this issue is the division of time among the 

primary marketing tasks, which has been documented as follows: 

0 5-10 percent is marketing management, including market research, 

planning and day-to-day decision making 

0 25-35 percent is lead finding, including both cold calls, following up 

with past contacts, and qualifying targets of opportunity to detennine 

their validity as leads. 

0 15-25 percent is courting, including both romancing of live leads and 

long term courting of potential and past clients, post-occupancy 

evaluations, and other follow up activities. 

0 20-30 percent is coordination and pulling together of statements of 

qualifications, proposals, presentation plans; generation and maintenance 

of sales tools; and general internal support of the marketing process. 

67Coxe, 226-32. 
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0 15-20 percent is presentations and closings.68 

Of these primary activities, the responsibilities which are most frequently delegated are 

broken down into three categories or job descriptions: 

0 Marketing managers/directors are responsible for pulling together the 

marketing plan and the firm's management, and leading the marketing 

organization which carries out the plan. This person is generally a senior 

staff official who reports directly to a marketing or managing principal or 

an executive committee. 69 

0 Marketing represenrarives (bird dogs) are primarily responsible for 

seeking out and pursuing leads for one or more closers within one 

targeted market. 70 

0 Marketing coordinators are designated the responsibility of pulling 

together the internal marketing resources, helping prepare questionnaires 

and statements of qualifications, developing sales tools, and providing 

general support for the marketing effort. Coordinators report either to 

the marketing principal or the marketing manager/director.71 

The specific job description for each of these three roles, while best considered to still be 

in the developmental stage, have emerged as more architecture and engineering firms have 

begun delegating marketing responsibilities. Though relatively new, and lacking 

established qualifications, these job descriptions can provide a point of reference for more 

detailed investigation of delegation of specific duties. At this point, Coxe makes the 

important point of stating that firms which are considering staffmg the positions must be 

prepared to experiment and learn together with those hired or promoted to fill the roles.72 

68coxe, 226, 7. 
69coxe, 227. 
70coxe, 227. 
71 Coxe, 228. 
72Coxe, 228. 
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2 • The Marketing Manager/Director 

The marketing manager/director position is generally a full time, senior staff position. 

The manager/director is responsible for putting together the marketing plan, pulling 

together the finn's management and marketing, leading the marketing organization, 

managing the delegation of marketing responsibilities, keeping track of the marketing 

effort's influence on the business operations of the frrm, as well as keeping the marketing 

plan in line with the frrm's goals. 

There is, however, a distinction between a marketing manager and a marketing director. 

Marketing managers and marketL~g directors are essentially the same in tenns of job 

description and duties; the difference lies in the personal style called for by the two 

positions. Fundamentally, as said above, each role calls for someone responsible for 

maintaining a comprehensive marketing plan and organizing the specific marketing 

activities required to implement it. 73 

Gerre Jones, in How To Market Professional Design Services, gives, as the most 

widely accepted job description for this position, the following: 74 

Job Description: Director of Marketing 

General description: Under the general direction of the board, plans and 

coordinates all marketing activities of the firm. Responsibilities involve 

developing and executing a marketing program which consists of establishing 

long-range marketing goals and near-term objectives; selecting target markets, 

building lists and screening leads; contacting and cultivating prospects and, in 

close coordination with the board, obtaining contracts for projects in the frrm' s 

design specialty. 

Specific Duties: 

73coxe, 228. 
74Jones, 54, 55. 
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1. Has major responsibilities for developing and executing a marketing plan 

which outlines all major aspects of a planned marketing effort including 

appropriate objectives, tasks, assignments of responsibility to individuals 

and budgets. The marketing plan is to be approved by the board. The 

remaining specific duties are to be performed within the framework of 

the marketing plan. 

2. Determines what specific markets the firm will cultivate. This 

determination will be made after careful appraisal of the likely market 

opportunities for the firm in several possible markets that may be 

evaluated. 

3. Determines volumetric objectives (for example, number of projects and 

fee volume) for the firm as a whole and for each selected target market. 

4. Establishes performance objectives for each selected market. These 

objectives will include: 

a. The number and fee volume of projects or 

commissions desired (in each target market). 

b. The number of interviews likely to be required 

to generate the desired number of 

commissions. 

c. The number of personal and telephone contacts 

likely to be required to generate the desired 

number of interviews. 

d . The number of organizations (for example, 

former and present clients, prospects, leads, 

and the like) to be contacted and cultivated. 

e. The number of days (per week, per month, and 

so on) to be spent by specific individuals in 

business development activities. 

5. Operates directly or through designated marketing coordinator to develop 

lists of individuals, or projects, or of individuals and projects to be 

contacted. 
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6. Operates directly or through designated marketing coordinator to 

organize and screen leads and prospects and produce an efficient 

procedure for scheduling contacts. 

7. Operates directly or through designated marketing coordinator to ensure 

that appropriate individuals are assigned, scheduled, and equipped to 

make the desired business development contacts. 

8. Maintains a record and control system to alert appropriate individuals 

when contacts are to be made; the system is also to serve as a log for 

recording all n1arketing activities. 

9. Maintains an activity review system for the marketing committee and the 

board as it may desire. 

10. Maintains a control system to measure the performance of the marketing 

effort. 

11. Develops strategies for cultivating prospects and obtaining work at the 

finn, specific target market, and individual prospect and project levels. 

12. Makes direct contacts with leads, prospects, clients, influentials, and 

others; coordinates the activities of others who are also making contacts, 

presentations, holding interviews, and the like. This coordination 

activity will include providing others with materials and information 

needed to carry out the business development activities. 

13. Takes primary responsibility for determining what materials and 

information are needed, coordinating the production of such materials 

and information. This will include graphic brochures, presentation 

materials, U.S. government Standard Forms 254 and 255, business 

development correspondence, and so on. 

14. Takes primary responsibility for preparing proposals, coordinating such 

activities with appropriate management and project manager staff. 
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15. Plays a coordinating role in preparing content for interviews and 

presentations, including determining the appropriate participation by 

other specific personnel. 75 

The majority of design firms, according to Weld Coxe, cannot and should not leave 

control of the firm's destiny up to a staff position, that of a marketing director. The title 

'director' implies more authority over top level management decisions than most firms 

should delegate to a staff position .. The title 'director' implies a control-oriented personal 

style. The person in the 'director' position will seek to have a final say in where to pursue 

work and what direction the firm should steer itself. According to Coxe, "a large part of 

human nature will seek to control events whenever the opportunity seems present."76 The 

title 'director' itself will present the opportunity, particularly if the director's personal style 

is control oriented. Principals usually resist this sort of authoritative approach. When the 

marketing director encounters this type of resistance, the relationship will most likely 

deteriorate. Under those circumstances, the marketing director will move on in frustration 

and the professionals in the firm will begin to doubt the feasibility of staffing the marketing 

function.77 

Conversely, "a staff marketing director position, by definition, is chiefly valid in firms 

where large segments of policy are staff generated, such as in some of the larger 

engineering firms and those few design firms which are externally owned by investors 

rather than owned by their principals."78 

For the above reasons, the term or title most appropriate in the majority of design firms 

is that of marketing manager. The title 'manager' carries key differences from that of 

'director', both in terms of the control/direction issue and in terms of the necessary 

75Jones, 56. 
76coxe, 228, 29. 
77Coxe, 229. 
78coxe, 228. 
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personal style. In the first case, the role of the marketing manager in control and direction 

is to bring the appropriate issues and considerations to the attention of the principals and to 

facilitate the decisions necessary to establish marketing policy - but not to determine those 

decisions. In other words, the 'manager' is playing the role of a consultant, within the 

firm, who acts to bring the most current market indicators, questions and possibilities to the 

attention of the principals, interpret their potential impact on the firm, and wait for the 

principals to act in the form of a decision on which course to pursue. Once that decision 

has been made, regardless of whether the manager is in agreement, it is then the manager's 

role to follow through on that decision. This is where the difference in personal style 

comes into play. "The personal style that is more successful in the marketing manager 

position is that of a coach or team player who enjoys and is skilled at motivating others to 

do their best, while not personally requiring the last word on key decisions. This is a much 

more difficult style to perfect, and since it goes against much of the authoritative training 

that is instilled in our culture, [and particularly in business management schools of 

thought.79 It is often difficult to find candidates with this skil1."80 

The first step, then, to successfully differentiating a marketing manager from a 

marketing director is to be clear from the outset aoout the difference in style and decision 

making involvement that is expected, and to make sure candidates being considered also 

understand it. 81 

Once this difference is clear, Coxe goes on to explain, the chief qualification required to 

fill a marketing manager/director position is an appreciation for and understanding of the 

nature of professional services, namely architectural design services, as opposed to 

products or commodities. Due to the great a gap in marketing philosophies for 

products/commodities and that of services, few successful marketers for design firms have 

come out of backgrounds in product or commodity marketing. Thus, the better 'outside' 

79 Author's Insertion. 
8°Coxe, 228, 29. 
81 Coxe, 229. 
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candidates for staff marketing manager/director positions are coming out of softer 

disciplines; it is becoming apparent that the best candidates in design firms are persons with 

prior training and/or experience in the professional disciplines. Many of the most 

successful marketing managers were trained as professional planners; some are registered 

professionals who have redirected their careers; other have some education in engineering 

or architecture and have been attracted to marketing roles without undertaking the technical 

apprenticeship necessary for professional registration. Coxe states that it is likely this trend 

will continue, "for marketing policy and management is too close to the essence of 

professional design fl.rms for the role to be filled by persor.sfar removed from thefield."82 

Gerre Jones goes one step further, proposing that the ideal marketing manager/director for 

an architecture ftrm will: 

0 Be registered. 

0 Have some experience in successful project design and administration. 

0 Have his or her degree in architecture or engineering will be 

supplemented with a business degree, preferably graduate work in 

marketing. 83 

From the information above, the author has constructed the following major points about 

the role of a marketing manager for an architectural design fmn, and the characteristics of 

that person: 

0 The marketing manager must be of the personal style of a coach, team 

player and motivator, with superior group development skills, successful 

in individual counseling and advisory activities with regards to his or her 

subordinate staff. It is essential the person be able to separate themselves 

82coxe, 229. Author's Italics. 
83Jones, 55. 
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from the need to have the final say in upper level management decision 

making, and willing to work toward the goals of management. 

0 The marketing manager must be clear not only on the distinction between 

managing and directing, but also on the distinction between marketing 

philosophies for products or commodities versus that of services, 

particularly professional design services, as well as have an appropriate 

understanding and appreciation of the nature of those services. 

0 The successful candidate will have training and/or experience in a 

professional discipline, most preferably architecture or engineering, will 

have become registered professionals in their respective profession, and 

will have augmented their professional training with a degree in 

marketing or business. 

0 The person will be effective in carrying out assignments accurately and 

on schedule, will have good technical knowledge, writing and oral skills, 

especially for correspondence and giving instruction, and will possess 

ability and judgment for problem recognition, resolution and decision 

making. 

0 The candidate should show interest and ability in business development 

activity, specifically, evidence of individual initiative in attracting new 

clients and in developing leads. 

0 Finally, interest in maintaining a prominent visibility for the firm in 

civic, professional, and social activities, particularly those activities and 

areas relevant to the firms target markets, whether locally or regionally. 

This includes everything and anything from making speeches and 

presentations at conventions and seminars to maintaining an effective 

direct mail campaign. 

The question relevant to the thesis at this point is whether these criteria will be met in a 

person with education and /or experience in architecture specifically, with supplemental 

training or education in marketing of design services. More specifically, however, is the 
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question of whether smaller architecture finns have flexibility enough to hire someone for 

the role who could not also contribute in a traditional architectural sense. The level of 

cooperation and communication between the principal and the marketing manager/director 

must of necessity be be very open in both directions if the marketing manager is to have a 

proper understanding of the finn's goals and conduct effective marketing. That rapport 

would be necessary in any marketing-management relationship. One of the topics covered 

in the case studies will be to record such information about the marketing 

directors/managers as those positions occur in smaller architecture firms. 

3 . The Marketing Coordinator 

The marketing representative, or 'bird dog,' as referred to by Weld Coxe, is a staff 

position subordinate to the professional, or marketing manager or principle, responsible 

singularly for finding leads. Approximately 70 percent of all lead finding is done solely by 

the marketing representative. These figures depend on the particular market, and the actual 

amount of lead-finding which a firm will want to delegate to a staff position can be 

determined only on a case by case basis. "Public agency and institutional markets lend 

themselves to delegated lead-finders because they operate in an open environment where 

information about upcoming work is publicly accessible. Lead-fmding in private markets 

increases in difficulty according to the decision structure in the client organization. Large 

corporations and utilities will be relatively more open than solo entrepreneurs, such as 

developers. Thus, the engineer specializing in subdivision development will generally have 

to do his or her own lead finding and courting, while the architect who specializes in 

corrections facilities can efficiently employ a representative to find and qualify leads before 

getting the closer involved. "84 

84Coxe, 231. 

66 



A comprehensive job description for the lead fmder, from Weld Coxe's Marketin~ 

Architectural and Enfillleerin~ Services, gives a clear delineation of the requirements of the 

position: 

Job Description: Marketin ~ Re.presentative 

Position: Lead Finder 

Reports to: Director of Marketing 

Extent of Job: Coordinates and monitors on-going contacts and communications 

between staff and new business leads and prospects. Searches out, 

identifies and establishes initial contact with leads in new business 

situations and markets, and assists in client relations with current and 

past clients. Establishes rapport, monitors and maintains 

communications, and elicits such information from prospects to allow 

development of strategy for a successful marketing team approach. 

Specific Duties: 

List Buildin~: Develop lead lists from various sources suitable to firm markets 

and potential vol~me. 

Contactin~: Establish contact with leads and elicit such information as to the type 

of project, dollar volume, schedule, method of financing, 

decision-making process, decision-maker(s), and other pertinent 

information. Also coordinate and monitor lead development activities of 

the staff that may overlap. 

Strate~y Development: Based on indicated information, develop strategy that is 

most promising to present the finn and win the project. In concert with 

Director of Marketing, develop most appropriate marketing team for 

presentations and formal interviews. Responsible for assembling group 

and meshing their schedules with those of the project. 
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Interface: In addition to client contact for new business development, assist in 

the researching and preparation of sales presentations. Make effective 

handoff to members of the marketing team. 

Communications: 

Internal: Keep Director of Marketing appraised through regularly scheduled 

reports of actions, schedules and potential prospects. 

External: Responsible for coordination of submittals to prospects of all 

information necessary to reinforce the firm's position; compilation of 

brochures, 254 & 255 forms, articles, leaving pieces, strong "selling" 

letters. 

Market Research: Keep knowledgeable of all aspects of profession and current 

trends in assigned markets. Make special marketing surveys, as 

required. 

Personal Qualities: 

Confident, poised, ambitious. Not easily discouraged by rejection. 

Able to collect, analyze, communicate and act on client data. 

Energetic, a 'doer.' Responsive to the firm and able to convey that 

enthusiasm to potential clients. Warm, open personality. Not dogmatic 

or inflexible. Readily adaptable to changing condition or demands. 

Creative problem-solver; likely to try several approaches when initial 

solution fails. 85 

For most firms, bird-dogging is a limited, part-time function of junior professionals on 

their way up the in the firm, of the marketing manager/director, or of the marketing 

principal. Occasionally, part-time personnel are hired to fill this position usually on a 

85coxe, 234. 
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temporary basis for the purpose of establishing first time leads in a newly targeted market. 

Bird dogging, however, is not a realistic career position. For a firm to hire a marketing 

representative solely to carry out all it's bird dogging needs would be fool-hardy, since 

most successful bird dogs experience burn-out in a relatively short period of time, three to 

five years according to Weld Coxe. The ones who seem to last the longest in the role are 

"those covering markets (e.g. government agencies) where they do not have to hand off all 

good [contact] relationships." This syndrome is true not just in professional services 

marketing, but is consistent with the experience of industrial and insurance sales, where 

successfully salespeople will spend only a few years building a 'territory' of new contacts, 

and then rely chiefly on recalling these established contacts for their continuing business. 86 

To understand why this is so, it is necessary to understand the behavioral requirements 

of the bird dog role, and to be realistic about the expectations placed on persons who have 

the aptitude to do it. 

From Coxes' Marketin~ Architectural and En~ineerin~ Services, we fmd that first of all, 

the ability to go out day after day, and do nothing but knock on strange doors to search out 

information and potential clients requires a very high tolerance for rejection. Further, since 

the job only requires the representative to find the lead~ and then turn it over to a closer to 

make or lose the sale, it is a 'no win' role, affording the representative few opportunities to 

take singular satisfaction in the success of their efforts. Even more draining on the 

individual is watching a successfully made contact go bad because the closer used strategies 

which the representative knew wouldn't work. This combination of behavioral 

requirements (high tolerance for rejection plus no need to 'win') make finding, and 

moreover keeping, good bird dogs very difficult indeed. When they are found, they need 

to be given a large degree of latitude around how they operate, as they can be a very 

86Coxe, 230. 
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valuable part of a truly effective marketing organization, and should not be required to 

perform detail tasks such as writing proposals or filing complex reports. 87 

None of this is meant to discourage the creation of staff marketing representative 

positions in those markets and in those firms where it can be effective. The objective is to 

be certain in the first place that there is a proper role in the firm for a marketing 

representative, and then to try to match that role with a person whose behavioral skills will 

enable that person to enjoy and be effective at bird dogging. The ability to master these 

behavioral skill seems to be far more important than any specific background, experience or 

training. One source that has been tried, but which has seldom been successful, is former 

employees of the market which has been targeted. Familiarity with the field or industry 

from which they came does not necessarily constitute either a high tolerance for rejection or 

a mind set that has no need to win. On the contrary, success in their chosen field is 

usually due to personal drive and motivation which are quite the opposite. There are, 

however, some similar functions where people with compatible experience can be found, 

such as industrial development representatives or state and local governments or utilities, or 

marketing representatives of banks and other fmancial institutions. 88 

4. The Marketing Coordinator: 

The marketing function most practical to delegate is that of internal coordination, hence 

the term 'marketing coordinator.' The functions performed by the marketing coordinator 

include compiling the detailed statements of qualifications and staff resumes required in 

many RFP' s; maintaining resource materials such as photographs, slides, job histories, 

brochures, as well as other information and materials required for the production and 

maintenance of promotional materials; and keeping an ongoing log of aU the leads being 

87coxe, 230, 31. 
88Coxe, 231. 
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pursued by various principals as well as coordinating the marketing communication 

between them. 

The following job description, from Weld Coxe, offers the most widely accepted 

delineation of the responsibilities of the marketing coordinator: 

Job Description: Director of MarketinJi Coordinator 

Position: Marketing Coordinator 

Extent of Job: Coordinate marketing, market research and public relations 

activities of the firm, under the direction of the Marketing Director or 

Gener~ Manager, and working closely with all principals. 

Responsibilities include support of the principals of the firm in their 

individual lead finding and selling efforts; monitoring the progress of all 

marketing efforts; organizing the development of all administrative 

systems and selling tool resources. 

Specific Duties: 

Market Research: Assist in identifying contacts for sources of market research 

information and preparing questions to be used in research interviews; 

help interpret results of research and apply them to lead finding and 

selling efforts. 

Contact Lists: Assist in developing principals' individual lists of contacts in 

target markets; transfer raw data into a format for the organization and 

maintenance of lists; administer annual review of lists to add and delete 

names and correct data. 

Lead Findinfi: Assist principals in scheduling contacts and preparing for sales 

calls; record data and follow-up recommendations, prepare follow-up 

materials as required, maintain follow-up schedule and assist in the 

preparation of correspondence. 
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Response: As leads are identified, assist principals in planning, coordinating and 

conducting strategy research efforts; assist in preparing materials for 

credentials submittals, presentations and proposals. 

Sellin~ Operations: Monitor effectiveness of selling effort and secure feedback 

from prospects regardless of outcomes. Maintain all marketing 

paperwork systems including call reports; mailing lists; screening 

reports; and prospect correspondence files. 

Sales Tools: Organize and maintain photographic, slide and proposal files and 

data on the credentials of the firm; assist in the development of brochure 

materials. 

Public Relations: Assist in tnt development a.Hu coordinauon u.L s_pccial cveul~ 

and features and routine publicity (in concert with the firm's public 

relations counsel, if appropriate). Identify opportunities for placement of 

articles and publicity in professional journals, magazines and 

newspapers. Possibly, develop and prepare a periodic firm newsletter. 

General: Remain in close contact with principals on business development, 

giving input and guidance as necessary. Perform other marketing and 

public relations duties as requested by the principals. 

Personal Qualities: 

Well-organized and self-disciplined. 

Persistent and assertive but not abrasive. 

Excellent writing abilities. 

Ability to communicate well with others. 

Graphic design sensitivity and taste. 

Public relations orientation. 89 

For most architectural firms, these functions tend to be most effectively and efficiently 

accomplished when performed by one person, particularly if that person specializes in such 

activities, and has no other responsibilities that will preclude these functions. The role of 

89coxe, 288-90. 
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marketing coordinator has in fact grown so rapidly that it has become, in the words of 

Weld Coxe, a 'paraprofession' of its own.' The function has proven itself in terms of 

being able to pay for itself as a part-time activity in firms as small as a half-dozen people, 

and it is becoming a common full-time activity in fums of 15 to 20 persons and up.90 

Moreover, the marketing coordinator role is usually the easiest of the staff marketing 

positions to till because it appeals to a broader variety of backgrounds and qualifications 

than do the previously discussed roles. In larger firms, marketing coordinators are often 

recruited from the ranks of executive secretaries or administrators of the firm in question, 

because they have extensive knowledge of the firm's history, its people, and its projects. 

They are more readily equipped to know the facts necessary to put the marketing packages 

together, and to know who to ask to get the information necessary to fill in any gaps. In 

larger firms which have several different targeted markets and, so, a marketing plan of 

comparative complexity, this is a logical resource pool to exploit when trying to fill the 

coordinator position. 

Smaller firms, on the contrary, can hardly be expected to have this resource pool 

available, as they can not support such an extensive staff. However, smaller firms do not, 

or should not, have the complexity of targeted markets and market plans. This means that 

the smaller flnn can more easily depend on the ability of personnel hired from the outside to 

come in to the flrm and develop the required familiarity for performing the marketing 

coordinator's role effectively. 

Like the marketing representative, the marketing coordinator is a position which can be 

filled by younger people at an early stage in their careers. Similarly, then, the flnn should 

not try to flll the position as a 'career' position, as many will move on after two or three 

years to other positions. The role of the coordinator, however, does not have the same 

stringent requirements as the 'bird dog,' in that the coordinator has much more leeway in 

9°coxe, 231, 32. 
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following up on specific leads. The candidate does not need to have the same tolerance for 

rejection, nor for frustration over not finding the position rewarding; the role does not call 

for someone with no need to 'win.'. According to Mr. Coxe, the role of the coordinator is 

much more of a stepping stone position for talented people than is the role of the marketing 

representative.91 In this respect, it may also be the best staff position for marketing in the 

typical small firm; when the coordinator is ready to move onto a different position, or when 

the firm needs to hire an additional staff person for other functions, the coordinator will 

already have a great deal of familiarity with the inner workings of the firms, its clients, its 

personnel, and its goals. This is quite the reverse of the strategies used by large firms, 

where a high turn over in lower level staff positions is more easily absorbed in the larger 

overhead. In the case of the small firm, recruiting new personnel into a marketing 

coordinators position, and later drawing from there new design staff, would potentially 

eliminate some of the costly turn over at lower level design positions, specifically that of 

training someone straight off the street as to the ways and means of the frrm. 

Consequently, there would be more potential to eliminate turn over altogether. This of 

course means it is advisable to keep an eye out for a reserve marketing coordinator 

candidate at all times. 

Whichever method of filling the coordinators role is chosen, the role is best filled by 

persons with strong writing skills, and the role should not be confused with a public 

relations/communications position. "The marketing coordinator who thrives on writing 

professional qualifications presentations and assembling answers to RFP's is not always 

the same person who can write and place product or institutional publicity. In addition to 

writing skills, a coordinator should be well organized, and able to work under pressure in 

an environment where priorities are constantly changing as new deadlines come up.92 

91coxe, 232. 
92coxe, 232. 
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Chapter Six 

Case Studies: Four Contemporary Architecture Firms 
and their Marketing Efforts 

1: Introduction to the Case Studies 

Chapter six consists of a four part analysis of the information gathered in the process of 

interviewing marketing personnel from four separate local architecture firms. The four 

subject firms were chosen in an attempt to gather information from four firms which 

together would represent a general cross section of small size architecture frrms. All four 

firms have several general characteristics in common; each of the four firms have shown a 

significant interest in marketing activities and planning processes and have been more than 

willing to participate in this study; each firm has at some point in the past implemented a 

formal marketing effort of some type, to varying degrees of success; each frrm is operating 

in a market which is currently feeling the effects of severely contracted economic activity 

and thus building activity; each firm has made specific mention of the complications 

involved in competition under current economic conditions. The largest finn currently 

employees a staff of 17, while the smallest employees a full time staff of one. Though two 

firms have done extensive work outside the state, all firms depend primarily on 

construction activity within the state of Arizona All four firms employ automated CAD 

systems and desktop publishing, to differing degrees. All four firms have done 

government work (civic, educational, medical, correctional and transportation), as well as 

private sector work, the majority of which falls under the broad category of commercial 

(speculative office space, retail space, medical office space, industrial/communication 
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facilities, and medical facilities). All firms have had extensive experience with tenant 

improvement projects. Of critical importance is the fact that every firm in the study has 

gone through a size fluctuation in the past few years, both in terms of the volume of work 

they have been able to contract, and the size of the in-house staff retained for that work. 

Each fum has specifically cited extenuating economic conditions, as well as conditions and 

activity specific to their respective market segments, as causal to this fluctuation, along with 

the increased competition resulting from those economic conditions. 

Beyond these general commonalities, each firm has developed a specific set of 

characteristics which sets it apart from the other firms in this study. These differences, 

called in this study the firm's personality are outlined in the following frrm profiles. 

Generally these profiles include fmn size, age and general history, personnel resources, 

general market orientation or segmentation, overriding market mix (new versus repeat 

clients), plus any characteristics not falling into these general categories but which have 

particular significance to the overall study. Any direct comparison between the four 

specific firms is not made in order to determine or imply success or failure, and comparison 

will be avoided in all but the most general terms. When such comparisons are made they 

are not intended to provide the basis for drawing of any conclusions beyond that 

specifically stated. 

FIRM A: GENERAL PROFILE (see Appendix H, page 126): 

Firm A was fourteen years old at the time of the study, and employed thirteen people 

including six registered architects., for an architect to staff ratio of 1: 2.2. That was down 

significantly from a peak of 25 staff members in the mid 1980's, due to the general 

economic slowdown in the years since. Historically, firm A had been involved primarily in 

commercial markets, with notable involvement in retail shopping centers and branch 

banking facilities. At the time of the study, those markets had been supplemented by work 
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from the educational/recreational facilities market, both private and public, some medical 

facilities work and correctional facilities work. Firm experience in retail and banking work 

has been supplemented by staff or personnel experience in medical and correctional 

facilities work. As a result of a tapering off of private work in the local market, efforts had 

been made to penetrate the market for public sector work. Those changes met with 

varying degrees of success, most notably in a large correctional facility contract. At the 

time of the study, the fmn's marketing mix consisted of 80-90% repeat clients and 10-20% 

new clients, approximately half of which were from newly penetrated market segments. 

FIRM B: GENERAL PROFILE (see Appendix I, page 153): 

Firm B presented perhaps the most dramatic case history of the study. At the time of the 

study, it had undergone the most significant reduction in size of the four firms. Firm B 

was originally organized in 1970 and grew to a staff of over 100 people and offices in two 

cities by the mid 1980's. At the time of the study, fmn B had seventeen people on staff, 

four of whom were registered architects for an architect to staff ratio of 1 :2.6. Due to this 

reduction in size, most of the personnel directly involved with past projects were no longer 

there, and the firm could only claim project experience for the five preceding years. Staff 

members remaining included a managing principal with the finn since its inception, an 

electrical engineer, a specifications writer/cost estimator, and a project manager, each with 

four to ten years at the firm. One significantly different resource the firm had was the 

electrical engineer, which enabled the firm to pull in relatively non-architectural work when 

the need and opportunity arose. Firm B's market orientation historically included 

commercial industrial work, some correctional facilities work, heavy involvement in 

educational work, some health care work, and a fairly consistent amount of tenant fit-up 

work. By the time of the study this had changed to put more emphasis on educational 

facilities. Significantly, firm B's marketing mix was fairly close to an even split, with 35-
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40% of work from new clients, and only 60-65% from existing or repeat clients. 

According to the firm's marketing coordinator, more than half of fmn B 's marketing efforts 

were focused on potential and new clients, while only 30% were directed at existing or 

previous clients. Other significant facts relevant to this study are that, as a result of the 

firm's major downsizing two years ago, the principal who had been in charge of marketing 

and who carried with him much of the finn's marketing knowledge and market contacts 

was no longer with the firm at the time of the study; the marketing staff under that principal 

were gone as well. At the time of the study, all personnel involved in the marketing effort 

came from an architectural background and held a professional degree in architecture. The 

marketing coordinator in addition held a master of architecture. 

FIRM C: GENERAL PROFILE (see Appendix J, page 172): 

Firm Chad been in existence for thirty years, and was for a majority of that time one of 

the leading architecture firms in the city, with up to 28 people on staff. At the time of the 

study the fmn employed five people, two of whom were registered architects, for an 

architect to staff ratio of 2:3 .. Firm C began as a professional cotporation in 1961, 

switching shortly thereafter to a regular cotporation, had as many as five principals at one 

time, and had done some of their largest projects in joint venture with one of their most 

successful contemporary competitors. The firm as such experienced a relatively rapid rise 

in the local community, took on some of the largest projects of the day, and was able to 

measure success not only by client satisfaction in terms of repeat clients, but by the number 

of design awards it won for those projects. At the time of the study, fmn C was involved 

in educational work almost exclusively, but historically had been able to compete 

successfully in a wide variety of markets, and had focused primarily and successfully on 

facilities, private or public, with large user capacities. According to the president, finn C 

stayed closely in line with the traditional80/20 market mix, with aoout 20% of its work 
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from new clients. Perhaps the most significant aspect of firm C pertaining to this study 

was the fact that it came into existence at a time when 'old boy' marketing was the most 

accepted and most widely practiced method of obtaining new work. Some of the most 

successful architects at the time did little if anything in the way of marketing, and the 

attitude that the client should make the initial contact was the modus operandi. Significant 

also was the fact that bidding was unheard of at the time, fees were always negotiated, and 

competition was nonexistent Firm C, however, was one of the pacesetters in local 

architecture, and began employing personnel specifically for marketing purposes quite early 

on . 

FIRM D: GENERAL PROFILE (see Appendix K, page 182): 

Firm D was considerably different from the other three frrms. With its home base in 

California, frrm D had a staff of thirteen people there and a one man office in Tucson. For 

this study frrm D will consist almost exclusively of that office. In its seventeen year 

history, firm D had been involved in the Tucson market several times, but had opened an 

office in Tucson only two years before the study. That office was originally staffed by 5 

people, though that figure was trimmed back to one within a very short period of time. 

Among the frrms in the study, firm D was also unique in that it marketed itself specifically 

as an interior design group, and catered specifically to the medical market. As such it was 

also able to offer a slightly wider range of services than the other three frrms, namely those 

of furnishings procurement and providing fmance contacts. At the time of the study the 

branch office had not established a marketing mix of significant length, but the statistics for 

the finn's history in Tucson show that in terms of actual projects completed two thirds 

were for repeat clients. It was also significant that the Tucson office was opened to service 

those markets outside California, and thus the market area for firm D covered a much 

broader geographical area than that of the other firms. Though it focused primarily on 
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Tucson and Phoenix, it also included the other major markets of the southwestern and 

Rocky Mountain regions, Las Vegas, Albuquerque, El Paso/Las Crusas, Salt Lake. Actual 

projects had been completed in California, Arizona, Nevada, Utah, Idaho, Montana, Texas 

and Illinois. 

2: Internal Marketing 

In the study of internal marketing functions, the activities of each firm are discussed as 

~ctivities L~at belong to one of two groups or categories of internal marketing, that of 

ongoing maintenance type analysis and that of a more comprehensive nature involved more 

directly with the writing of a new business or marketing plan. Within those two areas, 

each finn operated under a fairly standard system, adhering, for the most part, to generally 

accepted internal marketing processes, though each frrm had a slightly different 

interpretation of the formal guidelines, and slightly different methods for implementing the 

process. It is interesting to note that, regardless of the different interpretations or methods 

of implementation, each firm, within the two years immediately preceding the study, had 

undergone a significant situational reorganization as a result of it's internal situation 

analysis. Firm B had a relatively well-defined set of methods for internal marketing, as 

well as a very recently completed marketing plan to work from. The marketing efforts of 

the firm were shared by a "core marketing team," made up of a project manager, a project 

designer, and a marketing coordinator. Responsibility for analysis of the finn's internal 

situation was shared among those team members; analysis was applied on a project by 

project basis. Firm A had a somewhat more streamlined process for conducting the internal 

analysis, as the majority of the analysis process was conducted by the marketing director. 

Also, only in frrms C and D did the person primarily responsible for marketing activities 

have the authority to implement decisions based on internal marketing findings. In the case 
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of Firm C, this person was the sole principal and performed all management decisions, 

marketing and otherwise. Finn D's marketing activities and decision making 

responsibilities belonged to the office manager and in this case only was it apparent that 

both evaluational activities and decision making activities were performed without input 

from other office personnel or staff. These specific situations will be discussed further in 

the comparison of marketing roles, but may be appropriate to keep in mind in reviewing 

internal marketing procedures. 

ONGOING/MAINTENANCE ACTIVITIES VS. PLANNING ACITVITIES 

This portion of the study has revealed a relatively standard set of procedures for the 

internal marketing analysis processes; the processes used for this study will be separated 

into two groups. One general set of procedures is outlined for use under stable or 

expanding market conditions, or when available work meets both the general volume 

requirements and the repertoire particular to the frrm. This generally takes place when there 

is either a stable or expanding market overall, or when the market segment in question is in 

the growth segment of its life cycle curve. A second slightly different set for use when the 

market is contracting and competition is on the increase. In the first case, the firm's 

ongoing analysis consists of periodic comparisons of the firm's general capabilities and 

experience with the general requirements and trends of the market, and specific available 

work. In all four firms, this comparison was done on a project -by-project basis; as a 

project came up, it was quickly evaluated as to meeting with, or differing from, the 

capabilities of the firm. The only significantly different situation occurred in finn D, where 

the source of its leads and the nature of its specialties were dovetailed to provide a better 

match between projects it evaluated and the capabilities/experience of the finn. 
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STABLE OR EXPANDING MARKET EVALUATION PROCESS 

STEP ONE 

For all firms, however, the result of the initial evaluation was that, almost immediately, 

prospective work or projects which didn't fit the ftnns' respective capabilities and 

experience were sifted or sorted out and eliminated as potential projects for the ftnn. This 

specific step in the overall procedure will be referred to as step one in the evaluation 

process (see Appendix A, page 119). Although the information gathered for this step 

originates in the external environment, it is an essential part of the internal evaluation, as it 

provides the first and most direct means for measurement of the fum against the needs of 

the external environment. Fh-ms A, B and C used this measurement as an indicator of the 

scope of their particular market segments, as an indicator of newly developing or emerging 

market segments, or shrinking market segments, and as an indicator of the condition of the 

market at large. 

STEP TWO 

After step one was completed, the available work which fit the capabilities and 

experience was given a more in-depth review in conjunction with the currently operating 

fiscal budget, business plan or marketing plan. In the case of finn A, at the time of the 

study, this comparison was based on the currently operating business plan, which was 

written as a supplement to a marketing plan adopted some years before and nearly due for a 

complete overhaul. In the case of firm B, the marketing plan was used as the basis of this 

comparison. For both firms A and B, this process involved review of the available projects 

so as to determine a probable profit margin, preferably including a high group of estimates 

and a low group of estimates. These estimates were then analyzed for compatibility with 

the projected income needs under the current business plan. This check takes into 

consideration such factors as man hours required versus schedule constraints in order to 

determine in advance any probable need for staff increases, overall compatibility with 

82 



current work, probable critical path schedule conflicts, need for outside consultants, CAD 

time, etc. 

STEP1HREE 

Of the projects determined viable in steps one and two, a third set of factors were used to 

determine which were to be actively sought. These factors tended to be more subjective in 

nature but were still critical to the effectiveness of the on-going internal situation analysis; 

the factors usually included, but were not necessarily restricted to, such issues as whether 

or not there existed a real likelihood of actually getting the contract, whether the 

proposal/bidding process was being performed as a formality, the owner likely having 

already decided which firm would get the contract; whether it was a project the principals 

and staff would enjoy working on and thereby be more motivated to perform well on; was 

the client going to be relatively easy to work with and a good source of reference in the 

future, was there a good chance of getting future work through this project; did the project 

have real financial backing, or was it likely to turn into a financial disaster. These questions 

are more subjective than those involved in the initial analysis detailed above, and vary from 

project to project, as well as from firm to firm, according to a multitude of factors. 

However, this type of analysis is equally essential to the effectiveness of the internal 

situation analysis. For all four firms, projects sifted out by this evaluation process were 

usually pursued. 

CHANGING OR CONTRACTING MARKET EVALUATION PROCESS 

The second case, where less subjectivity weighed in the final decision as to pursuit of a 

particular project, occurred when 

0 When the number and volume of available projects did not include a 

sufficient amount of work compatible with the finn's capabilities and 
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experience to satisfy the project load requirements set forth in the 

business plan or fiscal budget; 

0 When conflicts of schedule, resources, or staffing problems force a 

project which initially seemed favorable out of the picture and thereby 

reduce the potential number of projects or 

0 When subjective analysis renders a potential project as too incompatible 

to be realistic. 

Given the flexibility of firms A and B, the second case most generally occurred as a 

projects available to meet the needs of the firm. In other words, the flexibility of those 

firms usually allowed for projects which passed the Step One evaluation to pass the next 

two phases of evaluation. Thus, the initial question, "Does the project require the 

experience and capabilities of our fmn?" was of greatest significance in the evaluation 

process according to the ongoing internal situation analysis procedure. If, in this process, 

too many jobs were eliminated to meet the needs set forth in the business plan, the question 

became one of altering or enhancing the firm itself in terms of focus, so as to increase the 

number of jobs or available work which would then qualify as potential contracts. This 

was achieved in a variety of ways (see Appendix B, page 120). In the case of frrm D this 

process led directly to the creation of the branch office in Tucson, when geographic 

location was established as the factor limiting market penetration; but of a more immediate 

nature, that office was downsized to one person; in the case of firm B this process resulted 

in the total reorganization of the finn so as to bring its financial and workload needs back in 

line with the volume of available work. For frrm C, this process seemed somewhat 

unsystematic in nature, and the steps were not so clearly distinguished. After the 

completion of its most recent large project, frrm C' s staff was reduced by nearly two-

thirds. Most of this reduction was accomplished by attrition, though the principal fully 
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intended on such a reduction. When feedback from the remaining staff indicated slight 

over-correction in terms of staff size, an additional architect was quickly added to ease the 

workload. While this process may appear somewhat haphazard in execution at first glance, 

it must be noted that the president of the firm had been involved in all aspects of firm 

management, and particularly that of marketing and situation analysis, for a much longer 

period of time than any other subjects of this study, and had seen several management, size 

and economic fluctuations in that time. With that degree of experience it is easier and 

probably more accurate to attribute the seeming unsystematic nature of the process to a 

more practical understanding of the market forces at play. In the case of fmn A, which was 

operating under a marketing plan written more than four years prior to this study, this 

process concentrated on matching the goals of that plan with the goals of its current 

business plan in order to rather mathematically determine the number and size of the 

contracts needed. This accomplished two tasks at once; it kept the day to day workload at 

manageable size in terms of man-hours, consulting fees, etc., and enabled the firm to 

maintain a comfortable degree on continuity in different day to day tasks. The marketing 

director gave the explanation that the right mixture of workload kept the staff from 

experiencing burn-out on a single project while at the same time afforded greater continuity 

of progress on any specific project. Essentially then, at the time of the study, firm A was 

using the internal marketing analysis as a business maintenance system on an ongoing 

basis. The important element common to all four firms was the existence of a direct link 

between internal analysis results and management decisions. 

This process for three of the firms, however, was more closely tied to long-range 

situation analysis, or at least to market planning activities of a more comprehensive nature. 

Firm A, as stated above was operating on a five year old marketing plan at the time of the 

study, and was accordingly not using the information as a basis for further change until 

such time as a new marketing plan could be written which would bring the business cycle 

curve of the firm back in closer alignment with current market trends and afford 
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information for charting the next three to five year plan. It should be noted, however, that 

the Marketing Director position was created just a year prior to the study, and was the last 

major change in that firm enacted as a result of that particular market plan 

Firm C also was operating at the time of the study on a marketing plan of some five 

years vintage and was anticipating the writing of a new plan sometime in the following 

year. The other two firms both had made more strategic changes of a long-term nature in 

the one or two years prior to the study. Firm B, as stated above, completely reorganized, 

regrouped, downsized dramatically and re-wrote its marketing plan from scratch. This 

resulted in the closing of its branch office in Phoenix, among other things. Firm D, on the 

other hand, got feed-back in its situation analysis which resulted directly in its opening a 

branch office, namely the Tucson office. The fmn did have an established relationship 

with at least four previous clients in the Tucson area, and was actively pursuing both repeat 

work with those clients as well as work from new clients in Tucson. Overall, projects 

outside the firm's home state accounted for nearly 40% of all projects (not by volume) and 

projects in Tucson accounted for over a third of that total. The only other geographical area 

where more than one project was located was the Phoenix area, where two projects had 

taken place over the last ten years. In a classic example of action taken in direct response to 

both internal and external marketing analysis, Firm D opened its branch office in Tucson by 

hiring a Tucson architect who had competed directly with them, and who was very familiar 

with the Tucson and Phoenix markets. That architect is now the office manager for the 

Tucson office and the specific interviewee of this study. 

It should be noted that Internal Marketing Activities are those which have a direct bearing 

on the nature of the fmn itself. Tied inherently to external market factors, internal market 

analysis points out the role of the fmn in responding to such factors; internal factors can be 

altered to meet requirements of the external environment, to facilitate better relationships 

between internal and external factors in order to more clearly define the role of the firm 

concurrently as well as in correlation to upcoming external developments, both long range 
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and short range. Several aspects of the situational evaluations and resultant actions 

described above would be impossible to define or quantify without known factors from the 

external environment. The descriptions above are relayed not for the purpose of offering 

specific solutions to specific problems, but as examples of how directly external factors can 

necessitate internal evaluations and change, and most importantly to demonstrate the four 

part goal of internal evaluations, that of recognizing feedback, interpreting that feedback, 

acting in direct response to that information, and then devising some method of measuring 

the results of any action taken so corrections or adjustments can be effected. 

UnfortunateJy, no standard scientific measurement exists for such prognosis, as finns C 

and D clearly demonstrated. However, measurement must be taken and responded to 

accordingly. In both cases an imbalance between workload and staff was created as a 

direct result of specific action implemented, directly or indirectly, in response to changing 

feedback from the external market. As soon as the imbalance was discovered, remedial 

action was taken. As the feedback or results come in so many different forms it appears 

that simply recognizing the indicators is a task in itself. That may be the best summation as 

to the need for actively analyzing the internal situation. 

3: External Marketing 

External Marketing Activities are derived chiefly from the same general needs: 

recognizing feedback, interpreting that feedback, formulating direct responses to that 

feedback, acting on those formulations, and then measuring the results of those actions. 

The largest difference between those actions in the internal analysis and in the external 

analysis consist of the following facts: 

0 While there is a direct and measurable (quantifiable) amount of control 

over internal, situations, activities and resources and change in those 

categories can essentially be instituted at the will of the firm itself, those 

same factors of the external environment can only be responded to. 
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0 Change in the external situation can and usually does necessitate change 

in the internal situation in order for exchange between the two to 

continue; change in the internal environment, however, is never the cause 

of change in the external environment and, if made not in positive 

response to needs of the external environment will most likely not 

facilitate positive exchange between the two. 

0 The success or effectiveness of the internal marketing efforts are directly 

related to the comprehensiveness of external marketing activities, that is 

the success or effectiveness with which external needs are communicated 

to the internal environment, and the successor effectiveness with which 

internal responses to those needs are communicated to the external 

environment. 

It is these last two specific functions of external marketing--communicating external 

needs to the internal environment and communicating the internal responses to those needs 

back to the external environment--which are the basis for this section of the study. In 

keeping with this distinction, external marketing will be examined as l)the sources for and 

types of information gathered from the external environment, and 2) the dissemination of 

internally generated information to targeted recipients in the external environment. 

INFORMATION SOURCES AND INFORMATION GATHERING 

In the overall information gathering process, the external market research process, both 

the sources and the methods employed are controlled or derived to a degree by the nature of 

the information being sought and the purpose(s) or need(s) for that information. Within 

traditional research parameters, this information is designated either primary-source or 

secondary-source information, as outlined in chapter three. This particular study further 

distinguishes the information according to it's purpose in the overall marketing effort. The 

frrst group consists of information generated by external parties in direct response to 
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specific actions on the part of the firm~ such as feedback from a client directly concerning 

quality control on a particular project, or information published on design issues relevant to 

the firm's targeted market segment This group or category shall be labelled 'market 

response' information. The second group consists of information pertaining to acquisition 

of work, general market conditions or market segment conditions outside the normal 

market segment for the fmn. While information in this second category is generated by 

external parties, it is not a specific response to direct actions on the part of the firm. This 

group shall be referred to as 'market acquisition' information. 

MARKET RESPONSE INFORMATION GATHERING 

A: Primary Source Information 

Primary sources cited for market response information consist almost exclusively of 

previous and current clients and/or client/user groups/selection committees, as these are the 

primary groups with relevant information in the form of responses. Within that group, the 

firms tended to regard the client /client representative of each respective project as the single 

most important respondent for that project (see Appendix C, page 121). In the case of 

firms A, B and C, the client relationship for any respective project was specifically rated as 

the single most important factor in, or element of, the entire marketing process. Asked 

individually to subjectively prioritize all aspects of the marketing process, all four firms 

cited maintenance of the client relationship as the most important activity in the overall 

marketing process. It is interesting to at least make mention here of the fact that this 

specific item, maintenance of the client relationship, is unique in that it was voluntarily 

identified by each of the four fmns as well as given identical ranking in the overall 

marketing process. 

Firm A went further, explaining that valuing the client as a premier source for market 

response information has a direct bearing on being able to use that client as a source also, at 
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some point in the future, for market acquisition information. As stated above, all four 

firms singled out the client relationship effort as the most important aspect of any marketing 

program, and the information from all four firms also indicates, as do generally accepted 

statistics, that most new work comes from previous clients. This correlation was cited 

repeatedly by all four firms regardless of case-specific percentages or ratios of new clients 

to previous clients. In support of this correlation, all four firms were able to cite instances 

where previous clients had returned with new work some time later. Firm C explained that 

maintaining the client relationship, both during the course of the project and long after its 

completion, accomplished more than perhaps anything else the architect could do to nurture 

in the client a high opinion of the architect, often more than even the success or failure of 

the individual project. 

Jerry Thayer, Chief of Design for Facilities Design, City of Tucson, confmned 

selection/interview committees as critical to the response information gathering activities on 

the part of any fmn submitting on government projects, but labeled it underutilized if not 

neglected entirely. In an interview, several anonymous examples were related to the author 

in which no attempt whatever was made on the part of local firms to contact members of 

such committees, though City policy specifically encourages such contact in order for firms 

to better understand specific design issues and client needs. Additionally, firms that are 

short listed rarely bother seeking feedback after the interviews are over.93 Some 

governmental agencies, however, specifically prohibit such contact. (Detailed research of 

interactions in the selection/interview process will be presented in a Master's thesis by Kim 

Ferranti during the coming year at the University of Arizona College of Architecture.) 

Additional primary sources cited for market response information included client/user 

group associations. Firm D holds active memberships in four such associations pertaining 

to medical facilities. Firms B, C and D cited attendance at conventions for such 

93Personal interview, Office of Facilities Design and Management, Tucson, AZ, December 2,1992. 
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organizations as a significant source for project or market specifit; response research. Firm 

C cited site visits, user surveys and public opinion polls as methods used in their response 

information gathering activities. 

B: Secondruy Source Information 

Secondary sources of response information were cited by all four firms. Finns A, B 

and C referred primarily to ge~crally published articles pertaining to rr~ket s~gment wark, 

such as articles published in local newspapers and national professional journals. Sources 

cited by finn D were public relations and design guideline materials published by the largest 

medical interior design group in the l;Ountty--material whid1 was cotnposed alrnost entirdy 

of response-generated information gathered specifically for their marketing efforts. 

MARKET ACOUISmON INFORMATION GA TIIERING 

A: Primazy Source Information 

As far as market acquisition-oriented information was concerned (see Appendix D, 

page 122), firm D cited realty agents/offices specializing in medical real estate, contractors 

who only do medical work, commerciaVmedical contractors, and particularly, current and 

past clients as sources for such information. As said previously, a large majority of firm 

D's work in Tucson and the rest of the state has traditionally been for previous clients. In 

this particular market segment, the current trend is toward regional size, corporate 

medicine, and fmn D has taken specific action accordingly, targeting and developing as 

clients clinics and other medical organizations following that trend. This was cited as 

critical if not essential in developing this emerging market segment, both locally and 

regionally. In developing those targets as clients, fmn D makes heavy use of regularly 

scheduled meetings or telephone conversations with them. This entails the use of a very 

well-developed "tickler file" quite similar to the lead-record-keeping system outlined in 
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chapter three of this thesis. Finn C was the only other frrm in this study to cite such a tool 

in reference to market acquisition activities. 

The market acquisition information gathering process for firms A, B and C followed 

fmn D's emphasis on existing clients as sources. All three cited clients as important 

sources for market acquisition information; firms A and C furthered this with citation of the 

selection/interview committee. Using selection committee members as sources for project 

research, and developing secondary affiliations with such members were discussed. In the 

case of one firm, this latter effort resulted in the firm including in it's list of consultants one 

of the former heads of the department requesting proposals. (Again, this mutual emphasis 

on clients is of import, perhaps to small firms in particular, as formal marketing texts 

emphasize prospective clients over existing clients, and further emphasize secondary 

sources as the most important sources for market acquisition information.) Firms B, C and 

D cited formal user-group associations as important sources with latest relevant market 

trend information. 

B: Secondary Source Information 

Secondary sources utilized by the four firms included most of the standard sources listed 

in Chapter Three. In the case of fmns A, B and C, local newspapers and business journals 

provided the best mix of overall market trends and local developments and announcements. 

The Commerce Business Daily was cited by all three in reference to government sector 

work. Finn D also cited these, but placed more emphasis on publications specific to it's 

targeted market segment in tracking developing trends. 

INFORMATION DISSEI\11NA TION 

The information dissemination process addressed herein includes any activities that 

pertain to information generated internally in response to external conditions, and directed 
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toward external parties with the goal of facilitating market penetration. Three different 

levels of such activity can be easily distinguished. General or non-market specific 

activities, market specific activities, and client specific activities. As with the 

differentiations made regarding the information gathering process, the character and 

specificity of information disseminated in the different activities cited varies according to 

the specific target and goal of respective activities. 

A: Non-market specific activities 

General or non-market specific activities, such as civic group participation on a local 

basis, sponsorship of community educational, recreational or developmental activities or 

resources, or non-targeted advertising, are traditionally employed with the goal of 

establishing public profile. Civic activities generally involve contributions of time, money, 

services or goods to a public cause, and are thereby beneficial or philanthropical in nature, 

while advertising sales oriented. None of the firms in the study cited non-targeted 

advertising as a tool in their dissemination activities (see Appendix E, page 123), and 

only one firm made any reference to it what so ever. Three firms however, firms A, Band 

C, made specific mention of involvement on the civic level. Firm C particularly stressed 

the importance of community involvement and listed several involvements it had maintained 

in the past as well as the activities it is currently involved in. The level of involvement 

documented in Firm A's staff resumes indicates similar priorities. 

B: Market &Pecific activities 

Market specific activities include promotional material such as corporate brochures or 

newsletters, authorship of articles for market specific publications, or advertising in such 

publications. Firms A, C and D each had a well developed corporate brochure at the time 

of the study. Firm B, as part of their reorganization, had designed a new corporate logo 

and was in the process of generating a completely revised brochure. Each firm's brochure 
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consisted of a cover folder with various cut sheet inserts which could be selected according 

to the targeted recipient; cut sheets covered the fmns' experience, resources, client 

references and personnel. Each brochure system was designed to be used as the basic 

element in a formal proposal, and was supplemented with coordinating stationery. Only 

one firm, B, specifically cited the use of a corporate newsletter. Firm B also made singular 

mention of direct personal public relational correspondence, such as congratulatory letters. 

Both frrm B and frrm C cited having written market specific articles for publication 

within the past year. One firm's articles were written on educational facilities design, and 

were treated as press releases in a corporate newsletter received by previous clients 

involved in the local educational market. This effort was made every six months, 

corresponding with the timing of the newsletter. The other frrm's article, written 

specifically on the design of kitchen facilities for educational facilities, was published in a 

journal for educational administrators. Both firms made the effort at a time when the local 

school districts were responsible for a large percentage of locally available work. One 

firm, as stated, had previous clients in the market, while the other firm made the effort in 

order to facilitate its penetration into that market. The different targeting methods in this 

case serve to illustrate two approaches to the dissemination of information to a targeted 

market or audience. 

Advertising efforts at this level were employed by only one firm at the time of the study. 

Firm D had been running an ad for over a year in a medical journal that went out to 

physicians in the state of Ariwna. Although it is not the intent of this author to attempt 

measurement of marketing efforts on the part of any of the study frrms, Firm D specifically 

stated that responses to this advertising measure were not commensurate with the expense 

involved. 
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C: Client specific activities 

Client specific activities consist of any public relations type information dissemination 

efforts targeted at a specific client. While all public relations or information dissemination 

efforts, as stated above, are conducted in an effort to facilitate market penetration, client 

specific activities consist primarily of specific attempts to secure contracts for specific work 

in that market. Formal proposals are the primary printed instrument along those lines, and 

presentations before interview committees represent the primary personal contact means. 

These steps comprise the culmination of market penetration efforts and market analysis 

activities, and therefore can be considered the architect's most important response to the 

external market. This is not to say that an isolated interview or proposal should be 

considered the decisive element in measuring success of the marketing effort; the 

preparation activities up to this point, however, would be of little or no value if they did not 

culminate in the ability to contract for specific work. Accordingly, this study will treat the 

proposal and the interview as the final activities in the information dissemination process 

prior to actual contracts. Information gathered or disseminated after a contract has been 

made is of a legal nature, and therefore should not be confused with public relations 

material. 

All four frrms agreed in their perception of the formal proposal as the specific qualifying 

document for a specific project. Accordingly, there was complete agreement on the 

proposal's purpose, nature and content . Though specific instances differ according to the 

specific RFP, the following four points were all cited by the firms in the study as 

guidelines important to apply to any proposal: 

0 Separately and specifically address each issue raised in the RFP. 

0 Avoid excessive length in required texts, i.e.: descriptions of previous 

projects, statements of firm philosophy. 

0 Be sure information included demonstrates interest in the specific project 

or experience with the specific project type. 

0 Maintain quality of design in proposal assembly. 
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These points are obviously subject to personal interpretation. Because of the nature of 

proposals it is not practicable in this study to go into further detail. Interviews conducted 

by the author did reveal similar opinions on the part of selection committee members, and 

supplemented those points with at least two other observations general enough to include 

here: 

0 Because committee members have limited time available to review each 

proposal, text in small print, which is difficult to read, stands a very 

good chance of being ignored altogether. 

0 Disorganization, sloppiness, inaccuracy or misrepresentation of facts in 

proposal assembly will likely be associated directly or indirectly with the 

capabilities or integrity of the submitting fmn. 

0 While the proposal per se will not determine which submitting fmn is 

best qualified, it will usually reveal lack of research or interest on the part 

of any submitting firm. 

Presentations before selection committees are sales-oriented by their very nature. It is 

not the intent of this author to delve into sales tactics. However, the four firms in the study 

did have different approaches to such presentations, specifically, which personnel would 

be included in the presentation group. The office manager for Firm D's Tucson office is 

responsible for all presentations outside the home office state; presentations are attended by 

a principal from the home office when circumstances permit. Firm A's presentation group 

typically includes the Director of Marketing and one of the principals. Firm B typically 

sends their senior project manager and their head designer. Firm C' s presentation group 

always includes the principal, the project manager who will work on the specific project in 

question, and occasionally a consultant of critical relevance. 
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4: Market Planning Activities 

Due to the nature of information contained in marketing plans, this study will not include 

specific details pertaining to any of the four firms in the study. Formal marketing texts 

cited in the first half of this thesis suggest four basic questions which a marketing plan 

should address, and the specific elements traditionally included in a formal marketing plan. 

Each firm's marketing plan will be addressed with the four questions and then compared 

with the general elements outlined in chapter four. 

FOUR BASIC 1v1ARKETING QUESTIONS 

The ratings shown in this chart are merely intended to reflect the implied level of 

specificity for the specific topics discussed in the interviews, (with the exception of the last 

line, 'years in operation,' which indicates the age of the marketing plan).The level of 

detail/generality with which each element is addressed will be rated simply as: 1= specific, 

itemized; 2= general; 3= not applicable (primarily when the information is not included). 

These ratings are not applied as a measure of one firm's plan against that of another, but 

simply an indication of the depth or detail the plan entailed as revealed in interviews, and 

may not correspond to the specificity of the plan when it was first written. 

Firm: A B c D 

1: Where are we now? 2 1 2 3 

2: Where do we want to go? 2 1 3 1 

3: How do we get there? 2 1 2 2 

4: How do we know when we get there? 1 2 3 3 

Average Specificity 1.75 1.25 2.5 2.25 

Years in operation 4 1 5+ 3 

The marketing plans for firms A, B and C each included a fairly comprehensive analysis 

of the firm's situation at the time the plan was written; firm B had specifics outlined 
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Firms B and D had specific goals outlined. Firm B had listed specific strategies and tactics 

for attaining those goals, while finn A had the most systematic method for measurement of 

accomplishment. 

MARKETING PLAN ELEMENTS 

A more comprehensive analysis consists of the specific elements of a marketing plan 

identified by each firm. This chart will only indicate whether or not a specific element was 

included, not the degree to which it was detailed. 

Market(s) to be Targeted: y y y y 

Number of Markets Targeted 2 3 2 1 

Geographical Areas Targeted 1 1 1 5 

Projected Life Span of 

Targeted Markets y y y y 

Market Share Projections n n n n 

Prime Clients within those Markets y y y y 

Methods for Acquiring Leads y y y y 

List of Needed Resources for those 

Markets y y · y y 

Plans for Addressing those Needs n y y n 

List of Competitors y y y y 

Targeted Time Frame for 

Market Plan Implementation y y y y 

Marketing Budget y y y y 

Task Assignment y y n y 

Schedule of Specific Tasks n n n n 

Methods for Maintenance y y n n 

Schedule for Maintenance y y n n 

List of Consultants y y y n 

AI ternative Plans Defined n n n n 
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Although each fmn' s marketing plan included specific targets to be marketed (see 

Appendix F, page 124), changes in some of those markets, along with changes in the 

overall economy, have necessitated adjustments in the marketing plan since its initial draft. 

In other cases, une~pected changes in personnel necessitated adjustments. Each fmn had 

projections for the volume of the targeted markets, but none of the plans included specific 

percentage figures for the market share they would attempt to attain. Each firm had a 

specific list of prime clients/potential clients they anticipated work. from, and though each 

firm also had standard methods for tracking new leads, only one fmn incorporated the use 

of a lead record keeping system. Although each fmn had a general list of resources needed 

for responding to the targeted markets, only two firms' market plans included details or 

plans addressing those needs. Analysis in any further detail would jeopardize the 

anonymity of the firms involved in the study, and will therefore be avoided. 

5: Marketing Roles 

Chapter five of the thesis outlines the three most generally accepted marketing roles 

within the architecture profession, with the exception of principal in charge of marketing. 

Basic job descriptions covering those positions were listed along with suggested 

qualifications for each. Rather than try to redefine those roles for this study, the author has 

simply categorized personnel by their respective titles, and recorded the specific marketing 

duties of each person's position. These can be compared by the reader with the text of 

chapter five (see Appendix G, page 125). 

Finn A's marketing team was composed of a principal in charge of marketing, a 

marketing director and, on a part-time basis, a secretary responsible for assisting in 

promotional literature writing and editing. The primary marketing function of frrm A's 

principal in charge of marketing was conducting presentations, meeting with clients and 

prospective clients, and reviewing proposals, statements of intent and other marketing 
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literature. The marketing director was responsible for the vast majority of marketing 

activities, deferring to the principal in charge of marketing only on certain occasions, such 

as when a prospective job might present time or other conflicts with projects already 

underway or with a second prospective job. Chief among the responsibilities of the role 

was that of writing proposals, but it also included tracking leads, conducting the market 

research, prioritizing available work, deciding which prospective jobs to actively seek, 

coordinating the work load with the needs set forth in the general fiscal business plan, 

coordinating client relationship activities as well as assisting with them. The marketing 

director also functioned as a project manager, ideally splitting time fifty-fifty between the 

two roles. 

Firm B had a marketing team composed of a project manager, a project designer and a 

marketing coordinator, as described earlier. The role of the project manager, in terms of 

marketing, resembled most closely that of marketing director, as outlined in chapter five. 

He oversaw the marketing program and had final say on project tracking decisions, though 

in practice this was left up to the marketing coordinator in most cases. This role also 

included performance of client relationship maintenance activities, meeting with prospective 

clients, writing articles for publication or inclusion in the firm's newsletter, overseeing 

development of the new corporate brochure package and the writing of proposals. The 

marketing coordinator was responsible for tracking leads, determining to a large degree 

which leads are to be pursued, which prospective jobs to submit formal proposals on, 

writing those proposals as well as the other promotional literature. The fmn anticipated that 

the marketing coordinator would take on the majority of responsibility for cultivating 

prospects, deciding which projects to submit on, and establishing contact with leads. The 

majority of work for this role at the time of study was writing, editing, and tracking leads. 

The project designer's role in the marketing program consisted primarily of assisting in 

presentations and cultivating prospects, though these functions were expected to diminish 

as the marketing coordinator's responsibilities increased. 
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Finn C's marketing efforts were carried out primarily by the principal of the firm. As 

one of only five staff members, the principal usually delegated only the writing and editing 

of promotional material and proposals. These were delegated to the secretary at the time of 

the study. The principal of firm C anticipated combining at some point the proposal 

writing/public relations writing tasks with those of a CAD operator, so as to have someone 

with an architectural education in both positions and to consolidate two part-time computer

intense positions. 

Finn Dis again in a category by itself among the firms in this study. With only one 

person in ii:e Tucson office at the time of the study, the office manager was responsible for 

performing all the marketing tasks in addition to everything else involved in operating what 

is essentially a one man firm. At the time of the study, lead tracking and client relationship 

maintenance consumed most of the office manager's time. The most significant change for 

the office upon additional work is anticipated to be addition of CAD operators; no change is 

anticipated in the office manager's role as marketing principal, manager, coordinator and 

representative. 

As stated at other points, the information in this study in not intended to be the basis for 

qualitative comparisons of the marketing functions each of the firms perform, or a measure 

of of success or failure of any specific marketing activity. This information is intended to 

provide the initial entries in the marketing matrix established in the following chapter. 
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Chapter Seven 

The Marketing Matrix: Establishing a 
Graphic Representation of Architecture 
Firm's Marketing Activities 

The marketing matrix established herein is an attempt to create some sort of graphic 

documentation of marketing activuies employed by architecture firms. It is not intended to 

be a measurement device for the overall marketing efforts of architects.in general, of the 

architecture firms included in the survey or represented in the matrix, or of any of the 

specific activities conducted by those firms. It is merely intended to comprise a record of 

those specific activities. The study in this thesis consists of the activities of the four 

architecture firms examined in chapter six. The information from these studies ~s intended 

to provide the initial entries for the matrix. With the addition of later entries by succeeding 

researchers it is intended that the matrix will eventually provide a reasonably accurate cross

sectional representation of architectural marketing practices, and thereby a database for the 

other types of research in the future. The initial entries record specific activities of 

individual fmns and the personnel responsible for their execution. With additional entries 

the matrix should help to reveal: 

0 frequency of occurrence for specific marketing activities 

0 traceable patterns of marketing efforts 

0 examples of notable departure 
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The matrix as established is also intended to be both expandable and flexible. The 

categories included initially are those presented in chapter six, finn profile, internal 

marketing, external marketing, the marketing plan, and roles of marketing personnel. 

Those categories are sutxlivided to represent more specific segments of information, and 

list specific activities. Successive researchers may find cause to expand categories of 

information contained, increase specificity or increase generality of those categories, add 

new categories, combine or eliminate categories. The nature of this development process 

will be determined by successive research and analysis. 

The goal in developing the mQtrix is initially to provide architecture firms a tool with 

which to: 

0 compare marketing theory and practical application 

0 provide criteria for selection of marketing practices 

0 provide criteria for establishing marketing priorities 

0 provide criteria to aid in selecting marketing tools 

0 provide a comparative database for analyzing 

It should be noted that the information contained in this study was obtained through 

direct personal interviews with architects from each of the participating firms. The method 

of interviewing was that of 'intensive interviewing,' wherein the interviewee controls the 

dialogue for the most part, and is vastly different from structured interviewing, where the 

interview is conducted from a prearranged set of questions and provides specific 

parameters for the answers, if not specific choices of prearranged answers. As this thesis 

is an attempt to measure text-book marketing for architects with the practical application of 

marketing activities found in contemporary firms, the nature of the intensive interview was 
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deemed most desirable, and was anticipated to provide the most authentic view of the 

practical application. In his article "Intensive Interviewing," John Lofland provides the 

following comparison of the two different interview methods, and describes the benefits of 

such interviewing to qualitative analysis:94 

The term "interview" is constructed out of two words, "inter" and "view." To 

"view" means to look at, to have a perception of. "Inter" means between two 

objects or points, as in intercity transit. Therefore, the term "interview" refers to 

the act of perceiving as conducted between two separate. points, in the present case, 

between two separate people. 

Among social scientists, "interviewing" has come to refer more narrowly to the 

circumstance in which a person with pre-set questions--called an "interviewer"

promotes another person to answer his questions. The promoted person is 

sometimes called the "interviewee" or, in survey jargon, the "respondent." And, as 

developed in quantitative research, the activity of interviewing has increasingly 

reduced itself to forcing a choice between rigidly formulated alternative answers 

attached to rigidly formulated questions. Here is an example: 

How interested are you in what goes on in the world today? For instance, 

do you follow the international news very closely, fairly closely, or not too 

closely? (Bradburn, 1969:264) 

An interview constructed of such questions and pre-formed answers is often called 

a "structured interview." Appropriately, such a device is also known as a 

"questionnaire" or "schedule." An activity of this kind necessarily assumes 

knowledge of what the important questions are and, more importantly, what the 

main kinds of answers can be. Insofar as the investigator wants to impose his 

questions on others and/or knows what is happening with people he is 

interviewing, this is a legitimate strategy. But insofar as he does not want to make 

such an imposition nor assume he already knows a great deal about his 

respondents' lives, a different strategy of interviewing is required--a flexible 

strategy of discovery. 

One such flexible strategy of discovery is termed the "unstructured interview" or 

"intensive interviewing with an interview guide." Its object is not to elicit choices 

94Lofland, John, "Intensive Interviewing," in Analyzing Social Settings, (Belmont, CA: Wadsworth 

Publishing, 1971) pp. 87-113 
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between alternative answers to pre-formed questions but, rather, to elicit/rom the 

interviewee what he considers to be important questions relative to a given topic, 

his descriptions of some situation being explored. Its object is to carry on a guided 

conversation and to elicit rich, detailed materials that can be used in qualitative 

analysis. Its object is to find out what kinds of things are happening, rather than to 

determine things the researcher already believes can happen. 

For the information of researchers interested in conducting interviews as a part of their 

own work and especially for those interested in contributing to the marketing matrix 

established herein, the author strongly recommends the above article. It contains extensive 

explanations of the nature of intensive interviewing and excerpts of actual interviews 

conducted by a variety of researchers. Appendices H, I, J and K contain similar excerpts 

of the interviews conducted for this thesis, edited and abridged so as to maintain 

anonymity. Appendix L contains the questions or points covered in the interview guide 

used for those interviews, and is included for later researchers wishing to continue this 

research effort. 

Along those lines, the author has included also the following points of interest relevant 

to the subject of marketing, which the author and thesis committee have agreed would be 

valuable as topics for additional research: 

0 Further research on the impact of marketing budgets on the job selection process 

as described on pages 52 and 53. 

0 Further research on the real prevalence/appropriateness of 'Old Boy' marketing, 

as described on page 17, in the marketing efforts of smaller architecture firms, as 

opposed to the mass-marketing techniques popularized in the 1970's and 1980's. 

0 Further research on the development of accepted roles for marketing personnel in 

smaller architecture firms as well as the profession at large. 

0 Development of additional uses for the Marketing Matrix, as well as inclusion of 

additional firm data; the author hopes the matrix will be developed n a manner that 

will improve consistency of overall information and be in conjunction with the 

original goals. 
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INFORMATION ORGANIZATION IN THE MATRIX 

The matrix is a two dimensional chart with a third dimension implied. Each finn in 

the study is represented in a group of five horizontal rows. Each row represents a 

different value or value category, either numeric, 1 through 5, or alpha, 'P' for principal 

in charge of marketing, 'M' for manager/director of marketing, 'C' for marketing 

coordinator, 'R' for marketing representative and 'M' for other or miscellaneous. The 

arrangement of the rows from top to bottom is intended to reflect the hierarchy of 

personnel roles as they relate decision making responsibility within the marketing 

process. Topics requiring only a yes or no answer will show 'yes', or positive, i!! the top 

row (the '1/P' row); 'no' or negative answers are in the bottom row (the '5/M' row). 

The topics are represented in 85 vertical columns arrayed across the page from left 

to right. Topics are divided into three major subdivisions: internal marketing, external 

marketing, and the marketing plan. Secondary and tertiary divisions occur within those 

three. Generally, a value at the intersection of a row and a column indicates the alpha or 

numeric value for that particular topic in that particular firm, as illustrated below. 

Topics are individually 
arrayed across the top of 
the matrix in 85 columns 

A value at the intersection of 
a topic col d f umn an row o 

dicates a value categories in 
relative to th e specHic topic "-. 

Each firm is represented by 
five rows indicating five 

separate categories of values 
possible per topic 

1/P 
(pr1nclpaQ 

2/D 
{manager/director) 

3/C 
(coordinator) 

4/R 
(representative) 

5/M 
(other, miscellaneous) 
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l INJERNAL MARKETING 
SHORT IERM OR ONGOING MAINlENANCE TOPICS: APPENDIX A 

The first general category of topics in the matrix is that of Internal Marketing. 

Within that category, the first eleven question have to do with short term or ongoing 

maintenance activities as described in chapter six under the subheading 'Stable or 

Expanding Market Evaluation Process,' on pages 82-83. These eleven topics comprise 

elements of the job selection process for use under stable or expanding market conditions, 

or when available work meets both the general volume requirements and the repetoire 

particular to t~e ft.711. This generally takes place when there is either a stable or 

expanding market overall, or when the market segment in question is in the growth 

segment of its life cycle curve. Within that group, three steps are distinguished; step one 

is represented in topic number one, step two in topics two through five, and step three in 

topics six through eleven, as follows. 

STEP ONE-page 82. 

1) General Resources/Capabilities Fit-the value indicated in this column represents 
the role responsible for determining the general fit of all available work with the 
finn's capabilities, resources and experience. 

Values for topic #1 indicate only the 
role responsible for determining the 
general fit of resources/capabilities; 

he role of 
director is 

in this example, t 
marketing manager/ 

re sponsible' 

1/P 

"" (pr1nclpaQ 

2/D 
(manager/director) 

3/C 
(coordinator) 

4/R 
(representative) 

5/M 
(other, miscellaneous) 
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STEP TWO-page 82. 

The values in columns two through eleven indicate both the role responsible for 

determining the fit of specific potential work with individual topics such as the marketing 

plan, as well as the relati\. e importance of that particular topic in steps two or three of the 

evaluation process, as illustrated below. 

2) Marketing Plan; does the work fit the goals and objectives outlined in the currently 

operating marketing plan? _ 
3) FiscaVBusiness Plan; does the work fit the needs set forth in the currently operating 

fiscal budget? 
4) Schedules; will the work present any conflicts of schedule with other work currently 

in the office? 
5) S tafft'Rcsources; does the scope of the work fall within the capabilities of the office 

\vith its current staff and resources? 

STEP THREE-page 83. 

6) Real Probability-does there exist a real or practical probability of getting the job 

7) Compatibility-is the nature of the particular project compatible with the interests/ 

desires of the principals and the staff? 
8) Reference-will the finn be able to use the owner as a good reference in seeking 

future work? 
9) Future Work-is there a good chance of getting additional work from this client at 

some point in the future? 
1 0) Reputation-is this particular job going to contribute to development of a reputation 

compatible with that already established or with the desired reputation? 

11) Financial Backing-is there clearly legitimate financial backing for the particular 

project? 

In the examples to the right , topics three 
and four are both performed by the 

marketing manager/director; topic five is 
performed by the marketing 

representative. The relative importance 
of each respective topic is indicated by 

the numeric value 0, tl or 0, one 
having highest priority, five the lowest. 

Topic four, for example, is given the 
highest priority in step two of the job 

selection process, and is performed by 
the marketing manager/director. 

1/P 
(pr1nclpaQ 

2/D 
(manager/director) 

3/C 
(coordinator) 

4/R 
(representative) 

5/M 
(other, miscellaneous) 
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IL. IN'IERNAL MARKETING 
MARKET PLANNING ACTIVITIES/CHANGES: APPENDIX B 

The second category of internal marketing topics are those topics considered in the 

job selection process under a contractir:g or otherwise changing market, as described 

under the subheading 'Evaluation Process in a Changing Market,' on pages 83-85. The 

topics in this section are divided into three groups. 

GENERAL RESPONSE 

Topics 12, 13 and 14 are grouped as the most likely general response to a change in 

either the external market or the in ternal situation which is expected to have a long term 

effect on the projected ability of the firm to get contracts for work within the market 

segment(s) most recently relied on. Values in this group (columns 12,13 &14) indicate 

likelihood of response to changing markets; O=most likely response, @=next most likely 

response, @)=least likely response. 

12) Geographic Market-likelihood of changing geographic markets or expanding the 
limits of the geographic market currently targeted. 

13) Market Segment-likelihood of changing the market segment targeted in the 
currently operating marketing plan or focusing on a different specialty than currently 
targeted. 

14) Job Selection Criteria-likelihood of altering the job selection criteria used under 
stable market conditions in order to broaden the field of available jobs which meet 
the flrms general capabilities. 

In this example, the firm's cited 
preference was for altering the 

criteria for the job selection 
process first, followed by 

changing the geographic market 
limits targeted; a change in the 

market segment or specialty was 
cited as least desirable. 

Placement indicates authority for 
making those decisions; the 

marketing coordinator decides to 
alter job selection criteria, the 

marketing manager can decide 
the geographic market, and the 

principal decides the market 
segment. 

1/P 
(princlpaQ 

2/D 
(manager/director) 

3/C 
(coordinator) 

4/R 
(representative) 

5/M 
(other, miscellaneous) 
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PERSONNEL CHANGES 

Topics 15 through 20 are personnel role changes enacted in response to external 

market or other changes, and which were cited as having taken place in the two years 

immediately preceding the study. Each role is noted in relation to the overall marketing 

process by the row in which the notation appears. The numeric value of each notation 

indicates the number of positions affected within that particular field of the matrix. 

Positions which have no active involvement in the marketing process are noted in the row 

labeled 5/M, for miscellaneous. In cases where five or more positions were affected, the 

notation will simply be made with the numeral 5. Positions which were added are noted 

with reverse type (i.e., 0); positions eliminated are noted with normal face type (i.e., <!>). 

In the case of positions eliminated, it should be noted that both active (layoff) and passive 

(attrition) methods of were cited in the survey. Active elimination is indicated by an 

accompanying asterisk in column 21; passive elimination is indicated by an 

accompanying asterisk in column 22. 

SPECIFIC ROLES IDENTIFIED 

15) Principal 
16) Project Manager/Designer 
17) Draftsperson/CAD Operator 

In the example to the right, the notation in 
column 16 indicates that the firm added one 

position for a Project Manager/Director 
whose role in the marketing process was 
that of manager or director of marketing. 

The notation in column 17 indicates that one 
position for a draftsman/CAD operator was 

eliminated, and the accompanying asterisk 
in column 22 indicates that this was 

accomplished by way of attrition. 

18) Marketing Person 
19) Clerical 
20) Other 

,... 
() 

·a 
~ 

1/P 
(prtnclpaQ 

2/D 0 (manager/director) 

3/C 
(coordinator) 

4/R 
(representative) 

,... 
() 

·a 
~ 

5/M CD (other, miscellaneous) 
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OTHER ACTIONS OR CHANGES 

Topics 23 through 27 are other actions cited as taken in response to market changes, 

and which were enacted within the two years immediately preceding the study. The 

examples included in the matrix are limited to the specific actions cited in the study, and 

are not intended to represent all possible alternative courses of action. Additional 

research by successive researchers will determine the need. to include additional actions, 

or combine topics into more general categories. Within this matrix, actions taken will be 

noted so as to indicate the marketing or management roles involved in the decision to 

proceed with the particular action cited. Topics 28 and 29, passive measurement and 

active measurement, are intended to indicate methods employed to measure, and the 

person responsible for measuring, the overall effectiveness of all actions taken listed in 

columns 12 through 27. 

23) Close a Branch Office-closed a branch office at another location (different 
geographical market). 

24) Merge with another Office-form new partnership or corporation with another 
architecture firm. 

25) Open a Branch Office-Open a branch office in a new location (different 
geographical market). 

26) Increase Cold Calls--devoted more time on a regular basis toward developing new 
leads, by telephone, correspondence or other means. 

27) Increase Prospect Qualification Efforts--devoted more time to developing existing 
leads as prospects. 

28) Passive Measurement 
29) Active Measurement 

In the first example to the right, the 0 in 
column 27 indicates the firm's decision to 

increase prospect qualifying as a means of 
responding to external market changes. 

The placement of the 0 in the row labeled 
'3/C' indicates that the marketing coordinator 

was responsible for making the decision. 

In the second example to the right, the 
asterisk (*) in column 29 indicates that the 
firm actively measures results of the efforts 

made in response to external market 
changes. 

1/P 
(principal) 

2/0 
(manager/director) 

3/C 
(coordinator) 

4/R 
(representative) 

5/M 
(other, miscellaneous) 
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D1 EXTERNAL MARKETING 
MARKET RESPONSE & MARKET ACOUISffi9N INFORMATION 
APPENDICES C & D 

The second general category of topics in the matrix is that of External Marketing as 

defined in chapter six under the subheading 'External Marketing,' pages 87-88. Within 

that category, questions 30 through 41 have to do with 'market response' information 

sources ('Market Response Information Gathering,' pages 89-91); questions 42 through 

55 have to do with 'market acquisition' information sources (Market Acquisition 

Information Gathering,' pages 91, 92). Questions 30 through 36 and 42 through 49 deal 

with primary source information; questions 37 through 41 and 50 through 55 deal with 

the secondary source information. Notations in columns 30 through 55 indicate priority 

of information, and the role responsible for gathering of such information. 

MARKET RESPONSE INFORMA II ON-information generated by external parties in 

direct response to specific actions on the part of the firm, such as feedback from a client 

directly concerning quality control on a particular project (primary), or an article 

published on a specific design issue relevant to the firms targeted market segment. 

30) 

31) 

32) 

33) 

34) 

35) 

36) 

PRIMARY SOURCES: 

Client/Previous Client-any client or previous client with information directly 
relevant to work to be performed, or previously performed, by the firm which can be 
used as input on current or future work. 
Interview/Selection Committee-any interview or selection committee members 
who have direct input concerning the requirements of an upcoming project, or who 
are available to give feedback on previous projects. Typical of corporate or 
government clients. 
User Group Associations-members of formal user-group associations (such as the 
American Medical Association) with practical or technical familiarity or experience 
with a specific project type; often included as consultants. 
Other Direct Contact--other parties with information relevant to a project or a 
targeted market, such as informal user groups, contacted by the firm specifically for 
the purpose of eliciting such information. 
Poll/Survey; Personal-personal interview with parties familiar with design or other 
issues relevant to a specific project or targeted market. 
PolVSurvey; Correspondence--questionnaires or surveys directed at parties familiar 
with design or other issues relevant to a specific project or targeted market. 
Other 
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SECONDARY SOURCES: 

37) Existing Research-pre-existing research on a specific project type, targeted market 
or user group needs. 

38) Existing Articles/Publications-articles or other published material pertaining to a 
specific project type, targeted market or user group needs, authored either by 
designers experienced in those areas of knowledge or by members of markets or user 
groups. 

39) Competitor Material-articles similar to those in question 38 above, but published 
by frrms which actively compete in the subject target market. 

40) AlA-information published by the American Institute of Architects; may include 
information fitting questions 38 and 39. 

41) Other 

MARKET ACQUISITION INFORMATION-information used for acquisition of work 

in new or previously unpenetrated market segments, pertaining to market segment condi

tions or market segment needs outside the normal market segment for the firm, solicited 

with the intent of penetrating that market segment. 

PRIMARY SOURCES: 

42) Client/Previous Client-any client or previous client with information pertaining to 
new market segment developments or information pertaining to other market 
segments they might be involved in, or which they are contemplating activity in. 

43) Interview/Selection Committee-any interview or selection committee members 
with information pertaining to new market segment developments or information 
pertaining to other market segn1ents they might be involved in. 

44) User Group Associations-members of formal user-group associations (such as the 
American Medical Association) with practical or technical familiarity or experience 
with a specific project type with which the firm has not previously been involved, or 
information of new development in such areas. 

45) Financial Institutions-financial institutions which have information concerning 
proposed or planned activities in new or previously unpenetrated market segments. 

46) Other Direct Contact--other parties, such as informal user groups, with information 
relevant to a new or previously unpenetrated target market, contacted by the firm 
specifically for the purpose of eliciting such information. 

47) Poll/Survey; Personal-personal interview with parties familiar with design or other 
issues relevant to a new or previously unpenetrated target market. 

48) Poll/Survey; Correspondence-questionnaires or surveys directed at parties familiar 
with design or other issues relevant to a new or previously unpenetrated target 
market. 

49) Other 
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SECONDARY SOURCES 

50) Professional Journals-pre-existing research on a new or previously unpenetrated 
targeted market or user group needs, published in journals for that target market or 

user group. 
51) Other Existing Research-any other pre-existing research on a new or previously 

unpenetrated targeted market. 
52) Existing Articles/Publications-articles or other published material pertaining to a 

previously unpenetrated targeted market. 
53) Competitor Material-articles similar to those in question 52 above, but published 

by firms which actively compete in the subject target market. 
54) AlA-information published by the American Institute of Architects; may include 

information fitting questions 51, 52 and 53. 
55) Other 

Values on the matrix for quesnons 30 through 55 will indicate priority of 

information by the number used (0-0). Two or more questions may be given equal 

value. The role responsible for gathering of such information is indicated by placement 

on horizontal row. 

In the example to the right, the 0 in column 
32 indicates that the firm puts very high 
priority on market response information 

elicited from interview and selection 
committee members, and that the firm's 

marketing manager/director is responsible 
for collecting such information. The @) in 

column 43 indicates that of the market 
acquisition sources cited, market acquisition 

information from interview and selection 
committee members is number three in 

importance, and that it is collected by the 
marketing manager/director. The 0 in 
column 53 indicates that of secondary 
source market acquisition information, 

material published by competition is least 
important, but is gathered by the marketing 

coordinator. 

1/P 
(principal) 

2/D 
(manager/director) 

3/C 
(coordinator) 

4/R 
(representative) 

5/M 
(other, miscellaneous) 
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~ EXTERNAL MARKETING 

INfORMATION DISSEMINATION: APPENDIX E 

Questions 56 through 69 deal with the methods cited for dissemination of 

information as described in chapter six under the subheading 'Information Dissemination,' 

page 92. The infonnation dissemination process addressed herein includes any activities 

that pertain to information gener:ned internally in response to external conditions, and 

directed toward external parties with the goal of facilitating market penetration. Three 

different levels of such activity can be easily distinguished. General or non-market 

~pecific activities, n1arket specific 2ctivitie ~ , and client specific activities. 

GENERAL OR NON-MARKET SPECIFIC 

56) Civic Involvement-membership on the part of principals or other management in 

civic groups such as the Rotary Club in the subject geographical market. 

57) Volunteer Work-any volunteer activities in which principals or other management 

personnel participate relative to the subject geographical market. (i.e., Boy Scouts, 

Junior Achievement, etc.) 

58) Non-Targeted Advertising-advertising in non-targeted media, such as major 

newspapers, public or comn1ercial radio or television. 

59) Other 

MARKET SPECIFIC ACTIVITIES 

60) Newsletters-periodically produces corporate newsletters distributed to previous, 

current or potential clients in the targeted market. 

61) Other Public Relations Correspondence-invitations, announcements, calendars, etc. 

62) Corporate Brochure 

63) Advertisements-advertisements in publications geared specifically toward the 

subject target market, such as professional journals. 
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64) Publication-writing and publication of design or related articles specific to the 

targeted market, published in any number of publications from magazines to 

newsletters. 

65) Conference/Symposium--operating a booth at a conference or making a presentation 

at a symposium specific to the subject target market. 

66) Other 

CLIENT SPECIFIC 

67) Proposal Writing 

68) Interview Preparation 

69) Interview Presentations 

Values in columns 56 through 69 indicate the roles responsible for the tasks required 

to accomplish the dissemination of information. As some activities involve more than 

one person, the numerical value assigned to each personnel role indicates the number of 

persons involved. 

The example to the right indicates the 
firm has two people involved in 

community volunteer work, the principal 
and the marketing director; the firm has 

two people to attend conferences or 
symposiums, the marketing director and 

the marketing coordinator; the firm's 

interview team consists of the principal 
and the marketing director 

1/P 
(principal) 

2/D 
(manager/director) 

3/C 
(coordinator) 

4/R 
(representative) 

5/M 
(other, miscellaneous) 
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~ MARKETING PLAN ELEMENTS: APPENDIX F 

Questions 70 through 85 deal with the elements of the marketing plan as outlined in 

chapter four, but include only those elements which were cited by participants in the 

study, pages 97, 98. Questions 70, 71 and 72 are given numeric values from 1 to 5; 

questions 73 through 82 are yes-or-no questions (YIN); yes is indicated by a 0 in row 1/ 

P, no is indicated by a 0 in row 5/M. Questions 83, 84 and 85 indicate the role 

responsible for ongoing schedules of implementation, budgeting and maintenance with a 

0 in the appropriate row for each column. 

70) Age of the current marketing plan. 
71) Number of market segments targc-t~d. 
72) Number of geographic areas targeted. 
73) Projected life span of market segments (Y /N). 
74) Market share projections (YIN). 
75) List of prime clients (YIN). 
76) Lead finding methods outlined (Y /N). 

77) List of needed resources (Y /N). 
78) Methods listed for addressing those needs (Y /N). 
79) List of competitors (Y /N). 
80) Task assignment (Y /N). · 
81) Consultants listed (Y/N). 
82) Alternative plans. or market segments (Y /N). 
83) Schedule ~or implementing the plan. 
84) Marketing budget outline. 
85) Maintenance schedule. 

In the example to the right, column 70 
shows that the firm's marketing plan 

was 3 years old at the time of the study. 
Column 73 shows the firm has included 
information on the projected life span of 
its targeted marekts. Column 84 shows 

that the marketing director is 
responsible for maintaining the 

marketing budget. 

1/P 
(prtnclpaQ 

2/D 
(manager/director) 

3/C 
(coordinator) 

4/R 
(representative) 

5/M 
(other, miscellaneous) 
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Appendix A: 
Market Evaluation Matrix 

Step One-( see text, pp. 82, 83) initial evaluation 
of available jobs, with the purpose of identifying all 
work which meets with capabilities and experience 

of the respective firm. An essential part of the 
internal evaluation, it provides the first and most 

direct means for measurement of the firm against 
the needs of the external environment. Firms A, B 

and C used this measurement as an indicator of 
the scope of their particular market segments, as 

an indicator of newly developing or emerging 
market segments, or shrinking market segments, 
and as an indicator of the condition of the market 

at large (this step is performed !ndirec!!~' !;: firm D, 
as it's specialization and lead sources require that 

it deal only with those prospective jobs which fit 
the firm's capabilities and experience). 

Step Two-an in-depth review in conjunction with 
the currently operating fiscal budget, business 

plan or marketing plan, schedule constraints, need 
for staff increases, overall compatibility with 

current wor1<, probable critical path schedule 
conflicts, need for outside consultants, CAD time, 
etc. In the case of firm A, at the time of the study, 

this comparison was based on the currently 
operating business plan, which was written as a 

supplement to a marketing plan adopted some 
years before and nearly due for a complete 

overhaul. In the case of firm B, the marketing plan 
was used as the basis of this comparison. For 

both firms A and B, this process involved review of 
the available projects so as to determine a 

probable profit margin, preferably including a high 
group of estimates and a low group of estimates. 

These estimates were then analyzed for 
compatibility with the projected income needs 

under the current business plan. 

Step Three-subjective analysis; these factors 
usually included, but were not necessarily 

restricted to, such issues as whether or not there 
existed a real likelihood of actually getting the 

contract; whether the proposaVbidding process 
was being performed in earnest; whether it was a 

project the principals and staff would enjoy 
working on and thereby be more motivated to 

perform well on; was the client going to be 
relatively easy to work with and a good source of 
reference in the future; was there a good chance 
of getting future work through this project; did the 

project have real financial backing. These 

119 

questions are more subjective and vary from 
project to project, as well as from firm to firm. 

However, this type of analysis is equally essential 
to the effectiveness of the internal situation 

analysis. For all four firms, projects sifted out by 
this evaluation process were usually pursued. 

1/P 

2/D o 
< 3/C 

~ 4/R 

~ 5/M 

1/P 

2/D = 3/C o 

~ 4/R 

~5/M 

1/P o 
2/D 

~ 3/C 
~ 4/R 

~ 5/M 

1/P 

2/D o 
Q 3/C 

~ 4/R 

S 5/M 



Appendix B: 
Contracting Market Evaluation Matrix 

When the criteria used in the job selection process 
indicate changes in the market segment or lack of 

available work, the firms used that information to 
make corresponding adjustments (see text, pages 

83-87). In other words, if too many jobs were 
eliminated to meet the needs of the firm, the 

question became one v: altering or enha:ecing the 
firm itself in terms of focus, so as to increase the 

number of jobs which would then qualify as 
potential contracts. This was achieved in a variety 

of ways. 
Firm A c-nncentrated on matching the goals of it's 
m:ariy outdated marketing plan Y-w;ti. ir1e goals of 

its current business plan in order to determine the 
number and size of the contracts needed. Such 

work was attained through increases in cold calls 
and prospect qualifying, altering the job selection 

criteria, and adding one project designer whose 
experience broadened the variety of jobs for which 

the firm was qualified. 
Firm B, in the year preceding the study, had 

reorganized, regrouped, downsized dramatically 
and re-written its marketing plan from scratch, so 
as to bring its financial and work-load needs back 

in line with available work. This resulted in the 
closing of its branch office, and elimination of more 

than 80 percent of its staff. 
For firm C, this process seemed somewhat less 
systematic in nature, and the steps were not so 
clearly distinguished. After the completion of its 

most recent large project, firm C's staff was 
reduced by nearly two-thirds, mostly by attrition. 

Over-correction required that an additional 
architect be hired. 

Firm D's situation analysis resulted directly in its 
opening a branch office, when geographic location 

was established as the factor limiting market 
penetration. In a classic example of action taken 

in direct response to both internal and external 
marketing analysis, Firm D opened its branch 

office in Tucson by hiring a Tucson architect who 
had competed directly with them, and who was 

very familiar with the Tucson and Phoenix 
markets. Originally staffed by an office manager, 

a project designer and two other staff members, 
that office has been reduced to one, the architect 

originally active in the Tucson market. 
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Appendix C: 
Market Response Information Gathering 

Primary Source lnfonnatlon 
(see text, pages 88-90} 

Primary sources cited for market response 
information consist almost exclusively of previous 

and current clients and/or client/user groups/ 
selection committees, as these are the primary 
groups with relevant information in the form of 

responses. Within that group, the firms tended to 
regard the client (or the client's representative} of 

each respective project as the single most 
important respondent for that project. In the case 

of firms A, B and C, the client relationship was 
specifically rated as the single most important 

factor in the entire marketing process. All four 
firms cited maintenance of the client relationship 

as the most important activity in the overall 
marketing process. 

Firm A went further, explaining that valuing the 
client as a premier source for market response 

information has a direct bearing on being able to 
use that client as a source also, at some point in 
the future, for market acquisition information. In 

support of this, all four firms cited instances where 
previous clients had returned with new work some 

time later. 
Additional primary sources cited for market 

response information included client/user group 
associations. Firm D holds active memberships in 

four such associations pertaining to medical 
facilities. Firms 8, C and D cited attendance at 

conventions for such organizations as a significant 
source for project or market specific response 

research. Firm C cited site visits, user surveys 
and public opinion polls as methods used in their 

response information gathering activities. 

Secondary Source lnfonnatlon 
(see text, pages 88, 89, 91} 

Secondary sources of response information were 
cited by all four firms. Firms A, 8 and C referred 

primarily to generally published articles pertaining 
to market segment work, such as articles 

published in local newspapers and national 
professional journals. Sources cited by firm D 

were public relations and design guideline 
materials published by the largest medical interior 
design group in the country-material which was 
composed almost entirely of response-generated 

information gathered specifically for their 
marketing efforts. 
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AppendixD: 
Market Acquisition Information Gathering 

Primary Source lnfonnatlon 
(see text, pages 88, 89, 91, 92) 

Firms A, Band C strongly emphasized existing 
clients as important sources for market acquisition 

information; firms A and C furthered this with 
citation of the selection/interview committee. 

Using selection committee members as sources 
for project research, and developing secondary 

affiliations with such members were discussed. In 
the case of one firm, this resulted in the firm 

including in it's list of consultants one of the former 
heads of the department requesting proposals. 

(Agaln, this mutuai emphas!s on c!ien.ts is of 
import, perhaps to small firms in particular, as 
formal marketing texts emphasize prospective 

clients over existing clients, and further emphasize 
secondary sources as the most important sources 

for market acquisition information.) Firms B, C 
and D cited formal user-group associations as 

important sources with latest relevant market trend 
information. 

Firm D cited realty agents/offices specializing in 
medical real estate, contractors who only do 

medical work, commercial/medical contractors, 
and particularly, current and past clients as 

sources for such information. A large majority of 
firm D's work has traditionally been for previous 

clients. In this particular market segment, the 
current trend is toward regional size, corporate 
medicine, and firm D has taken specific action 

accordingly, targeting and developing as clients 
clinics and other medical organizations following 

that trend. This was cited as critical if not 
imperative in developing this emerging market 

segment, both locally and regionally. 

Secondary Source lnfonnatlon 
(see text, pages 88, 89, 92) 

Secondary sources utilized by the four firms 
included most of the standard sources listed in 

Chapter Three. In the case of firms A, Band C, 
local newspapers and business journals provided 

the best mix of overall market trends and local 
developments and announcements. The 

Commerce Business Daily was cited by all three in 
reference to government sector work. Firm D also 

cited these, but placed more emphasis on 
publications specific to it's targeted market 

segment in tracking developing trends. 
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AppendixE: 
Information Dissemination Matrix 

Non-market specHic activities 
None of the firms in the study cited non-targeted 

advertising. Three firms however, firms A, B and 
C, made specific mention of involvement on the 
civic level and as volunteers (see text, pg. 93). 

Market specHicactlvlties 
Firms A, C and D each had a well developed 

corporate brochure at the time of the study. Firm 
B was in the process of generating a completely 
revised brochure. Only one firm, B, specifically 
cited the use of a corporate newsletter. Firm B 

also made singular mention of direct personal 
public relational correspondence, such as 

congratulatory letters. Both firm B and firm C cited 
having written market specific articles for 

publication within the past year. Firm B's articles 
were written on educational facilities design, and 

were treated as press releases in a corporate 
newsletter received by previous clients involved in 

the local educational market. The other firm's 
articles, most recently on the design of kitchen 

facilities for educational facilities and published in 
a journal for educational administrators, are 

designed for publication in professional journals. 
Advertising efforts at this level were employed only 
by firm D, which had been running an ad for over a 

year in a medical journal that went out to 
physicians in the state of Arizona. Firm D 

specifically stated that responses to this 
advertising measure were not commensurate with 

the expense involved( see text, pp. 93, 94). 
Client SpecHic Activities 

The writing and editing of proposals is performed 
by firm A's marketing director, by firm B's 

marketing coordinator, by the president and 
executive secretary of firm C, and by the office 
manager of firm D's office in Tucson. The four 

firms had slightly differing approaches to interview 
presentations, specifically, which personnel would 
be included in the presentation group. The office 

manager for Firm D's Tucson office is responsible 
for all presentations outside the home office state; 
presentations are attended by a principal from the 
home office when circumstances permit. Firm A's 
presentation group typically includes the Director 

of Marketing and one of the principals. Firm B 
typically sends their senior project manager and 

their head designer. Firm C's presentation group 
included the principal, the project manager and 
occasionally a consultant (see text, pp. 94-96). 
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AppendixF: 
Marketing Plan Elements 

Although each firm's marketing plan included 
specific targets to be marketed, changes in some 

of those markets, along with changes in the overall 
economy, have necessitated adjustments in the 

marketing plan since its initial draft. In other 
cases, unexpected changes in personnel 
necessitated adjustments. Each firm had 

projections for the volume of the targeted markets, 
but none of the plans included specific percentage 
figures for the market share they would attempt to 

attain. Each firm had a specific list of prime 
clients/potential clients they anticipated work from, 
and though each fiim also had standard methods 
ior tracking new leads, only one firm incorporated 

the use of a lead record keeping system. Although 
each firm had a general list of resources needed 
for responding to the targeted markets, only two 

firms' market plans included details or plans 
addressing those needs. Analysis in any further 

detail would jeopardize the anonymity of the firms 
involved in the study, and will therefore be avoided 

(see text, pages 97-99}. 
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Appendix H: Interview with Firm A Marketing Director 

(10/9/91; edited and abridged) 

Before I start I'd like to say at any point if you want to interrupt and change a question 

or suggest something, feel free, or if you have any questions about what I'm asking or 

anything like that. 

Okay. 

I'd like to go back and start with your background, your professional background. I 

know you told me you graduated from the U of A here in what? 

'81. I was born here and spent most of my life here. I graduated from Rincon High 

School in '62, and went to work for Arizona Gear Manufacturing on a production line and · 

ended up doing engineering design/prototype design for them, so I worked there for about 

three years. Then I got a job with the University of Arizona in the new Optical Sciences 

Department. That was in '65 or '66, and joined that department for nine years and ended 

up being a senior optician for the multiple mirror telescope, grinding and polishing six foot 

(diameter) optical mirrors. Left there in 1975 and started school (at the College of 

Architecture). I had some classes in the college, but not full time. They wouldn't take me 

into the college because I had very little science background, almost no math, and I hadn't 

had any English for a long time, so they said I needed to pick up some of this stuff. So I 

went into the College of Fine Arts for a year and then the next year transferred over. And I 

got out of the College of Architecture in '81 . 

And I've worked for quite a few flnns since then,--,--, a finn in San Francisco, 

--, -I can give you a resume- had my own practice for about a year and a half with a 

few friends. 

In your work for these different firms, what type of things were you doing? 
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At-- I was a junior designer. Most of my work was involved with health care and 

on their 'squatter teams' travelling; there would be four or five squatters a year for various 

hospitals. Then I got laid off there and went to work for-- as a designer-a senior 

designer there-was there about a year. Did a high school gymnasium for Flowing Wells 

and then got involved in a 360 bed (brig?) for the Navy they won in San Francisco as a 

joint venture. I was doing the programming for that And when the programming phase 

ended the frrm in San Francisco was supposed to take over the design portion and I ended 

up staying there; I really enjoyed San Francisco and ended up taking a job with-- in San 

Francisco and spent two and a half years with them as a project manager/project designer, 

and doing some marketing. Most project managers in most firms are partially responsible 

for marketing. 

So was that your first major exposure to marketing of architectural services? 

At-- I had worked with-- and frequently threw together and provided either 

graphic materials for interviews or graphic materials for proposals. Once or twice I went 

on interviews with them as part of the interview team. At-- in S.F., I got involved with 

a $22 million addition University of San Francisco Gymnasium & Athletic complex and 

built a new health and recreation center, which was really a tremendous project. Mter that 

was completed I left there and came back to Tucson. I went back to work for-·- again 

and did a bank for them, a First Interstate Bank, and some planning for some other 

projects. Then there was another layoff with -- again and I worked for--. and I was 

the director of marketing for--. It was a thirty-some year old firm, or something like 

that, I don't remember how old it was, and it was an architecture/engineering firm. I did 

marketing for both architecture and engineering; not very successful with the engineering, 

somewhat successful with the architecture. Then I was persuaded by-- to join the-

; I joined that in 1989 and we were quite successful in getting short listed on interviews; 

there were a fair amount of projects but it all began to fall apart; they couldn't get the work 

done, so I had to go out and earn a living again and I ended up here. 

You said you'd been involved in the graphics at A-One and as a project manager for 

Fluger. Which one of these jobs would you consider to be the first time that marketing was 

your primary responsibility or took up the most amount of your time on the job? 

I'd say in-- Office, about half my time was spent on marketing, and when I came 

back to Tucson and worked for-- again about 25% of my time was involved with 
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marketing. And then of course when I went to-- probably 80 or 90 % of my time was 

spent on marketing. I tried to get involved in projects but the time commitment to do both 

was not always available. In this fmn the goal is roughly 50% of my time is marketing

right now it's higher than that-and 50% of my time on projects, which I'm project 

manager for seven projects. And so you devote your time to it whenever there are 

proposals and you try to squeeze in projects at the same time. You have to market and you 

have to get the work out so sometimes there's a crunch, which I'm beginning to feel. 

Right now I've got three projects that could all start programming the same week plus there 

are two RFPs that I have to respond to right now so I end up typically coming in at 7 every 

day and go home at 6, which is pretty normal for me anyhow. I like to work, so I can 

work when I feel like it So I get it all done. I work better under pressure, get a lot more 

accomplished when I know there's a deadline. I wait until the last minute to get it done. 

You have these three RFPs right now; what type of preparation activities do you do for 

marketing. In other words do you do any marketing when the firm is real busy? 

I believe you have to market just as much when you're real busy as when you're real 

slow. If your busy, it seems like there are more opportunities if everyone's busy, there are 

more opportunities out there, so you have to constantly keep on top of opportunities open 

to you or potential clients or aware of what may be coming up. These two projects are all 

public work. One is the Old Pueblo neighborhood center expansion, and the other is a k-5 

facilities assessment program and master plan for Saharita School District, so that's a new 

elementary school apparently. I found ooth those in the newspaper as advertisements. 

Preparing for other things though, we put together a marketing plan, and it's continually 

worked on; I haven't personally put together a marketing plan here yet because I haven't 

had the time to, but I'm working within the framework of what was done and within a 

framework of what I know more or less needs to happen. My goal this year, though I 

don't know whether it will happen this year, is to dovetail that marketing plan with the 

business plan that -- has developed; if we work within the fiscal year we should be able 

to get that accomplished 

Do you know how they put together the marketing plan they have? 

Basically it amounts to identifying the kinds of projects your capable of doing and 

looking at what in your area is available to continue working, and what kind of projects 

you had another interest in doing.-if it's not in your inventory or on your resume-and 
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then what long term projects that you think you might not have a real strong chance for but 

at least you see down the road you might want to provide that kind of service to that client, 

so maybe there are three or four markets. Our current bread and butter work is mostly 

retail shopping centers and retail space renovations and additions and expansion to existing 

centers and new centers, and renovations to the major stores in the existing centers. Before 
I had come here they had a lot of experience with banks, and banks just aren't building 

right now, all the small banks are being bought by the bigger banks so we have done a lot 

of work for First Interstate and we're doing some work at a shopping center at --Road 
and--, and right now there are three banks on that intersection and they're all owned by 

Bank of America so they have to decide which one of these or are they going to get rid of 

all three of them. And within the shopping center First Interstate has a branch and they're 

interested in getting out of the shoppL~g center onto one of the corners, so maybe there's an 

opportunity to alert them to this possibility and maybe we'll end up with that project. The 
office has done some school work, but up until the bond program with TUSD they'd not 

done a complete school renovation or a new school, so they ended up with a bond project, 

and that was ---- school and they wanted to expand that market and do some other 

schools so when the second phase of TUSD work came around I assisted in putting 

together a proposal or letter or executive summary as it was in that case to get a second 

project and we ended up getting one of the bigger and better projects on the second bond 

project school, and that's 200 Ks. So we feel we've got a little more educational 

experience and our intent is to pursue that market a little heavier. They've never worked 

for the county on any projects at all, much less done any correctional work, jails and so 
forth. 

But we submitted a project to the county for a minimum security jail which is another 

public works project. So maybe there's another market out there that we're beginning to 

explore with at least one project; and it's a small project but maybe we'll be able to attract 

and can leverage that project with another client. 

Just out of curiosity, are you getting any indications that the local economy is starting to 
pick up? 

I think it is; I think we're seeing a little more retail activity; some of our clients are 

putting a lot of money in to renovation of their facilities, the entire inventory of their 

facilities; that doesn't affect our market so much as it's just a corporate nationwide decision 

to do that, a corporate regional decision to do that; maybe it's to attract more [business] but 

at least we're seeing some more work out of it 
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Going back to the marketing plan for a moment, did the firm sit down and put together a 

real formal marketing plan according to the book? 

Yes, they had done that in the past, but I'm working with a fairly old version. They 

hired a consultant and they put together the whole thing and I'm working within the same 

framework of goals and objectives, what's out there in the market and what are our chances 

of getting it and so forth. I just need to do one in my own vocabulary my own process and 

get it updated; mostly because we're responding to what pops up--which all the architects 

are doing and trying balance my time trying to do something that's billable so we '11 be paid. 

So there's not a lot of time to go back and do that. But it's probably not a good idea [not 

having a fresh marketing plan]; even though we're busy we probably still need to get a 

good marketing plan at least in draft form again so we see what our objectives are. Most 

firms' objective is to get as much work as possible so it [the work] is partially what [work] 

is available 

You've been involved in a lot of the different aspects of marketing; what would you do 

first in setting up a marketing plan for this firm, or for a typical small firm? 

Well, I think the first thing to do is to identify what your strengths and weaknesses are, 

what you have a reasonable amount of experience with-which it seems like more and 

more clients are expecting architects to have a fair amount of project experience of a specific 

type before they're willing to hire him to do another building like that-so when you take 

note of your inventory, find out what the principals in the frrm want to do, what's 

interesting to them, what's profitable, what's not profitable and in some cases what the 

staff is interested in as well, what's a part of their resume what's part of their experience 

package. The principals in a particular frrm have experience in a particular building type 

but there may be cases where the staff doesn't and in almost all frrms the principals are 

supposed to have a minor role in the development of a project, while the staff has a major 

one. If the staff doesn't have the experience, for one, it'll be hard to sell it to the client and 

2, it may be hard to get it done, like in the case of the design alliance, for a profit, or in 

some cases even break even. So those kinds of things need to be balanced into what kind 

of projects you are pursuing 

Have you ever run into a situation where lack of objectivity in the internal analysis was a 

problem? 
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Well from my perspective, I'm the one that's making the objective decisions about that 

so I guess I'd say no I haven't had a problem with that The important part of the 

developing a marketing plan is cooperation with your principals-they've got to buy into 

it- and in terms of developing it, even if you hire an external consultant, if the fmn 

doesn't buy into it and do it, it doesn't do any good. Quite frequently I suspect that 

portions of any marketing plan is dropped or not followed through with or implemented; 

and maybe that's market driven- all the sudden a whole bunch of stuff falls in your lap so 

you just kind of let things slide; maybe that's just human nature. I'm not sure that's the 

best way to do it. Well, let's say your firm has for the last ten years done a million dollars 

a year and then now all the sudden you want to go two million dollars even though the 

economy's about the sa...me in your market; what is your chance of doing a 100% increase in 

business? It's a guess, even if your goal is to maintain the same level of business. Maybe 

your goal needs to be more conservative or needs to be taken in smaller steps unless your 

research has indicated to you that there's going to be something to support that additional 

million dollars or you've said in your plan that in order to attain that extra work you're 

going to set up an additional office in another city and you're going to actively pursue the 

market there and work there; maybe that goal is obtainable. But if you make a goal you 

have to have the support process beneath it to at least give it a fighting chance. Without the 

support process to say I'm going to make a million dollars more this year yet you do 

nothing to change your support process, I don't know that your going to get it. You've got 

to set a goal and you've got to have method, or methods, to get it. Maybe you don't see all 

that million dollars that first year. Do you want to throw that goal out or do you say 'well 

I've got 8% of it or 50% of it, that's not bad.' Implementing a marketing plan sometimes 

takes a number of years; everyone's got to buy into it, at least for the most part. Otherwise 

the marketing person always gets beat up by somebody because you didn't obtain it this 

year ... well, I didn't tell you I was going to, we're working towards it. we see a greater 

increase in fees, isn't that getting there? Well, you didn't do it this year when are you going 

to do it? They have to be patient and they have to understand there are no miracles, there's 

no magic. 

Have you ever been in a situation where the marketing person or staff was having that 

type of communication with the principals? 

Yeah; one flrm I was with I didn't feel I was supported by them, by the principals that 

is. I didn't feel they were doing enough, they weren't making enough contact with their 
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clients-there wasn't enough follow through--they'd promise to do something in a 

meeting [with the clients] and then didn't carry it through so ... one person can't do it all, 

and in some cases it may be inappropriate for a staff marketing person to have direct contact 

with the client; that's really the principals role to maintain that relationship, unless that 

marketing person has a relationship also, and in many cases they don't. So the principals 

need to follow through and I have had the experience where they didn't. In addition to that 

they were horrible in interviews, and that's frustrating. 

And you can't do anything about that? 

You can talk to them about it, and maybe they'll do something and maybe they won't. 

The marketing person's job is to get or the finn to an intervie\v, and there has to be 

somebody to close the deal, and that's often the principal. And if the principal doesn't have 

a relationship, or rapport or some charisma, they may not get the job. I believe very 

strongly that once you are short listed for a project you are well qualified to do the project, 

regardless of how many firms make the short list. When you get to the interview, you say 

the wrong thing, you wear the wrong clothes, you bring the wrong person, or you had no 

idea what the project was, something to alienate yourself from the selection committee, so 

you lose the client to one of the other firms. The interview is your chance to lose the 

project; you have a greater chance of losing the job if you don't have your ducks ... 

When I talked to you last you went into detail on proposals and interviews; could you 

describe an example of the interviewing process as you approach it? 

Well, first you fmd out about an upcoming project, whether through the newspaper or 

by word of mouth, and you find out where to obtain a request for proposal, an RFP, and 

you get that. Quite frequently that will have a number of steps, a number of issues that 

they want to have specific answers for. I respond specifically to their questions with as 

best an answer as I can develop. After I get the RFP, quite frequently, I'll go out to the 

project site and walk around it, trying to learn as much as I can about that site and what this 

project might mean to that site or that building. In time you develop concepts, some 

planning concepts, and develop a better understanding of what's right or what's wrong 

with the existing facilities, and what they might be doing and how that impacts the site, or 

is there a code problem with it. I try and learn as much about the project as I possibly can 

without talking to the owner yet. Then I try to set up a meeting with the owner or with his 

representative to talk about the project on a one to one basis, if they will allow you to do 
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that Some clients won't allow you to do that; some clients will only let you speak to a 

represeutative, and they give you very non-descriptive, very formal responses, trying to 

keep things equal between all firms. In some cases their responses are written back to you; 

you throw out a question and they'll give you an answer and then they'll follow it up with a 

letter, and th~y 'll send that same letter to everybody. And some clients will open up and 

tell you a lot of things; maybe that's based on your personality, how you ask a question. A 

client may turn this representative off and you may not get as much infonnation. Then one 

other thing I probably would do is see if there are any other groups that are involved with 

the project, and how I can get information from them. Either going through their client 

representative or sneaking around through the bushes, so to speak, trying to find another 

way to understand what the project is. My goal with these three things--the site visit, the 

i ntervi~~' wid1 the owner or his representative, and researching other involved groups-is 

to know more than anybody else knows about the project, more than my competition 

knows. Having that information I feel like I have a more thorough understanding of what 

the client wants to know, so when I begin to respond to their questions I try to respond 

intelligently and showing that I've learned a whole lot about their project. And hopefully 

be able to show previous experience with that type of project. So at that point in 

responding to the questions in the RFP, we sound intelligent and knowledgeable, and eager 

to do their project. We appear to be, at least at that point, the most qualified, because 

we've gone around and kicked the tires, and know the name of the client, and the 

intersection where it's going to be at. There are probably many times when the marketing 

people may not visit the site and respond inappropriately or don't know how to answer the 

questions, and maybe they get the work and maybe they don't; but I know if you have site 

specific responses, my experience is that you have much better success in getting short

listed. 

The next thing that happens is to get all that information into a proposal, and I've 

developed a process using a personal computer and a couple different pieces of software 

with which I put together a proposal that to me is a high-quality, well designed document, 

sometimes with graphics, sometimes without, depending on what my motivation is. We 

have a lot of boilerplate [sic] material here that describes our process, how we do 

estimating, the design steps we go through, what's included and what's not included in our 

design process, budgeting, quality control, construction administration, those kinds of 

things are pretty much all boilerplate type stuff. Most proposals I have rewritten from my 

own experience from my other firm and what worked with us, and then incorporate this 

firm's process with that, and then taking some liberty to taking and massaging and 

manipulating that information so that it sounds and is like we do the work. Both -- and 
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-- have read the stuff pretty carefully and we are continually revising it so that there are 

no ambiguities in the thing and so that we're not making claims that are partially true or not 

true at all in the process, and occasionally we find some little words and bits and pieces of 

stuff that need to be altered, to change the meaning slightly, so that's always an ongoing 

process. The goal with, cne, the responses, and two, some of the boilerplate, is to take 

that material into an interview booklet, assuming we get an interview booklet, the same 

material in a condensed version; many times the items are bulleted and we throw away 90% 

of the paragraph and retain only the part that says what we're going to do, and use that 

document at an interview as one of two things; one as a leave-behind to remind your client 

what you said, and two to take that same document and make 24x32 blow-ups for an 

interview board that you work from so that allows the interview team to read along with 

you to follow your process for t~e interview, and it also acts as a cue card for each member 

of the interview to talk about the important parts that they're going to need to discuss at the 

interview. Again, the RFP, the proposal is the first step toward the interview, the 

interview is the second step toward the interview boards if you take boards, and hopefully 

all that is sort of dovetailed together. Again, one goal is to minimize my work in preparing 

a document so that it can serve all three purposes, as opposed to three separate documents. 

And with a personal computer and some page-layout software it's really quite possible and 

fairly quick to put a proposal out and very quickly get an interview booklet put together and 

get the interview materials together. The proposal is very complex and detailed, the 

interview booklet is a summary of the many issues, and if you find out something new 

since the proposal before the interview you pack that in there, or if you decide at the 

interview that you want to do some diagrams or you've done a little mini program where 

you analyze their budget or whatever you think is have to sell the best at the interview you 

include that information and that information may be on the interview board or if you're a 

sophisticated firm you may do slides, so it would be on slides. There are all kinds of ways 

to manipulate the information once you've got it in some kind of format. 

How is it you can include color copies of the 5x7 cards you use at the interview in the 

interview booklet? 

That information was taken from a small program I had drawn up from information the 

client had given me prior to the interview. That programming document analyzed their 

project complete with budgeting, budgeting the project by changing the scope so that it 

would come in below their budget and analyzing the project based on the exact information 

they had given us and what that might cost which well beyond their budget. So was able to 
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tell them at the interview that somewhere between those two numbers, the high number and 

the low number, was their project; we don't know exactly what it is because we're dealing 

only with the information as it was given us, whereas frrsthand we're going to do the 

programming for the project exactly as it is, so I suspect somewhere between these two 

numbers is the scope of the project. And they're real impressed with that information and 

the fact that we've taken the time to analyze their project in detail rather than showing slides 

of 25 jails that we've done, or bringing guys from out of town with wingtips, the so-called 

experts; we demonstrated to them that we understand their project, and we care about their 

project, and are very interested in solving their problems for them. It worked, and the 

feedback that we got from the interview committee was that we were light-years ahead of 

our competition at that interview, so their decision was really easy. That's great to have it 

be easy for somebody to make a decision at an interview like that. Often, everybody is so 

close at the interview that it's like drawing straws. So it's nice to well ahead of your 

competition, but it doesn't always work. But that was my effort to analyze that project 

very thoroughly and impress them that we knew what we were doing. So, going back to 

the 5x7 cards, we just included that material in the interview booklet so they could read it. 

Quite frequently it appears as though after all the teams have interviewed, the interview 

committee sits down and does what a jury does after a trial you know, 'guilty or not 

guilty', who do you thinks the best finn, and they kind of go through a straw vote on that. 

Of course if they've come to a quick decision, they're done, but if there's some discussion, 

the interview leave-behind may be the document that separates the hearsay and the 

assumptions from the facts that you left there, and not all firms will leave the document 

behind. So it's just another part of the interview process, the proposal process that I think 

gives us the edge. Again I don't think every frrm leaves it behind, but the frrms that have 

the process and the ability to produce the document are able to do that at a low cost and it 

may make a difference. Once they've got the document the jurors don't have to scratch 

their heads and say 'well I think they said thus and so ... ', the just open the book up and 

say 'yeah they did say thus and so, it's right here ... ' With that particular client, they had 

given us a preliminary program they had done themselves, and it was a very good program 

but it appeared as though, from my initial observation, they couldn't build that project as it 

was defmed in their program with the amount of money that they had. So my goal was to 

determine if that was true and what were the underlying issues that would control whether 

that was true or not, and maybe point out something to them that they hadn't thought about. 

I don't know if we pointed anything out to them or if it was just that we appeared to have a 

good understanding of the project. Probably more importantly was that we demonstrated 

that we cared about doing the project for them. -- also went to school with the director 
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of the department, so maybe that helped, who knows? Anyway, the information on the 

note-cards comes from those three sources, the ~p and any programming they may have 

done, your preliminary interview with the client or his representative, any information you 

manage to pick up wandering around or investigating other groups involved in the project; 

any information you have that you believe is correct. 

Beyond the point where you end up with a job, what involvement do you have with 

contract negotiations? 

That depends on the firm. Some firms, the principals will do all the negotiations, and 
come back and give it to the project managers and say you have this many dollars and this 

many hours to get it done in, call me when you're done. At this flrm, I did most of the 

negotiations with the client after the initial meeting, and most of the negotiations with the 

consultants for their fees after the initial meeting, and that's just the way we work here. I 

am responsible for bringing a project in within the clients budget and within our budget. 

We hopefully make the profit that we anticipate making, and I'm responsible for that, so 

it's in our best interest to negotiate a good fee with the client, and to look for other 

opportunities to do other additional work for their company, additional work on that project 
or get additional fees for something that they didn't anticipate. Just make sure we've 

covered all our bases, that we get paid for programming, or we get paid for interior design 

or construction administration or something like this so that the client doesn't take for 

granted that you're going to be doing those things under your basic services if your 

contract leaves the opportunity to ask for additional money to do that, then somebody, the 

project manager or the principal, needs to bring that to their attention and take that number 

to tl}em and get them to approve it. So that's part of the principal or the project manager's 

job in this firm. 

As far as marketing roles go, from there to the completion of the project, is there 

anything you do that is strictly marketing for that project-in other words do you stop the 

marketing effort at a certain point? 

No. Somebody on the project team, whether it's the principal or the project manager, 

has to be that clients best friend, their buddy, their drinking buddy, the person that takes 

them to lunch, and somebody, the principal or project manager, or project architect, needs 

to be the person who gets the job done, who goes to meetings, who is thorough and 

complete with getting their work done and providing a service to the client. So you have 
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two people working the client with the goal of continuing work, continuing the project, by 

having a good client relationship; one, that we're nice people and we're good to work with 

and we know what we're doing, and two that we've got a staff or whoever that person is 

that's thorough and professional and successfully completes the project on time and within 

the budget Whenever you have a meeting with the client at your office or at his office, 

that's an opportunity to market the firm, and that's an opportunity for that individual to 

listen to what the client wants and they've got to come out of there with the client feeling 

good aoout the meeting, or they may go back to their boss and say those jerks are real 

assholes [sic], they didn't cooperate on this, this, and this, I'm tired of them and I don't 

want to work with them anymore. You may have lost your next job with them if that 

happens. You have to balance unreasonable requests by the client with the firm's goals. If 

they're really trying to shove something down your throat and they're not willing to pay 

you for it, what do you do aoout that? Maybe you just need to explain to them that's not 

something you do, you normally get paid for this, and the request is reasonable. Then 

maybe you begin to work with them instead of arguing with them about it. The last thing 

you want to do is piss-off a client or representative at a meeting, because most of your new 

work, maybe 80 or 90 percent, is going to come from existing clients. Maybe their next 

project is next week, maybe it's five years away, but you still want to maintain a good 

relationship ·with them. Architecture is a service business and you have to go by the 

service. It's not being a yes man, or anything like that to the client, but it's listening to 

their needs and within your professional experience and judgement giving them what you 

believe to be the most appropriate solution that meets their budget and goals and everything 

else. That's real clear to me; maybe a lot of people that isn't so clear to them. 

So when you get to the point of project completion, how does your marketing or client 

relation process continue? 

Somebody from the finn that has a relationship with the client needs to continue that 

ongoing relationship. You need to take them to lunch, you need to call them up and see 

how their doing, you may need to invite them to some social function or see them at one 

your at you go over and talk to them about how their projects going, what's good and 

what's bad, just continue that relationship. Maybe it's a bad one, you find out what the 

problems were, might make suggestions about what you might want to do next time, and 

year after year, month after month, whatever the time frame is, you have an opportunity to 

market that client and continue to do that. You don't want to let that relationship drop in the 

cracks and him not hear from you until the next project comes along, they might resent that. 
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There's a good possibility they'll resent that You need to maintain something of an 

ongoing relationship; maybe once a year you send them a Christmas card ot three times a 

year you take them out to lunch, or you invite them to go somewhere with you, go play 

tennis or golf; somebody in the firm has to have the responsibility of doing that, and 

frequently principals have that role, and depending on what authority a project manager has 

they may do that also. The marketing person has to either do that too, or make sure that it 

gets done. And it's part of the reporting process, coming back at a monthly or weekly 

meeting 'did you contact so & so form that project, you were going to go have lunch with 

them, did you do that? what were the results of that meeting? It's a part of the ongoing 

marketing process. You go through your checklist 'did you do it this month or when are 

you supposed to do it. 

When you come out of a project and know there are changes, or things that could have 

been done differently or should have been done differently or problems that developed with 

the client or the project that weren't previously anticipated, is that information put back into 

your SWOT analysis for the next round? 

Yes. We learn from our mistakes first of all; most projects and contracts require a post 

occupancy evaluation, and that's usually within two weeks of the first year after completion 

of the project. That's when you go out and spend a few hours or a day or so walking 

through the project and looking at it, what went right, what went wrong and so forth. 

That's one way. And talking to people, fmding out if you did what you said you were 

going to do. I think through the construction administration process you also hear back 

from the field guys what went right and wrong, what details were bad. From the 

architecture point of view, you need to maintain that contact with the field guys, 

construction managers or construction administrators, what happened; if it's a bad detail, 

that information needs to corrected, those issues need to be fixed from that feedback. But 

every project that you do is different, even if you did the same building type for another 

client or maybe for the same client, you obviously would want to change the relationship or 

change the program if you find out there's something that's not working right, and or 

change the documents to reflect that. The marketing person has to maintain some of that 

contact all the way through the duration of the project, even through the next year, you 

need some kind of rapport with that client. If that marketing person is just an invisible 

person in the background, that's not the person that does it, but he has to remind the people 

that are responsible that they've got to do it. 
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Out of the different marketing activities that you're involved in, would you prioritize 

them? In other words which activities would you be adamant about maintaining if you had 

a severe time shortage, not to minimize the others of course? 

I think the most important thing is to let your client know that you're interested in his 

project, that you understand what their project aims and goals may be with the limited 

information that you have, you need to communicate to them that you have some 

experience in solving their problems, and then whatever document you give them has to be 

a first class high quality document that looks like it came from a design firm, like it came 

from an architect. We're supposed to be designers, we're supposed to be problem solvers, 

it ought to look like it had come from an architect if that's what you're selling. And it has 

to be thorough, but not overdone. It has to answer their questions-if they have specific 

questions-in as comprehensive manner as possible. Ultimately, I think what happens 

when you submit a proposal is that the client representative or the client may be only one of 

the people voting on your selection, and they may be the only person that you've had 

contact with, they may be the only face that you've seen, and they've seen the faces of all 

the other architects that are looking at the project. But you may have five or six other 

people reading that document so that document has got to appeal to everyone of them. 

There may be a big mix of people. With the School District, you've got district engineering 

and support people looking at it, you've got in some cases maybe janitors of the· school 

reading the document, you have parents reading it, you may have teachers or principals 

reading the document. A whole big range of personalities and professions and education 

that have to be addresses so they understand what you're telling them fairly clearly and 

quickly. One would assume that maybe a janitor may not have the educational perspective 

that a principal or a director of engineering may have, so you need to be able to respond to 

the person with that background as well as someone with a different background, or you're 

going to lose them somewhere in the woods, and what is the perfect solution? I don't 

know. Part of the marketing process is to find out who the interview committee is if you 

can. Sometimes the clients will tell you and sometimes they're fairly quiet about it, or they 

don't even know who it may be at that time. So you dovetail your responses to who you 

think your audience is as best you can. 

So you would maintain client confidence in your understanding of the project, display 

and communicate quality, pay attention to the specific questions in the program, and 

communicate clearly with your proposal because you don't know who will be reading it? 
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That's right. You have to appeal to all the readers somewhere. I guess it's like a book, 
a novel or a mystery or something, you don't know who your audience is. At the proposal 
stage you can sometimes find out who your audience is and what their bents may be, and 
the same thing at an interview. You may be able to detennine what the interview committee 
is made up of, in fact some frrms do extensive research on who's going to be on the . 
interview committee, as far as finding out where they went to college, what their interests 
were in college, what their professional degree may be in, what fme point of their 
profession do they focus on; and then going through that interview process or even that 
proposal process you may try to get some comment in there about that, that you understand 
it, that this person's done something like this, so that you appeal to that specific person, or 
you say 'well I went to ASU too, and I remember you there' or something like that; 
sometimes you want to B.S. them, but you have to take advantage of your opportunities. 
We interviewed for the-- at the U of A, and we had learned that one of the interview 
committees daughters was at UCLA studying medicine and a member of our team knew 
some of the faculty that she was probably taking classes from so we didn't use it in the 
proposal but during the informal set up and tear down of the interview-- went over and 
spoke to this guy and dropped this little bit of information, 'by the way I know this person 
etc.' I don't know if it helped or not but it was one more little bit of information. -
was very good friends with one of our lab consultants and was a well known professor 
emeritus, retired, but very good friends with--, so we put him on our project team as an 
independent consultant for the development of research labs. So there was a name that
- was familiar with. You use all those little tools, they may make the difference. Again, 
you have to have the edge on your competition. 

You actually used this person as a real consultant; was he of value, did you get good 
information from him? 

I never met the man. He was a consultant to our lab consultant and-- knew that he 
knew --. There was some story that they had gone Salmon fishing together several 
weeks before. 

Some of marketing is like being a private investigator, you try and find out what's going 
on, who's doing what to who and when. You need to know what's going on; if you go 
into it cold you haven't got the faintest idea of what's happening. 
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When I first talked to you, you mentioned that about 90% of this fmns clients are repeat 

clients, is that correct 

Yes. I don't know exactly, but around 90% of your work ought to come from repeat 
clients. A high percentage of our work is from repeat clients. That would be a number that 
you would use in developing a marketing plan. The saying is that 90% of your work 

comes from existing clients and 10% from new clients, and it's five times easier to get 
work from an existing client than it is to get new work, and it's five times less expensive to 
market that existing client than it is to market a new one. 

How do you view CAD and what do you find most client's response is to CAD? 

One most governmental agencies in their RFP are asking for their project to be done on 

CAD; the Corp of Engineers, the Navy, almost all agencies now have some sort of CAD 

system and are converting all their drawings to some sort of electronic media, so they're 

asking for that. We have had two CAD stations here for quite a while, probably will have a 
third in a while. A large proportion of our projects are done on CAD now. It seems as 
though it's been difficult to get paid for CAD services as an additional service or an 

additional fee, but I think that's just an evolutionary process and it'll take a while to get a 
client to buy into that. We have a different rate for charging clients for work that is done on 
CAD than we do drawing that are done by hand. Some clients say 'I don't care how you 
do the job, just get it done; you want to do it on CAD and it costs you more to do it, that's 

your choice.' With the county, the project we're starting with them, a good portion of the 

project is dormitories, in two or three wings, so it's a repetitive process, once you've done 

one you just copy & paste it to another piece of the site, so we're seriously considering 
doing that project on CAD. They won't pay us additional money to do the project on CAD, 
so therefore it'll cost us a little more to do the project on CAD, but they're in the process of 
putting all their buildings on CAD, or electronic media, so what they've done in the past 

with another firm is they bought the discs when the project was done at some fee. So we'll 
probably do that if we do the project on CAD. I guess that's how they can justify those 

kinds of services, they say OK now we're going to purchase this item from this firm, and 

then sell it back to them. It may not cover your costs, it may incur other costs, but at least 

you get something out of it. Everything is negotiable, and there are ways to manipulate a 

whole ... So they buy the project on disc, but they get hard copies, sepias, they get 
reproducibles that they can work from, as part of basic services, and they get the discs, 

possibly for the purpose of facilities management over the years, future additions to the 
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project. If they do an addition to the project and we aren't selected to do it, they have to 

provide that information to the next firm; they can't use our drawings to get the building 

permits, they'd have to redraw it and stamp it under their own logos and title sheets and so 

on, but the information is there, same as what we'd get if we went in, we'd get as-built 

drawings, blue lines or something from the owner. We may have to spend time redrawing 

those sheets cause we don't have the originals and we can't erase them. With CAD you 

can go back in and manipulate that work; it's probably faster and easier in terms of doing 

your next project cause you don't have to spend time drawing it, tracing it, working from 

detail drawings to get the floorplan together. That takes a lot of time, just getting the 

background together. 

Has this firm ever though about offering that, facilities management, specifically, as a 

separate setvice? 

I don't know. There are some projects we're doing right now that are being done 

entirely on CAD, it's just part of how we do the job for the client because it's faster and 

easier and more economical to do the project that way, than going out and saying OK we 

do drawings on AutoCAD. We'd be selling that service I assume to other consultants, 

engineers. Probably wouldn't do that, for one, another architect probably wouldn't want 

us knowing their client, he may be afraid we might steal them away. There are a few firms 

in town that are architecture and engineering firms and it's real difficult for that engineering 

firm to market architectural services from straight architectural frrms, there's a reluctance to 

do that because, for instance we don't have an engineering department, we might be afraid 

they might steal our client. If you have a building on CAD, however, and you knew the 

client had changed, new owner, and you'd heard that they were going to do some 

remodeling you probably could sell them because you could do it easier and quicker and 

cheaper, because you had the whole building on your CAD system and it's easy to 

manipulate that information. It would be faster for you to do it instead of hiring another 

firm that would have to take bluelines and reconstruct the whole set of backgrounds to start 

your project from. You might be able to convince them. CAD is so new though, 

especially in Tucson, that there aren't very many projects that are done entirely on CAD; 

when you get into big metropolitan areas with lots of high-rise projects, every floor plate's 

basically the same, the only difference is the T.I., there's a good market there probably, for 

a firm like SOM or the others. 

Which of the different marketing activities that you do you spend the most time on? 
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Putting proposals together probably takes the most time. We're getting to the point 

where we can give some of the work to the receptionist or we can hire a marketing 

coordinator so they can do a larger share of assembling all the background or boilerplate 

material on the computer and then one of us providing all the special infonnation that needs 

to go in as responses to their questions. In some cases a marketing coordinator or secretary 

could draft the initial response for their questions based on an information sheet they could 

get from another proposal and so forth that might be similar and then we'd go through and 

mark it up, that would streamline the process. I basically do all that now because it's all on 

my computer. The secretary deals with the governmental submittals, the 254's and 255's, 

she basically has all that information put together and prints out a draft version and we go 

through and edit it and she changes it and we send it out. But on a non-254/255 proposal 

the boilerplates all ready to go, she gets to do all that, it's just a matter of fine tuning some 

stuff in the boilerplate, which with the computer is really pretty simple to do. And I like 

doing it anyhow. I do a lot of it, I like that creative portion of marketing because it is part of 

design 

Is there anything you would like to get out of participating in this case study? 

I think I'd just like to see what you end up with, what your final document is, see how it 

makes sense, see how we could fine tune that and if you'd springboard that into something 

else that makes sense and is useful to you or me or somebody else. But as I told you 

before, there's no secrets to any of this, we've probably all read the same books and 

basically to read what a client's looking for, read into what a client's looking for, it's just a 

matter of how you present it back to them that may make the difference. I suppose if we 

gave every architect, every manager of marketing the same software, the same computer 

and the same information, that you'd probably have ten different responses, so there's no 

secrets to it, it's whether or not you were able to impress that particular client with your 

specific skills and abilities that may make the difference. 

So actually there's a certain competition that goes on even before anyone's aware of it? 

Yes. I mean my goal is to know more about what's going on than anybody else, and 

then I use that information to the best of my ability. A smaller firm like us can mobilize 

faster and be more flexible, we should have a little lower overhead, and we can provide 

personal service to the client. Those basic issues are what the client is looking for. We 
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have a higher number of registered architects in this finn that most firms this size, so our 
overhead is probably a little higher than some, but if you can convince a client that's 
important, that getting a registered professional architect with a lot of experience doing the 
job versus a few registered architects and a lot of draftsmen doing your job, maybe you '11 
be selected over the other firm. Theoretically they're purchasing your experience and 
knowledge, and theoretically they expect that person that's on the resume in the 
organizational chart to be doing the work, even though all of us have a group at the top that 
are the managers and a group that are the project architects and there's a big box down 
below that says 'staff', they're still looking at that upper level as where all he knowledge 
and expertise comes from. That's what you're selling, that's what the organization chart 
shows. When you deviate from that you probably end up in trouble. If the architectural 
client finds out that a draftsman right out of school did his 20 million dollar project and it 
doesn't work for shit [sic], you might end up in court. 

You're were working on two RFPs, one for the Sahuarita School District and one for 
the El Pueblo Neighborhood Center. Has anything happened with those? 

We didn't do the [proposal] for the school district, we did do the El Pueblo. The School 
district job looked like it was going to get in the way of getting other work done. The 
wanted the architect to help them with some pre-bond work with no fee until the bond 
passed, and then we'd get paid. If the bond didn't pass we wouldn't get paid. So we 
made a business decision not to do it based on the fact that the bond might not pass. The 
bond work might be maybe ten million dollars, but it might not pass and that's pretty risky, 
and we could probably spend ten to thirty thousand dollars in time putting exhibits and so 
forth together for them and potentially not getting it back. We just said that's not a good 
risk, somebody else who has more money or fewer brains can take that risk. We did bid 
on the El Pueblo thing, and have been shortlisted for that; -- and I were just over there 
this morning looking at it. We have an interview to prepare for this next Wednesday. 

What's the general time fr:"ame for the return of a proposal after the RFP is put out? 

It's flexible but they usually give you about two weeks to prepare for the interview, 
usually. Usually a month to submit a proposal. 

Last time you talked very extensively and very helpfully to me about how you deal with 
a proposal once you've decided to do a project. I've talked since to one other marketing 
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person about their whole process and the question came up 'who exactly is involved in the 

decision making process when you hear about a project whether or not you will pursue it? 

Often just me. In the case of Sahuarita--, -- and I sat down and talked about the 

risks and what the rewards might be. --' s the president and deals primarily with the 

financial issues and he didn't think it was a good idea If-- or I thought it was still a 

good idea, he left that up to us, it would be OK, but we chose not to based on his 

recommendation, we didn't want to take the risk of loosing money, the chance of risk. 

And there was also some other stuff in the office that needed to get done at the same time 

that was happening, so there were enough factors that said it probably wasn't worth it. 

And the other fmn that's been doing a lot of their work is--'s office; they've done a lot 

of '.vork for that school over the years, and as far as we know they haven't screwed up 

anything, so there's a good likelihood they would be selected again. If you think 

somebody has a better shot at it you have to weigh those factors also. I always like to get 

any job in the beginning, but then you start looking at why you wouldn't, or why you 

wouldn't want to. Most of the RFPs are such that I can make the decision as to whether or 

not we can do it on my own without involving the others. We still talk about it but it's 

pretty much my decision, and it still was in this case. We even the discussed the option 

that even getting shortlisted we still could have evaluated at that point whether or not to 

continue. I don't think it's a wise idea to get shortlisted and tell them 'no' but that is an 

option that sometimes is taken. 

So part of your job is the authority to make that final decision 

That's right. 

Just out of curiosity, when in the proposal process does an estimator become involved 

or do you do that just from your experience? 

We use a private estimator here in town, just call him up and sort of ball-park the 

figures. I don't remember if I did on that project or not. In marketing and dealing with 

proposals you can either use your own knowledge or check it with someone; call up an 

estimator and say what the building type is and fmd out the approximate cost for that 

building type, and estimators will usually give you an idea in ten or twenty minutes, 

without any cost to you. 
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You mentioned you had been working with a pre existing marketing plan and you were 

trying to dovetail some of your marketing goals with a new business plan. Is this business 

plan a budgetary thing mostly? 

Yeah, and it's primarily developed based on historical information, and then a goal of 

making a little more money and some other factors, and that gives me an idea how many 

projects and what kind of fees we get out of those projects that we '11 need to pursue. 

There's a little finance involved in that as far as selecting projects that you have a better 

opportunity of getting versus a shotgun approach, submitting a proposal on everything you 

can get your hands on and taking your chances. Marketing is a numbers game; the more 

proposals you send out the more shortlists you're going to make, the more jobs your going 

to get in some respects. I think it'll always be that way. But there are some proposals and 

some clients that you might not get to work with even though you submit on it So you can 

look at that two ways, you can take a safe route and submit on those projects you have a 

higher percentage of getting or you can submit on everything. I have a tendency to do 

both. 

When you're looking at a business plan and a marketing plan, what kind of profit 

margin do you look for? 

15-20% depending on how the fmn operates and what you traditionally receive form 

clients; you shoot for something optimistic like 15 or 20 %, you may make ten or fony, 

depending on how the project evolves, your level of expertise, or how much production 

information you have as standard information you can just fold into the project, which 

doesn't take as many hours to produce. 

Do you have any idea how that sort of profit margin compares to other professions in the 

building industry? 

That's an interesting question. As the architect, we do most of the marketing for a 

project, we have most of the expenses involved, either personnel time or physical costs, 

printing copying or photographing things, and generally the consulting engineers tag along; 

they may send you some material, they may send it to 25 firms but they only have to 

prepare it once. They have some costs involved with that but it's never in the cost range 

that we have for putting .a proposal together. For a complicated project the proposal could 

be from a thousand dollars in time and materials to maybe ten or twenty thousand, just to 

submit one particular project. And the consulting engineers contribute very much to that 
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cost, and we don't get reimbursed for that. Then we get the job, negotiate the cost with the 

client, we figure how many hours it's going to take us to do the job, we take our profit of 

the top of how many hours it's going to take to do the job, and that leaves us with so many 

dollars to pay the engineers. And frequently we'll ask the engineers for a fee proposal and 

consultants have typically made 25 - 50 percent of the architects fee on the project, 

historically. Their business is a numbers game just like ours is to an extent; they have to 

deal with a smaller percentage of the project and fee, they have to do more projects, and 

their work effort is reduced and everything, but it seems like the engineers here in town 

doing consistent work with the architects are doing quite a bit of work and they may be 

making more than the architects individually cause they're working for more firms. I don't 

know that for a fact though. I sometimes think we're the last item on the food chain, 

contractors thing Liey're the last. 

In your work with --, you mentioned you had more success marketing their 

architectural services than their engineering services, and it has been suggested that it is 

generally more difficult to market engineering services. Why is that. 

For me I think it was because I didn't know enough about it. I think it's incredibly 

important that the marketing person have a good knowledge of what it is they're trying to 

market. I'm an architect and I understand more about architecture than about engineering. 

It's easier for me when I'm talking to a client to express my understanding in it or interest 

in it than if I'm not very knowledgeable. So I think it's very important that the marketing 

person may need to be a graduate architect. That isn't always the case, pure marketing 

people have done the marketing and done really great jobs at getting work into the office. I 

don't know what level they step out and the principals come in and sell the job. In smaller 

firms part of what the marketing person has to do is find the job propose on it and then go 

and sell the firm, along with some of the principals if they aren't the principal. It gets a 

little more complicated. When you understand your profession I think you can express 

more clearly to the client your understanding of that project. I didn't know enough about 

civil engineering to fill a thimble so I felt like I was lost and had to rely a lot on the engineer 

to fill the void, and a couple guys were good at that but some of the senior staff didn't 

show the interest they should have, and I think that precluded us from getting some of the 

work. They didn't show an interest in the marketing or the shortlist. They had the attitude 

they should just be hired without selling. You can't take it for granted that because you did 

ten jobs you '11 get the eleventh. there are a lot of others out there working to get it. 
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In your overall experience how well do you think marketing people are received within 

the profession as professionals themselves? 

I don't know much about marketing courses at the university, there's probably plenty I 

could learn, understanding the human side of selling, but from my experience for 

architecture I think you need to be a graduate architect, have that experience and schooling 

or been in the business to be more successful at it. I know that's why I'm here,-- and 

-- believe you need to be in the profession to be successful in selling the setvice. It's 

been my experience that there sometimes is resentment towards the marketing person in a 

flrm, you go to lunch, travel, make more money, it's often difficult for other staffers to see 

what you're doing. most frequently our time is not billable so it's an overhead cost that 

comes out of any profit sharing or raises. But somebody has to do marketing, reading the 

newspaper, legal notices, bankruptcy cases, lawsuits, possible new projects you wouldn't 

hear about any other way, who's doing what to who, what architect did this project and did 

such a poor job. You have to know what your competition is capable of doing or you can't 

compare yourself with them. 

One of the things -- thinks is that the principals of the frrm put too much emphasis on 

the person making the first contact being the designer. 

I have two business cards and have to be very careful which I give to who. One says 

marketing, the other architecture. It really depends on the client who they're going to want 

to be talking to, you have to understand what the clients looking for. I suspect that if I gave 

someone doing a small job the card for marketing they wouldn't take me nearly as seriously 

as they would with the card that says architect. Marketing sounds like a sales job when 

they want a designer. --'s probably right. There may be times when you want to send 

the architect or designer out and there may be times, talking to another marketing person 

and you wain them to know you're the director. You have to have that professional kind of 

relationship with another marketing person. I don't use the marketing card very often. 

In your experience how soon does the designer usually come into contact with the client? 

Not until after the contract is signed and someone has done programming. The designer 

may come into it, may do the programming, may be the project architect also, it depends on 

the firm and the skills of that person. In a small frrm it may all be the same person. Bigger 

firms have the whole marketing department then the principal comes in or sometimes it's 
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the reverse of that Then they may bring in the project manager and then you fmd out who 

is going to the interview. Is it going to be a designer, or does the client want to see the 

project manager. Sometimes the client wants to see the project manager or the designer, 

and dictates that, and the principal is along to order pizza. They want to talk to the manager 

and designer see what they think because they spend the most time with them during the 

development of the project If they're looking for high design, you send your best 

designer along and the project manager just orders pizza and requests people's time sheet. 

You have to evaluate the needs to be or what they tell you they are. Who you send along 

and when they interface with the client. Some times the client may never meet the designer, 

the principal or manager is the front guy. Takes everything to em, 'here's what we've 

done.' 

You mentioned the situation between the two banks; how did you find that out? 

We'd known that for years. From past work with them. I read just recently that one of 

them is going to sell a bunch of their property, maybe all three of those branches. You 

have to read the newspaper, keep on top of them, fmd out who buys that property and 

make a contact with them. If they do sell them there'll be a real estate transaction notice in 

the Territorial and it might identify who buys the property. Sometimes one of us know the 

person and we can figure out how to get in their hip pocket & get some work out of it. The 

proposed stadium downtown went away and the Mexican village development is back, so 

we made some phone calls and found it was time to offer design services, which we 

wouldn't have known this far in advance unless he called us or we read it in the paper, so 

we took the initiative and called him after reading it in the paper. Marketers have to have a 

file of all that information to follow. The private investigator deal. 

Would you have any comments on the inclusion of marketing courses at the college of 

architecture? 

I'm glad you asked. At the Advisory Committee meeting this month the Dean or-

asked the other architects there 'what do we need to teach here?' Almost all of them said 

you need to teach more CAD skills, the students that we're hiring need more and more 

CAD experience so they can walk into an office and sit down and do something productive 

immediately. It used to be that they'd bring a student in here and sit him at a drafting table 

and he could develop some concepts, do some details or a site plan or something. That's 

still the case, that you need that versatility for someone to come in and do something on 
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CAD. However, not everybody in that college is going to be a designer. There's one or 
two in every office, and there's fifty or so students who graduate every year, so what are 
the rest of you going to do? There is one or two marketing people in every fmn and four or 
five drafting positions in every fmn and management positions in every fmn. The college 
needs to address some of those other things and I think something really important to teach 
is marketing, some marketing classes. What is architectural marketing? How do you put a 
marketing plan together? How do you make contact with people? When do you do it, and 
all the things that we have been discussing. Plus, they ought to use all the computers they 
have there to start teaching those kids that want to do that how to put a proposal together. 
What do 254's and 255's have on them? How to write all the stuff about your fmn's 
services; if the firm doesn't have it and you're hired to do marketing you have to dream all 
that stuff up, if they do have it and it's either too long or too complicated for a person to 

understand or there's not enough information, how do you amend all that to make it more 
sensible and in your own way as a director of the marketing or coordinator. Those things 
need to be taught. How to use Pagemaker and some of the graphic programs to make the 
proposal like some of the things I've been doing, how a little may be more interesting to 
read. I want to talk to Dean Hirshberger about that. That's something they need to add to 
the curriculum there is something to do with marketing, because that is the future of 
architecture. You don't market and you don't need an architect, you don't need a project 
manager, and you don't need a designer. There's no work. Somebody's got to do it. 

One of the things you mentioned last time was that clients seem to be hiring firms that 
have more than just single project experience with something. Would you be comfortable 
with my saying that clients are getting increasingly specialized building types and that they 
were as a result demanding more specialization on the part of architects? 

That's true. They are. That is true, and they are selecting for short lists architects that 
have done 25 recreation centers. If you've only done twenty you may not make the 

shortlist. I mean that may be an exaggeration, but on the other side of that, with our 

proposal for the minimum security facility, this office has zero experience. None of the 
principals have any, and though I've done programming for a jail, the 360 bed brig for the 

Navy, that's the closest it's ever come. Almost all the firms on the shortlist had no jail 
experience. We ended up with the job with no real jail experience. Maybe the county is an 
oddity out there or maybe they believe in the idea that most architects can solve problems. 

We're supposed to be problem solvers and they felt that from that short list everybody had 
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-a well balanced background and could probably solve their problems just as well as a few 

of the firms that had submitted that had probably done three or four jail facilities. 

Hasn't it been about ten years since any major jail facilities were built in Tucson? 

Yeah. -- did the last jail with a finn out of the Midwest, the sheriffs facility off of 

22nd and Mission, and the Wilmot prison was built somewhere around that time too. So it 

goes both ways, but I think you're right. I think generally clients are looking for towards 

architects with more specialization, but they're also, from what I'm reading nationally, 

looking for better quality service. They seem to be shifting back towards when times are 

tuff they seem to be looking for more quality in the service, they want to see why and 

'.vhere their dollars g() for professional design services. If you look at questions from the 

client for a proposal, probably the question with the highest points awarded would be the 

one with most relevant experience, and then second highest would be the project team's 

relevant experience with this project type. Those are always the two highest point

gathering questions. The finn's experience with the project type, and then the individual's 

experience with the project type. And the third thing, though they don't ever ask that, the 

third thing you have to do with a proposal is the finn has the experience and the individuals 

have the experience and you want to make sure they both are the same thing, that this guy 

did this job. Frequently either somebody doesn't do that because they don't have the 

understanding that you have to link this project with this person, or the person's no longer 

with the firm. So you have to B.S. your way through it, and I think they see through that. 

The fmn' s got 25 jails in their portfolio, but the guy that did 24 of those is no longer there. 

He's with fmn 'x', and he's submitting on it and he can show them that while finn 'a' has 

the project experience, he's really the expert that put the project together. And he may get 

the job, and he probably should because he is the 'expert', not the frrm whose building it 

was done in. He's got the knowledge in his head. I try to make an issue of that, because 

my experience has been with other frrm' s and the experience of other people in this office 

has been with other firms. If I've done some jail work, I'm going to make a big issue out 

of that even if the fmn hasn't. And hopefully, when the client reads that they'll say 'well 

-- has some experience with this and it looks like what we're looking for, but his finn 

doesn't but he's going to do the job and the firm is the envelope that holds-- and all the 

other people in their, so we'll go with them, versus the 'A' finn over there who had done 

these projects before but they don't have anybody who has real knowledge any longer.' 

Has this fmn had pretty steady growth since 1977 when it was started? 
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It did in the beginning. -- said it had 25 people at one time, probably in the mid 

eighties, the 80 to 86 range, I'm not quite sure. We're back down to 13 now. We 

developed this business plan to get a little more growth because theoretically I'm supposed 

to make it happen by magic or because they have 'a marketing person' it's going to happen. 

Maybe it will, maybe it won't. The goal is to make it happen, so hopefully there'll be a 

little more growth this year financially, and projects that are a little more complex, a little 

higher construction costs and a little higher fee. Whether we bring more people on or not is 

another issue. The work load in this office changes almost daily because a good portion of 

our work is walk on stuff from previous clients; they call up today and say lets do this, and 

tomorrow they say lets don't do that lets do this.' Some real big shifts doing that. I don't 

know if all offices have the luxury of doing that and the fee on that stuff is really small. I 

don't even know exactly what they get, but I bet they can count on quite a bit of money 

each month just from the one client. But it's not like having a three or five or twenty 

million dollar contract that you can count on for the next six months to a year and a half. 

So many dollars flowing through every month, and that's what we're looking for. We're 

trying to get more projects, three or four $3-4 million projects each year, along with all the 

other little stuff that's going on. That's about what's going on regionally. The military has 

a project now That's about $16-22 million that we'll submit on. So will probably a 

thousand other people. The government just received 1300 proposals for a $30,00.00 job, 

so it's conceivable that they could get 1300 proposals for this $16-22 million job. I know 

the VA has a couple projects coming up, and they will limit their radius to just short of 

Phoenix so they don't have to deal with all the Phoenix firms. A 70 mile radius or 

something like that. The Phoenix VA says within a 100 mile radius of Phoenix, so that 

sort of wipes out Tucson. The Prescott VA will received proposals from firms in the 

Phoenix area. The Corps of Engineers very rarely limits their radius, so it's conceivable 

that some guy in Boston could read this add and submit a proposal, and they may get the 

job. And this project will attract the heavy hitters, the 100 and 200 and 500 person firms, 

just as well as it will attract the frrms like ours with 12 people. I was told an 8 person frrm 

in phoenix just recently got a job with the corps worth $50 million. That's a lot of fees, 

6% of $50 million. There is a belief that an eleven person project team can do any kind of 

project, any scale. Eleven architects and draftsmen. The whole team with all the 

consultants may be quite a bit more, but the architectural team doesn't necessarily have to 

be very big. 
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Appendix 1: Interview with Firm B Marketing Coordinator 

(1 0/17/91, & 11/5/91; edited & abridged) 

Let me start with your personal background-just tell me about that. 

I have a bachelors of Architecture from the U of A, I graduated in -- and went and 
worked in Los Alamos NM for a subcontractor to the federal government at the National 
Laboratory as an architect and I was doing large small medium projects remodels & 
additions, a few new buildings and sometimes if the project was mostly architectural, as the 
only architect in the department, I was what they call the lead engineer and I was 
responsible for coordinating all the disciplines. A lot of project management type of things 
and some construction administration type services, although because it was in-house 
projects it was mainly observation and checking. I did that for two and a half years and 
then transferred to a different department where I was the construction manager basically, 
and oversaw all the crews and managed all the individuals, the foremen, the journeymen 
and learned a lot about construction, learned mostly about roofs and then decided after two 
and a half years of that that it was time to go back and get my masters degree and do 
something a little bit different. So I came back to the u ·of A and spent two years getting 
my masters degree; after about a semester I decided to focus on marketing and did my 
research, did a lot of reading, talked to a lot of people, took several marketing classes 
through the marketing department at the University, and drew some hypothesis of my own 
about marketing in the architectural profession, and wrote my masters thesis. I graduated 
in may of 90 with my masters and began working for-- in August of 90. So I've been 
here a little over a year. And my title is Marketing Coordinator, so I do a little of 
everything; everything to be done I do. I've gotten involved in some roofing projects here. 
90 percent of what I do is marketing. 

How exactly did you run into this position here? 

-- was going through some difficult times, they had down-scaled from a staff of 60 
in the Tucson office , over a course of some time, 12 when I joined them in August, and a 
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really core group of people, project managers, a designer, a principal, an accountant, 

myself, and an electrical engineer and a spec writer. And that was about it; we had a couple 

of other architects who did construction administration and design development and CDs 

and things like that, but it was really a core firm, and the goal was to come out of 

[reorganization] and start building the finn back up. They had had a marketing director at 

one time when the firm had 60 people, they had a three or four person marketing 

department and they had a principal in charge of marketing. While the firm withered away, 

the need and demand for the marketing department of that size went away. By the time I 

was hired they didn't have a principal in charge of marketing anymore, marketing was 

being handled by kind of a core marketing team made up of a project manager and a project 

designer, and they had advertised the position and then decided not to fill it; I'm not sure 

they thought they were going to be around. I had responded to that advertisement in the 

news paper sometime in July and re-contacted them about a week later, at which time they 

told me they weren't going to fill the position. And about a month later they contacted me 

and asked me to come in for an interview-they had decided to fill the position and were 

interested in talking to me, so I came in. So it perfect for me timing wise; I think that it was 

really an interesting opportunity to come into a finn that was really on their way down, and 

as a marketing person see if I could make any sort of a difference in the direction of the 

firm. And with some fairly fresh ideas about marketing and some maybe unrealistic ideas 

about marketing too, I think I managed to make a little bit of a difference in the firm, and 

we started writing a new marketing plan as the first task at hand, developing some strategy 

and it took about five months before we actually got a job. Once we got that frrstjob we've 

just been climbing and gathering momentum since then. It's really been an interesting 

process and it was really an exciting opportunity; I thought either I could make a difference, 

or it would be no skin off my back. They had been on their way out before I showed up. 

But it looks like It's working out. 

So you started working on a marketing plan as soon as you started working here? 

Pretty much. I think I was here about a month and a half before we started having 

weekly marketing planning meetings. We have a weekly marketing meeting and that's a 

given-we go through the whole marketing outlook and do things-but we also started 

having weekly market planning meetings and those were a broader sort of business plan in 

some ways. It's really exciting to go through that process with this type of firm. -

was founded in 1970 so this is a firm that had 20 years of experience as a successful 

architecture firm, 20 years of doing some significant work in southern Arizona, significant 
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work throughout the state and had really made a name for themselves, and had come across 

some difficult economic times, difficult financial problems, some poor management 

decisions and had found themselves in really dire financial straights. But it was like a new 

firm when I started, very different people, only one principal-the firm had always been 2 

to 3 principals-and really starting from nothing, except with 20 years of experience. So it 

was really exciting, we weren't starting from zero, except that we could rewrite the way we 

were going to do things. Take a real long hard look at what was happening in Tucson and 

in architecture and make adjustments for that in how we were going to approach it so it was 

a tremendously exciting time for everybody in the firm, when I started the core that was left 

was extremely dedicated very committed to making this work. It was very interesting 

because some of the employees had been with the frrm 20 years. Project manager had been 

here 7 or 8 years, designer had only been with the firm a year, and the spec writer has been 

here 10 or 11 years, the longest besides the principal. So there was an incredible loyalty to 

this firm and a real desire to prove that we could make it. It's just been very rewarding to 

watch that pay off. Everyone was real excited about going through this new market 

planning process and taking a hard look at Tucson and at the frrm, and at the firms history, 

really understanding what went wrong what went right, and building on that. 

What made you decide to focus on marketing? 

The first semester I came back to the university, I did an independent study doing a lot 

of reading. I read about 25 lx>oks that first semester just about the profession. Gutman, 

Jones, Coxe and so on plus books just about architecture, old, new, trying to get straight in 

my mind what architecture meant to me, what I really believed it was, what was important 

to me, and really understanding what my strengths and weaknesses were, and what it was 

that really interested me. I just started seeing a repeated theme in a lot of things, and the 

economy in Tucson probably drove a lot of this, the need for architects to present 

themselves in a favorable fashion and very professionally, and to develop a personality of 

the firm and not be schizophrenic depending on the client or the project, but to be very 

ethical, moral, straightforward about practicing architecture. It's a very complex industry; I 

think a lot of architects get caught up in the complexity and loose themselves a little bit. So 

I identified a real need for architects and firms to develop this personality and to market 

that, and then to identify what the needs were and to respond to that. Marketing is not 

selling, it's really understanding who you are and who needs you and helping the client 

understand that he needs you. There's a certain education process that goes on in 

architecture/marketing, on both sides; the client educates us and we educate them, and 
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there's a real give and take. I think we learn more from clients than they learn from us in a 
lot of respects. I've heard a lot of architects make comments about telling or teaching the 
client, and I'm a little bit offended by that attitude because I really think that 80% of it is the 
client teaching us, about his needs and about who we are. We really learn a lot from the 
client about what our strengths and weaknesses are and they're not afraid to tell you what 
you are or aren't good at, and if we are willing to listen to that, there's a tremendous 
growth and learning process that can go on. I think that's very important. 

Going back to your work in Los Alamos and your work with government contracts, did 

you have any exposure to marketing aspects at that time? 

No, not really; when I had been with the company 2 years, their contract with the 
Laboratory came up for renewal, and I became involved in the proposal process. The 
government had put out an RFP for the contract and the ZIA Co., among many others, had 
responded to it, and that was my frrst exposure to the RFP process. It was very different 
from an architectural response, this was for construction and maintenance contract, and 
there were a lot of management, administrative and support aspects to it, and I was 
assigned to the team as a graphics component. I designed the cover to the RFP and gave 
some graphic feedback as the only architect in the company. They came to me and said we 
need some aesthetic components. Unfortunately the ZIA co. wasn't successful in retaining 
that contract. I started understanding marketing at that point unknowingly-! don't think I 
would have used the term marketing then-I started to understand the process of what had 
occurred and the competition and so forth, but I don't think the word marketing meant 
anything to me at that point. I got involved in some public relations activities between our 
firm and the one that eventually won the contract I had done some work for the general 
manager of the company when I had only been there 6 months, the company reorganized 
and I did some space planning. Departments moved, people moved, equipment moved, 
etc. So I was in charge of that and stayed on and went through the whole equipment & 
furniture moving process, and won favor with the general manager of the company. He 
was an interesting man, x-~y, an impressive man, wielding a lot of power both in the 
company and in general in Los Alamos. He looked to me for advice, for confrrmation that 
he was doing things right, really an interesting relationship. He depended on me to make a 
lot of decision for him, and relied on me a lot. I just became his confident on personnel 
management decisions. So here I was this architect in this 1200+ person company, and I 

was making decisions with this man. He was not a very popular person, made unpopular 
decisions, but right decisions. The company had contracted with the Laboratory for some 
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30 years and it was time for a change no doubt, which is why the other company got the 

contract. So those public relations activities were really my first exposure to marketing. 

So essentially you got a pretty broad exposure to management 

Very. It was very educational to watch the workings of a huge company, with 1200 

hundred employees, of which some 800 were union, so there were a lot of really 

complicated administrative issues and the engineering department supported the 

construction and maintenance effort as well as other laboratory project, so there was sort of 

a two sided thing happening there where we were in charge of line projects and we also did 

in-house things that were going to be constructed by our people or developed by in-house 

resources, so there v:~s a double effort going on in terms of \vhat was required for different 

jobs. Being a sub to the National lab was a very political situation, and the sub is always 

like a step-child, never really in favor, so there was a lot of mending of fences that went on 

all the time and the lab was very demanding that way. It was exciting to be right out of 

school and doing these things. 

When you returned to the masters program, from the books you went through, you 

mentioned you were trying to defme architecture for yourself or your role in that; could you 

tell me what you came up with? 

I knew when I carne back that I needed to find something that would compliment my 

strengths, and those strengths did not include design, spending time on the board. That 

was probably a function of the ZIA co., I was really discouraged from drawing there which 

was so contradictory to my education which teaches us to think through our drawing. The 

ZIA company told me they couldn't afford to pay me to draw, they had a drafting 

department, I was a professional hired for management, leadership, etc., not for drawing. 

Very quickly and early in my career development the pencil was so to speak taken out of 

my hands and I was thrown into a different environment. That was really interesting and 

beneficial in many ways, but I never really developed my drawing skills as a professional. 

So my confidence in drawing and design and making real architectural decision was very 

limited. I could make management, project coordination decisions very easily, but 

architecturally I wasn't doing that much. The designers and the draftsmen upstairs were 

doing most of that. I'd give them a sketch and tell them this is what we want to do. I did a 

lot of planning, some programming with user groups etc., all the user group contact. That 

was really interesting and I enjoyed that, sitting down with a group and really 
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understanding their needs. Most of the projects were fairly technical in nature just because 

of the lab and what they were doing, a lot of lab redesign, heavy mechanical and electrical 

components. Fantastic experience learning to more closely coordinate with the other 

disciplines. But in terms of just drawing and understanding how things are built, I missed 

that. So I went ove;r to the construction side of it thinking that's what I would get, but that 

really turned out to be a management position too. Very little time on big construction 

projects, a lot of roofmg, re-roofmg huge buildings etc., but not a lot of detailing etc. Most 

of the work was field directed, didn't work from documents very much. My exposure to 

the whole construction process was fairly limited then. We did a few new projects but 

relatively small ones. So all the sudden I'm five years into a career as an architect and I 

don't know that much about architecture. So I wanted to stay involved in architecture but 

felt I \vas already behind the eight ball, sort of five years behind anybody who'd worked in 

a firm for five years. So I wanted to come back and find something that complemented my 

strengths and let me forget about my weaknesses a little bit. Concentrate on my strengths. 

So it was going to be something more administrative/management than on the architectural 

level and that's why reading about the profession and understanding an overview when 

you read about the profession these books talk very little about theory, but what do 

architects do. So understanding the role of an architect was really interesting to me. And 

programming was something that had crossed my mind because I really enjoyed the user 

contact but I came to the realization that programming is a position that would require a 

huge firm to be full time programmer. A programming effort can last a couple of months 

for a huge project so you need huge projects one after another to support a programming 

effort like that. So that was unrealistic in terms of logistics; that would require that you 

work for a huge firm and hence live in a huge city and I didn't want to do that so that 

dropped out as an interest and marketing became a lot more realistic. Not a lot had been 

written about architectural marketing in the last seven or eight years but there seemed to me 

to be something missing about it so I set out to find out what that was. I don't think I did, 

but that was the goal. 

When you were thinking about the proposals or programming did you see that as tying 

in to marketing? 

Maybe a little bit. I think the programming, the similarities that I see, had to do with the 

kind of contact, the user. contact, identifying needs. Marketing is identifying needs and 

responding to those just as programming is, so that's what I would call the similarity, and 

the fact that in marketing you're working with the potential client, and with programming 
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you're working with someone you've already contracted with to perform a programming 

effort of some sort. So ther! are a lot of similarities; you are drawing information from the 

client in programming and in marketing you are drawing information from a potential 

client, and you're responding to that. In programming you're responding in an 

architectural way and in marketing you're responding in a broader sense of confidence and 
trust and honesty-you are communicating an image. In programming you're 

communicating a physical requirement, a physical need. But the same kind of listening 

skill, being able to ask the right questions, in programming it's critical that you understand 

what to ask, how to ask it, how to evoke this information. It's all a communication 

process where one thing feeds on another, circular, it's the same idea, different intents and 

results. 

In proposals and programming, as well as marketing, you're communicating that you 

can find out what the clients needs are and in fact can respond to them in a specific sense. 

I've talked to a couple people that brought up proposals and programming as elements of 

high priority in their overall marketing effort, and I haven't really come across that type of 

emphasis in what I've read. 

I can only speak to-- because that's the only fmn where I've worked in this capacity, 

but-- is a very market driven finn and marketing defmes the operation of the finn in a 

lot of ways. We have a high school student interning here who does a little of everything 

and spends a little time with every person in the frrm learning what they do and he's really 

fascinated by CAD and things like that. But our project manager has really been trying to 

emphasize to him that everything is in response to some sort of a marketing effort. Even 

when we have established a client relationship, we've been awarded the contract, we're 

providing the architectural services, there are still marketing aspects to that, not only future 
work for that client but references, we want to be able to include this client on our reference 

list; when you're providing a service you are developing a perception in that client of who 

you are and what kind of service you're providing simultaneous with the fact that you're 

providing this service with every telephone call, every meeting with them has marketing 

implications. So everything in this frrm is some sense or another really comes back to 

marketing. It's a reality that has always been there in a sense but probably has not been 

spoken or written about until the early 1980's when the economy required that people start 

understanding what really drives their frrms. It came down to marketing drives their frrm. 

Now there are practices that are very design driven, the high design frrms that we're seeing 

in Progressive Architecture and other places; there's a different client base for that. But 
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regardless, there is a lot of marketing that goes on in those firms; reputation, perception, 

people come to them because they're published, there's a different kind of visibility thing 

happening, and their marketing effort is on a different level, a different focus, a different 

orientation. They have to market just like the rest of us though. The economy dictates that 

every firm has to market 

-- believes very strongly that the proposal is your strongest marketing tool, that by 

the time you've been short-listed for a project, you for all practical purposes you have the 

job, and that one last interview is your chance to loose it. 

Right 

And so he believes very strongly in the proposal as the key to bringing his pre-project 

marketing efforts together with a contract In your experience here at-- have you seen 

that? 

Typically the way that I see it, if you are short-listed after the proposal which is really a 

qualifying document and is becoming more specific as time goes on, the interview is where 

you need to demonstrate a personality, can the client work with you, are they comfortable, 

projects can last 2-3 years, it becomes a very strong relationship. If you're working with 

someone weekly for two and a half to three years, you need to know you can get along 

with the person, and that's really what and interview is about, it's a demonstration of 

personalities, what your communication skills and strengths are. The proposal is where 

you demonstrate that the firm is qualified; we've done past work of this nature, we can 

respond to your schedule needs, we can respond to your budget constraints, we have the 

personnel to do the work, they have the necessary qualifications and experience and skills. 

In the interview, you need to show the client you understand their project, you understand 

them, and you can work with them, you have the personality, you have the organizational 

skills, the understanding of who they are. 

Let me go back for a moment to--'s situation. You told me that they went through a 

major reorganization in the last few years, they down-sized quite a bit in the process, they 

have 20 years experience; has there been any degree of continuity in their markets previous 

to the reorganization? 
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--has always been relatively strong in commercial markets, industrial markets, at one 

time involved heavily in criminal justice work, they'vt; always had a long history of 

educational work and institutional/university type work. Some health care. We have a 

tremendous amount of experience and continue strongly in tenant fit-ups. The commercial 

and industrial markets very flat right now as a response to 1le 80's when we built, built, 

built, and there's not enough absorption of the office and industrial space. We've always 

been very successful in those markets when they're active; they're not active right now so 

we have to focus on other markets. The educational market is almost the only market in 

Tucson right now, with TUSD's huge bond package they have literally kept the 

architectural profession alive in Tucson. When that goes away we will probably see more 

firms go away. It's really unfortunate, but I don't think the commercial and industrial 

markets are going to come back fast enough to fill the gap. The firms that have relied on 

local educational projects will probably not have enough work to do. So part of the idea is 

to understand what market is going to come back, and when, and what can we do to 

compete in that. There's no magic, it's all a little bit of being in the right place at the right 

time. --has experience in all the right markets to compete. We draw a lot of individual 

experience, and that's something that I didn't recognize before I started working here. 

Finns have a body of experience,-- has a 21 year lxxly of experience but the majority 

of that experience was performed by people who are no longer with -- and it's very 

difficult; we can call that firm experience, but when it comes down to knowing the client, 

understanding the ins and outs, chances are that the individual that did that work is no 

longer here. But we have individuals here who have a tremendous amount of experience 

from their previous employment and that's experience they take with them. They don't 

leave that at ADP when they leave; that's with them always and that's really important. 

And I like to think that clients would look at individual experience and the qualifications of 

the individuals; typically the focus has been on what does the firm have in it's past, there 

needs to be a level or emphasis on distinguishing between those two. 

Just for general background of--, can you tell me what led up to their reorganization? 

I don't know too much about it. When I started here I decided I not to try to understand 

it. I didn't want to be colored one way or the other by past events. I felt I was starting 

with something new and I didn't want to get caught up and carried away with what had 

happened here in the past; if we were going to make a fresh start we needed to do just that. 

There were several other projects that we provided services for that we were never paid for 

and the economy took a dip at the point all this was happening. Obviously the trickle down 

162 



effect-the developer goes broke and everybody follows him to bankruptcy. The economy 

didn't rebound at all, TUSD hadn't started their work yet and there wasn't really anything 

to fill in. There wasn't work enough to keep everybody busy. I think that it's no secret 

that poor management decisions were a factor too. Why do you do $---- thousand worth 

of work and not get paid for it? Don't you realize after a certain point that you're not being 

paid and maybe you not do any more work? My sense is that someone wasn't watching 

carefully enough to the work that was being performed and the fact that we weren't being 

paid for it It probably was the thinking that we have 60 people working here, we need to 

keep them busy, instead of laying them off. You want to keep everybody there and keep 

them working on a real project. Unfortunately the real project didn't have any money 

behind it. That's really the crux of it. 

So-- came out of that in an economy that wasn't generating enough work to keep all 

the local architects going anyway, and TUSD hadn't started their bond projects, or were 

just beginning, and one of their earlier priorities after reorganization was to revise their 

marketing plan; you were hired prior to that particular point so you were involved in the 

development of the marketing plan and the degree of continuity in markets has depended 

more on the status of those markets. 

Right. The continuity of the markets is really dependent on what's active. But also a 

little on individual skills, and this gets back to drawing on your strengths. Marketing is 

really a realistic evaluation of who you are what you're good at, not good at, what you 

want to be good at, and responding to the answers to all of that, and who needs your 

services, who can you best provide those services to, who needs what you're good at, who 

do you need to hire to compliment those strengths and help eliminate some of your 

weaknesses or voids, what you need to fill in. I think we've done that fairly successfully 

with the educational market and the health care market. I would say, philosophically the 

marketing approach from pre [reorganization] to post [reorganization] is very different. 

But the markets are probably the same (not the clients, the markets). That's a function of 

what's active, inactive, wh&t our past experiences are, individually and firm wise. 

Let me run through some statistical questions. Do you have any idea what the current 

market mix is, what % are repeat clients and what % new or referrals? 

Probably half our marketing efforts now are focused on new contacts, people we don't 

have an established relationship with. Maybe 60%. The rest, probably 30 % is people 
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we've worked with in the past, then a group that's harder to put a fmger on who've been 

referred to us by previous clients, 10-15%. Probably half are cold contacts, we have made 

contacts with them, we are in the process of establishing a relationship with them but 

they're not past clients. 

Of actual projects, what % are new? 

Probably a third. 

So you're really concentrating on developing new clients; that's a relatively high 

proportion 

We have been relatively successful at developing new relationships I would say. Some 

are not huge projects, tenant fit-ups & so on, but they're new clients and there's potential 

of developing more work from them 

Are you pursuing educational clients beyond TUSD? 

That and health care 

So the education, health care and retrofit markets are your major markets right now? 

We also have an engineering department and we do a lot of electrical engineering. We 

also have been very successful in pursuing government contracts. Another point to make is 

that when I started here, the principal who had been in charge of marketing was no longer 

here, and he took with him a tremendous amount of knowledge about marketing, and 

although there were individuals who filled in to provide the tasks that needed to be done, 

we started about from ground zero understanding marketing. I had some book knowledge, 

but it was really like starting over. I think as a firm starting over where we did we've had a 

phenomenal amount of success. 

What did you get from your book knowledge and how does that compare with what 

you've seen here? 

The masters process helped me understand in a broad sense marketing and how it 

applied to architecture; it was rational application of how it should work. I think a lot of 

what I learned is very real, very true, and the conclusions that I drew are very real. Some 
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of them are not as real, and there's a lot of naivety in them. But for the most part I think I 

hit a lot of things right on the head. They're not things that are going to change overnight, 

or that anyone person can make a very big difference al:x:mt, but I wouldn't say it's a heads 

and tails difference from what I expected it to be. Understanding the profession and how it 

really works and then the importance of marketing-! think some architects have an 

unrealistic view of what marketing is supposed to do for the frrm. I probably did, and I 

think I'm a lot more realistic now about what it is. I thought marketing was the end all 

solution to architecture firms problems, and it's obviously not. But it does need to be a 

very integral part of the entire firms effort 

You had mentioned that-- had eliminated their marketing department prior to the 

reorganization. Do you feel that contributed to the decline? 

The finn has always had a very strong marketing orientation and they certainly have 

recognized the importance of marketing. When a department has three or four people in it 

what you're really talking about is a lot of administrative and clerical support work, that 

was what was cut back. And with the whole firm slowing down, the clerical and 

administrative work can be accommodated other places. They did not eliminate their 

marketing effort by any means because there was still a principal in charge of marketing 

and he took up any slack and was able to carry through. As the frrm got smaller I think 

they still very much recognized the importance of marketing and I don't in any way that if 

the economy dictated such action as eliminating personnel, the marketing effort would be 

maintained very strongly to the very end. It would have to be; new work is your only 

prayer for existence, and they recognize very strongly the importance of that. 

How would you prioritize marketing activities? 

This is personal and I think in response to the firm and the way we organize things, but I 

think maintaining current client contact and past client contact is probably the most 

important thing. 

You said you did a little bit of everything, but I need to go back and ask you what that 

entails more specifically. 

Officially my job title is Marketing Coordinator and my responsibility is to coordinate all 

the marketing exercises, tasks, activities that occur in the fmn. The marketing team is made 
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up of our project manager--, our principal--,-- our designer, --who does 

most of our interiors work, and myself. Five people on the marketing team, but I'm 

responsible for coordinating the activities that are marketing oriented, and that involves all 

the people on the team. The tasks are assigned according to who can best do those tasks; 

any graphic exercises are basically designed by-- and then I do the production, for our 

marketing material. He comes up with the schematic and then I do the work. Proposals 

are the majority of my responsibility in the office. When an RFP arrives in the office, -

. and I, sometimes with --, discuss the project, the client, all the aspects of the RFP to 

identify whether it's likely project for us. What the benefits, advantages and disadvantages 

of pursuing this project are. If it's something that comes to us kind of cold and has a 

[relatively] short tum-around time, we usually won't respond to it. Our attitude is if you're 

going to go after something you have to give it 100%, we've never responded to an RFP 

with the attitude that we'd just throw it together and see what happens. If we decide to go 

after it really put our time into it and put a lot of effort into it. If it's worth going after it's 

worth putting the time into it. Typically our process is to look at the RFP and say 'these 

are what our strengths are, these are what our weaknesses are on this project, and how is 

that going to come out in the wash so to speak.' If we decide to go ahead and pursue the 

project, then I write the proposal. Originally, when I began [working here] there was a 

considerable amount of input from --and-- on those proposals, but at this point, 

after having been here for a year and a few months, it's really limited input from them. -

-and I generally have a fairly significant discussion about it prior to writing the proposal, 

so we are on the same wave length as far as what should be in the proposal. Then I'm 

responsible for putting that into words and putting that on paper, and-- responsible for 

having the final say on that. Originally, he would read and edit them pretty carefully; at this 

point, he has very limited input into it as far as editing. He trusts my judgement as far as 

what I put into the proposals so he does very little editing on the proposals. That's 

probably the majority of my responsibility in terms of time. The other part is identifying 

leads and potential projects. I read the newspaper everyday, the Commerce Business Daily 

everyday, and the Daily Territorial everyday, which is where most of the TUSD, Pima 

College, City of Tucson, Pima County work is advertised. Some of that also appears in 

the newspaper everyday; the real reason for reading the Territorial is for the legal notices, 

and it's a business publication so it has some interesting business transactions, real estate 

sales, a pretty good source of identifying what's happening business wise in Tucson. The 

newspaper has articles about clients like getting awards, which we generally try to 

recognize with a note of congratulations to them, PR type things, plus article about County 

Board of Supervisor's decisions, City Council, any action they take that might affect land 

166 



sales or real estate transactions. Everyone in the office reads the newspaper anyway, but 

I'm responsible for actually gathering all that information. When I'm going through the 

Commerce Business Daily, I make a lot of decisions about what's a good prospect and 

what's not; I know the firm well enough now to decide that So I make 95% of the go or 

no-go decisions. If I think there's something a little questionable about a particular ad I'll 

then go to--, who's been with the firm ten years and the know the firm history a little 

better than I do. 

We also have a letter we send out every six months, we have a huge mailing list, and 

we've found that it's a real effective tool, and I typically write those letters and then-

and --and-- all have their input into it. The mailing list includes past clients, current 

clients, consultants and people we get support from, some of our financial people, and so 

on. The letter is real casual in tone, not real formal, so I write it from a skeleton and fill in 

the blanks from there, I write all the press releases. We put together a couple marketing 

pieces for educational facilities and I've designed those and put them together. We do one 

about every six months, so we have a sort of catalog of things like that; the information on 

the back of the news letter doesn't change that much, we add the most current projects to it. 

How far back in terms of past clients does your mailing list go? 

We really are considering-- a new firm in terms of that; I don't think we go back 

much further than five years. When we're talking about firm experience we don't go back 

much further than that either. It's just not appropriate to go all the way back to-- days 

of--. --is the only one in the firm that has any knowledge of that project, although 

occasionally we'll throw it in to show the longevity of the firm or the stability of our work. 

We still do all of the interior planning and interior architecture at--, so for 21 years 

we've been doing the tenant improvements down there. I'm sure there are other architects 

who have been hired in the interim, depending on client preference and so on, but for the 

most part we do it all. So we can use that in terms of having a 21 year track record, but in 

terms of general office experience we don't go back past five years. 

What experience exactly is it that allows the market continuity that you've maintained? 

In terms of the material that we have, I have an individual resume of each person in the 

firm that we call key personnel, -- and --and-- and our project architect, our 

spec writer and our electrical engineer. I keep all that in the computer. And it identifies all 

their experience by market type, I have a resume for-- for his government work, one 
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for his educational work and so on, but his experience outside-- is identified with an 

asterisk as individual experience outside this firm while employed at another firm. But we 

also make the strong point that doesn't really matter, that's inside of--, he worked as 

project designer or whatever. --has been with the firm a little over two years, so he is 

-- by a year. -- has been with the finn for ten years. -- is our spec writer & cost 

estimator and he's been with the frrm a little over 12 years. ---has been there for seven 

years, and everyone else is somewhere in between. So there is enough continuity to go 

back five years and have plenty of similar project experience. -- has been here the 

shortest time but he has a tremendous amount of experience having come here from--, 

and brought all that experience with him. So it's not that difficult to keep continuity back 

five years. 

One of the things you mentioned was that you thought--'s marketing philosophy had 

changed completely since the reorganization. Is there anything specific or generally having 

narrowed focus? 

Well I think it was a combination of those things. I think we're more focused, not just 

on the Tucson market, but on what our real strengths and weaknesses are, we know what 

our abilities are, I think we are more focused more accurately on what it is that we are 

capable of doing, at least in part as a result of [reorganization], project size, type, location, 

marketing effort and so on. Is the marketing effort in line with the potential project. I think 

we're more focused that way. I think also philosophically or methodologically our 

approach is perhaps a little more personal. We're a smaller firm, and I think we can be a 

little bit more personable, more personalizing, I think we can be more specific to the client 

and that is appropriate for some projects and not appropriate for others. I think that's what 

I would identify as the differences and I think because at this time marketing is really being 

handled by a team our marketing approach is more individualized. We each have a 

different way to approach it, there's not just one person doing the marketing, and I think 

prior to [reorganization] there was one principal in charge of marketing and he had sort of a 

support group that carried out things, and I think now with the team effort we are probably 

a little more broad minded, more open minded, we have a little different approach and have 

some really substantial discussions about what's appropriate for this client and what's not. 

It's not one person's judgement call on the approach, and I think we get a lot better input 

with the team approach than we get when there's one person calling all the shots. We don't 

find ourselves doing the same thing over and over again and I think we really have the 

ability to have new creative ideas each time a new project or client comes along as to what 
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works for that. Five heads are better than one. We've had some really exiting discussions 

about what marketing is and what it should be and how we should approach it, and I think 

sometimes time is a factor and we don't always get some of those things done the way we 

should but the idea is there, but the idea is there and I think that's the important thing; we 

all have tucked in the back of our mind what really is important. And I think with five 

heads thinking about a project we certainly cover more ground than with one. 

So in summary, --'s marketing philosophy in terms of changes since [reorganization] 

it would be the ability to be more personable with the client more direct with the client, 

directly responding to his needs, more flexible in terms of looking at a particular situation 

and seeing if everything will come together. 

Exactly. You're familiar with the term 'situation analysis,' we don't use that term here 

but sometimes we certainly have a more thorough conversation about the environment 

around a certain client or project or proposal. Sometimes it might be a more shallow 

evaluation, but ultimately that's really what it is. You're having a conversation about what 

are they going to respond to, what's important to them, analyzing what the environment 

around that client is. We talk about who our competition is going to be and what their 

strengths and weakness are, and what distinguishes us from another finn and so on. 

Sometimes it's rather significant, sometimes it's rather shallow. The times it's rather 

shallow tend to be projects where we have done work for the client previously, and right or 

wrong the reason is probably that we rest on our laurels a little bit, and probably too much, 

would be my gut reaction. The conversation has occurred before, so to speak, rather than 

reiterating it all again. And I think sometimes that's probably appropriate and sometimes 

we n1ay be wrong, and sometimes it may just be the time factor. And I have no question 

that when it's a time factor, and we don't have a conversation that we should have, it's 

really unlikely that we '11 be successful getting on the shortlist or anything like that on the 

project. It really is an important step. Sometimes the situation analysis is an internal thing 

with me as I'm writing cover letters or proposal summaries or identifying project 

experience that's relevant and things like that, I just go through the steps by myself. It's 

not always a committee or panel discussion or anything like that. Usually it's a discussion 

just between David and myself, occasionally it's a whole team discussion, and sometimes 

it's just myself. 

How do you feel about your thesis now? 
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I don't think I was too far off the mark. If you really try to apply marketing principles to 

the practice of architecture it works. That's what I was talking about the situation analysis, 

understanding segmentation and differentiation and I really think it's the most important 

part about the situation analysis is really an honest look at your own strengths and 

w~esses, and being really honest about that because what that leads to then is the ability 

to segment the market and understand what are appropriate markets for you and it helps 

you to differentiate yourself so it leads to two of the most important marketing functions, 

segmentation and differentiation. Without that it's sort of a hit and miss kind of thing, and 

I have seen many firms here in Tucson submitting on proposals that they don't have a 

snowballs chance in hell. I know we've done the same thing, we've consciously made the 

decision to submit a proposal, to put effort into it, to go after it with an honest 100% effort 

as if we're qualified for the job knowing full well that we probably weren't, reason being 

to develop material, to go through a though process, to understand the client a little better. 

We use it as a learning exercise, and I think firms either consciously understand it as a 

learning exercise or they just use the shot gun method, going after what ever is available. 

If it's done as a learning experience, I think it's really beneficial. We've learned a lot of 

things just from thinking through some things and understanding the client thought process 

and things like that so there's nothing wrong with going after a project if you really put the 

effort into it and think this is something we're going to learn from or use as a vehicle to 

develop new materials or whatever. What I was really trying to understand when I wrote 

my thesis was just 'this is what happens out in the real world, this is how people market 

different products and services, and my hypothesis when I started the whole thing was that 

there was something missing, and I still frrmly believe this. When marketing became sort 

of a necessity in the eighties, when architecture for the most part became extremely 

competitive and people started to recognize the need for marketing, they started using the 

term marketing, and I think they still are improperly using the word. Marketing is not 

selling. And I've had rather heated discussions with people about that. I don't consider 

myself a salesperson. There's a point when sales occurs, but that's not necessarily what 

I'm involved in. You 'close' a sale, you don't 'close' a marketing effort. A marketing 

effort is an ongoing thing. And I feel that the difference between marketing and selling is 

right there in that strengths and weaknesses analysis. I identify what it is that somebody 

wants and I identify what it is I'm good at, and when I find a match I have a lot better 

chance of making a sale. Marketing is tied to sales, but it has a lot to do with everything 

else too. Public perception, and all those kinds of things are really important and that too 

me is marketing, identifying what people need. And I think-- has been pretty 

successful at that. Right now what people need is an architect that can provide really solid 
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planning for educational facilities that are cost effective in terms of size, flexibility and so 

on. The really need an architect that understands education and the processes and demands 

of education and -- happens to have a designer and planner who is extremely talented in 

planning and designing educational facilities, --. He has a very keen sense of what 

happens in a school and how that effects architecture and vise versa. On top of that clients 

need someone who can communicate with them. Educators know education and-

knows how to talk to them. He knows how to find out what it is that they're thinking, 

what their philosophy about education is, what their goals and objectives for a project are, 

and he can help them communicate that back to him so he can make it a reality. That's what 

the market needs right now, that's what people want We happen to be able to offer that 

right now. When the market changes and education isn't the big focus, when commercial 

becomes the issue, it may be very possible that, though-- is a very talented designer, he 

may not be able to provide the image that commercial architecture commands as opposed to 

educational facilities. It may be possible that we'll need to find a designer who has a flare 

for that type of thing. But to go out and say without knowing that-- can provide that 

would be a mistake. The markets are different and therefore I think that's the difference 

between marketing and selling. To go out and say 'well he did this school so he can do 

your office building', that's selling, that's not marketing, and that's what I see the 

difference as. In my thesis I was applying an academic approach to marketing and it 

doesn't necessarily happen that way. I think that in this firm we're doing a fairly intelligent 

job of applying some standard marketing thing. Whether we use all the terminology is not 

really the question. We do have a marketing plan. We went through I think a very 

thorough marketing planning process, which we're embarking on again for 1992. As far 

as what this firm is doing in a marketing sense, it's pretty academic and pretty intelligent 

and pretty methodical, so even if we don't say' lets differentiate', distinguish means the 

same thing, we don't use the word segmentation, we use the word market. But we've 

identified the different market segments, and the other terms like communication. When I 

make the decision, go or no go, about a certain project I'm saying 'it doesn't fit us.' Even 

though it's our market segment, or we have specific experience, there may be a locational 

aspect that makes it inappropriate. All of those pieces happen, though they may not be 

called that. I don't think I'm surprised about anything, any differences between what I 

learned in the thesis and what I've done here; I'm not shocked about anything. I think if 

I'm surprised about anything at all, I'm surprised that I found a firm that is doing as much 

as they are marketing-wise, one that emphasizes marketing as much as they do, and really 

understands as much as they can marketing. They're not giving lip service to this whole 

thing; occasionally I feel like my value in the firm gets a little bit of lip service. I don't 
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-really feel that my position is considered a professional position. I have a degree in 

architecture and I have r.. masters degree in architecture, and I'll be real honest, I don't feel 

that I'm treated that way. I don't feel that the architects in the office recognize my role as a 

professional. Typically the marketing coordinator position for this fmn has been a clerical 

one with a little bit of administrative responsibility. Ideally I would like to take on some of 

the responsibility that-- currently has and each of the other team members have. I'd 

never want the team part to go away, I think that is critical to our philosophy of marketing. 

The input from the other four individuals is really what makes this whole thing tick. I 

would like ideally to be the marketing director or marketing manager or marketing 

something that implies more of a directive approach, not a coordinative one. Right now -

-is basically the director and I don't think that's necessarily appropriate. That would be 

my one difference. I think there's a let of potential here at--, and if it doesn't turn out 

that way I'm certainly gaining tremendous experience. I don't feel my job is pidgeon

holed. A lot of this depends on how I respond to this job. -- has sort of put this in my 

lap and said 'do with this what you want' and they're sort of waiting to see what I do with 

it. In a sense I've got a blank check, and I'm supposed to fill it in; I don't know if there's a 

'not to exceed' amount on that check yet, and I don't think they know yet either. I feel like 

I'm right at the edge of something right now where they're watching pretty closely to see 

what I do. If I go ahead and say I'm going to do these things then they're going to accept 

that and be excited aoout it and supportive; if I stay where I am they'll accept that too. I've 

been at the firm long enough to understand certain things. They go back and forth a little 

with what kind of responsibility they want to give me, and I think they're waiting for me to 

make some suggestions on what my responsibilities should be. But this firm has never had 

anyone with my experience or my education or my background in this role before. They 

never had an architect in this role before, so this is pretty uncharted water, and I'll probably 

end up defining that to some extent. 

One of the reasons I picked you for this interview is that one thing I got from reading 

your thesis is that the person performing the marketing tasks for an architecture frrm should 

be an architect, at least in part because marketing people with a marketing education and 

background know how to market products rather than services. 

Right. And certainly architecture is a unique enough service, regarding all the technical 

information. The thing that I find to be helpful, and it doesn't happen overnight, this is 

where the knowledge of architecture and marketing dovetail. 
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Appendix J: Interview with Firm C President 

( 11n /91; edited and abridged) 

Lets start with your personal professional background. 

I went to Yale and graduated with a bachelor of architecture in '50; I actually got sick 

in my senior year when I was working on my thesis, and came out to Tucson to recover, 

then went back and fmished. One of the interesting things about that, at that particular time 

the state of Connecticut allowed immediate registration, so three of us passed the exam 

right after graduating, and were immediately registered in the state of Connecticut . So I 

came here, waited three years and went for my license here. It was a reciprocal 

arrangement here. During the time I was sick and after I graduated I worked for Gordon 

Leupke, one of the finest men in architecture, and I worked with him until 1953. Then I 

opened my own practice, continued to share space with Gordon and some engineers. 

When my work was brisk he'd assign someone to help me, and when he was busy, I'd 

help him.. In 1961 I could see that I could expand my practice a lot if I went in with some 

partners, so I went in with-- and-- and formed--. We started as a partnership 

and a year later changed to a professional corporation and later to a regular corporation. 

We went through other name changes; it was--, with-- and--. --left after a 

year or two to go out on his own, and-- stayed to become president of the firm. At any 

rate I'm the only survivor, the others are doing other things or retired. We had a very good 

finn, with a big rise, lots of important work and winning design prizes every year, leading 

up to the--, which I had done as a thesis in college and had been working on for a 

number of years with the Chamber of Commerce, feasibility studies, and we sold the idea 

to the city, mayor and council, and they had the urban renewal program and we went ahead 

with it. We were selected as the architects with-- as a joint venture. --was at that 

time in with city hall and thought it was a stronger combination when we went in. I was 

with the design team and he knew everyone around the city so we went together and got the 

job. We were up to about 28 people by '68-'69. Right after the-- was done we did the 

Federal Building and some state buildings and others, but the firm stayed at about 18. The 
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other major job was the TMC expansion, $30M and after that we dropped to 15-13 for a 
long time. We just finished the --, 15M, in June, and have some clean up work to do 
and some shop reviews, but no majorCA at all. Now we have 5 people and are doing 
some TUSD work. 

-- and his peers wouldn't go out and market anything; they waited for-- over at 
the University to pick up the phone and say"--, would you like to do a building?" 
That's the way it worked in the 50s. Lou Place could be seen at the bar of the Pioneer 
Hotel with the chairman of the board of supervisors just that kind of buddy system, or who 
do you like. Nobody's complaining about the changes, now we're out there competing. 
Rough and tumble marketing with everyone else. I know of a few firms or individuals 
who survived without it. I know one in Phoenix, so well known in his specialty of 
shopping centers, multi-use development and apartments that he's just done one after the 
other. He's doing residences now that it's slow, but he's got the reputation and does 
things so fast and within budget and he's fine. But most of us are out there trying to do 
everything, schools, churches, public buildings, residences. So were out there knocking 
heads with everyone else. We have to market and we do it all the time. 

Would you say there was a point at which there was a change from Old Boy marketing 
to the more active solicitation or has it always been some combination of the two? 

Even though this is a time of active marketing it,s not as though you don't get an 
occasional job because you know somebody or you're referred by somebody, the doctor 
you play golf with, or all kinds of connections, but some of it is done that way. All of the 
public work is, of course, supposed to be objective and done by proposal and interview. 
The fact of the matter is, it's not that way, again some of it is who you like. The number 
system goes only so far; there's still the human factor in there. Somebody can persuade 
somebody else in the interview committee that that firm is really the one they ought to pick. 
That's still being done and although I can't get anymore specific about it I know of a couple 
specific cases. 

In this finn's process of cultivating client relations, say from the time you got the 
contract with the city for the--, what type of marketing did you have to do to maintain 
the relationship with the city or the agencies involved? 
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--was administered by the city and they owned the property. We continued to do 

some work with the city and the county. You know those people, the facilities, the city 

architect and the guys who work for them. They almost all worked for us at one time or 

another, I think every architect in town worked for us at one time or another, at least among 

the older group. So you know them and once in a while you call on them, take them out to 

lunch, we all should do that more than we do. I called on Russ Eley not long ago just to 

have a chat, and I was picking up a RFP on one of those neighborhood centers. I enjoyed 

the chat with Russ, he's a friend, but also there was the possibility that we might go for 

one of those neighborhood centers. People being subjective creatures, they are influenced 

by that. They try not to be but they can't help but be influenced by the fact that they went 

to lunch with someone recently, had a recent contact I think that's one of the things 

architects need to keep doing, keep those contacts. Other than that there's not much in the 

way of public relations as far as the city goes. You receive their RFP, and follow it up. 

You try to talk to as many people as you can who have something to do with that project 

Those that might be on the committee, sometimes you don't know who's going to be on 

the selection committee. Sometimes the ones who are going to be on the committee won't 

talk to you., they don't want to be improperly influenced, but sometimes they will. It's up 

to them, you don't want to exert improper influence. I think the most successful architects 

marketing are those who do make a point of talking to the targets, the ones doing the new 

building. The University has a situation where once the RFP is out you can't talk to 

anyone but the project manager. Whether other architects observe that I don't have any 

knowledge, but we do. Our experience with proposals is that nine times out of ten our 

proposals are of such quality that we make the shortlist. But we aren't as successful as 

some firms with the interview or the pre-interview. People like Coxe say you have to sell it 

before the interview, that it's sold before the interview. I don't know if that's going a bit 

far or not, but I think that's true in some cases. If somehow you can establish a 

relationship closer than the others that are being interviewed then you obviously have an 

advantage. ·But I think that one reason we haven't been as successful is we haven't done as 

much of that pre-interview stuff, taking them to lunch and so forth. But I was mentioning 

with the university that if you don't, I think the deans of the colleges are instructed not to 

talk to the architects, and generally they'd just as soon not, they have other things to do 

besides talk to twenty architects or in the case of the short list 5 or 6 architects. What some 

firms do, and some like A 1 have been more successful, they make a point of acting on 

information received far in advance. The mining college was going to do a new building 

and they learned that several years in advance, so then they go see the dean and they have 

every right to do that and see whoever else is important in that particular project. So in the 
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next year or so they've cultivated that person. Then when it comes out that you can't see 

anylxxly it doesn't matter cause they've already done it. We haven't been doing that very 

much. Should do a lot more of it, be more alert in the 'way ahead' 

That's as far as new clients. But that is important. If you look at statistics, more 

projects than not are previous clients, and you do a good job for the TUSD for instance 

they're going to want to come back, and the ones that have the biggest work now, A1 and 

Jim Merry, John Kulseth, those are architects that have done a good job for those districts, 

better than others possibly, so they've got the bulk of the new work, I mean we all have 

jobs with them but they've got the bulk of it, the biggest amount. And because they kept in 

touch, we all try to do the best work we can, some more successful than others in that 

respect, but I think those frrms try to keep the contacts up and in the case of somebody like 

Dave Wald Hopkins at A 1, he's on a lot of committees, pre bond committees, citizens 

involvement and so forth, I think that's all very important, serve on committees, do 

volunteer work as much as you can. Another thing I think is to write articles on some 

subject, say an article on school kitchens and get it in the school magazines, obviously 

that's going to do some good somewhere. 

When you go through size fluctuation do you find any difficulty in performing some 

of those civic functions? 

I don't think it matters in my case a whole lot; I've always done a lot of volunteer 

work over the years and I'm doing it now. I'm the only principal here and have to do all 

those things, payroll and what not, in addition to being some sort of project manager on 

some jobs, keeping things going. Right now I'm on that space station program at Sam 

Hughes working with a sixth grade class; that started last week and will go until March, so 

I'm giving up an hour and a half every week through March. From a point of view of 

return I don't know if we can afford it. There are some other kinds of volunteer work I 

could do but this interested me so I'm doing it. In answer, I don't think just because 

you're big you have more time to give, you could have more personnel and spend a lot 

more time on marketing and that would be good for the firm. But now I'm just keeping up 

with what I see in the press, the commerce business daily and so forth whenever 

opportunities present themselves. But I'm not actively doing marketing, you cant do 

everything, that does suffer a bit. 
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The original organization of the firm was that-- did the marketing and the business, 

--would do the production, and I would do the design, programming and planning. but 

I shared the marketing with-- because I was always interested in the marketing and he 

and I got some big jobs through my effort. We were both pretty active. 

In your experience, how soon does the designer come in contact with the client? 

It depends on what were trying to sell. Normally the first contact with the designer 

would be, if he happened to be a principal it would be at the interview, if not it would be 

later. The person who made the original contact is normally the person who would be there 

no matter what. In our case nine times out of ten it was me, I had followed it up, I had 

talked to these people and gone to see them and so forth, and I was making the proposal 

and was at the interview. When-- was here usually the interviews were he and myself. 

Very occasionally if it was a military job I would not be there, it would be-- and the 

guy that did our military work,--. You can't take someone to the interview that isn't 

going to project themselves, you need someone who will project themselves and have a 

sense of humor and make people feel good aoout them. There are cases where the designer 

would be brought to the interview or up front there, if it was really an imaginative design, a 

commercial thing that person had a lot of experience with, or let's say a medical, if he 

speaks well and can project maybe he's included too. I don't see that necessarily they 

would be who you want at the interview. Nowadays they want to see the people they're 

going to work with, that primarily is the project manager, they're going to be the one on the 

telephone day after day and they want to meet that project manager. They don't mind 

meeting the project principal, too, but they're not going to see him and don't care as much 

about him as that project manager. We did an interview the other day in association with 

another ftrm and we had the PM from the other ftrm, myself and the other principal and that 

worked out well. We sometimes take engineers, sometimes specialists, computer or 

kitchen people or whatever. If it's a special kind of job. We usually don't load the 

interview up with engineers, some people try to do that but we don't unless we know it's 

something very specific, high electrical content etc. We may take the most significant 

engineer with us to show strength and understanding. 

Is there any particular tool that you've found to be more successful at retaining a good 

client relationship? 
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I haven't been that good at it myself and I think we talk about it a lot but it gets put 

aside most of the time. We should be doing it I don't know what technique. A couple 

times in the past we did a tickler file to call so and so on a certain date, that's probably a 

good way to do it. A lot of times you just go down and talk to them and see what's going 

on. With some I suppose they have relationships through things like golf or Old Pueblo 

Club lunches, that helps. It's good to call ahead of time and drop in. Very often they can 

that way talk about work you did for them before, they wish they'd done something else, 

or they've never been happy with anything in their lives, and I think that makes a good 

impression. I don't know how many other architects are like me they don't do it the way 

they should. Certainly we're all encouraged to do it by these marketing counselors. 

Sometimes it's hard to call someone up that you don't see from one end of the year to the 

next and say do you want to have lunch. A lot of times these executives are really not sure 

they want to do that. I tend to use the other. Whatever seems appropriate. If you have 

some other excuse, so much the better. We do (post mortem) twelve month inspections, 

before the warranty period is up we go and look and that makes a good impression, 

particularly if you've brought it up rather than the client. Sometimes we'll go another year 

and do it again or at least call them up and ask them how it's doing. Clients have never 

asked us to do that, however. I have done it later on, it's good to know and you can use it 

for marketing, it's good to know that something you've done is wearing well. --is a 

good example, 20 years old. We haven't used post occupancy evaluations formally, ADP 

does and that's good, makes a very good tool. I have people, residential clients mainly, 

that will call me up with some technical question, a lawyer would charge a hundred dollars 

for asking, they expect it free from me and I give it gladly, but they'll call about this, that or 

the other. If you can establish this kind of relationship it helps build confidence in you, 

you're their guy, they need to know. Those relationships are really important. If you 

continue those relationships they're going to continue to think about you, think well of you 

and think well of you as an architect. I do a lot of work for my church and some of the 

people who know me through the church think of me when they need something. They 

know me they respect me and they know some of the work I've done. The first church I 

did was --, in 1961. --, vernacular, transepts, adding a wing. Some others. 

How much of that relationship you cultivate with residential clients do you see 

carrying over to commercial clients? 

I can't think of any. Sometimes you don't know, there might have been someone on 

an interview committee who was already pretty disposed towards me, but I don't know of 
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any particular cases. I'm sure if I looked through all my flies I'd fmd something like that. 

There was one guy who wanted me to do an addition to a bowling alley, which I did. I 

could probably think of more. 

Does it ever work in the reverse? 

Yeah, I'm sure it has. We haven't done that many new houses. Eight or ten. Mostly 

remodels and additions. 

Do you ever end up referring someone? 

Very often I have referred someone to a new firm that's just starting. When a project 

is too small and there's too much other stuff going on in the office. Very often it's a friend 

wanting a new wing or something. With the churches, sometimes you end up doing gratis 

work, a new wrought iron gate here or there. 

Does -- use formal marketing plans? 

Yes. Not now, but in the past we have. 

What kind of life cycle? 

Depends on the inertia of people. Best to update it every year, but probably ends up 

being every four or five years. Longer than that for us now. I'm not about to do that right 

now. I am trying to find other approaches, so it's not that I'm not thinking about it, i just 

haven't sat down and written it. But when things are busy or slack, it's good to keep that 

pressure up and do the plan. I don't know how many firms do the plan, I suppose once at 

least. When I did it I had a young woman who was marketing coordinator and very good 

at it, she did a lot of things for us. Surveys of public opinion about the firm, a lot of good 

things. She came out of business school, so we had to train her as to what architecture was 
all about. 

Was there any inclusion of business applications at Yale? 

We didn't talk about marketing. We did have a course in business practice, and I took 

an exam on that, but I didn't know anything about business for architecture really. I don't 
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remember marketing being talked about then, people didn't do it. I suppose New York and 

Crjcago offices probably did. But nowhere I worked. 

I think the curriculum should include marketing. You have an office practice course. I 

think it's important to get a feel for business as much as possible, that's one of the very 

important parts of it. It's as important as other aspects of the profession. Usually one of 

the principals will be doing the marketing as the marketing director, and I had a coordinator 

who did all the leg work and the first drafts of a lot of the proposals, combed the media for 

leads, called for more info. The marketing people we've had have been business school 

people mostly. The one we have now was a legal secretary. You have to have someone 

who knows how to write and spell and those things, lead finding, and someone who's 

good on a computer these days. Wod··Jng with a professional, I think that's a pretty good 

team, actually. At one time we did have an architecture graduate who worked with us. It 

went ok but we were just as happy when he decided to leave because we were paying him a 

pretty good salary and it didn't seem to be making a difference. That's the trouble with 

marketing, you hit slow times and everybody looks at the marketer and says 'what are you 

doing?' Very often there's only a certain amount of money you feel you can spend on 

marketing, and if you can hire a part time marketer/part time whatever else that usually 

covers it pretty well up to maybe 15 people in the firm, 5-15. The last eight years we've 

done it that way. Done a lot of marketing and it's been spotty, but I think it's been the fault 

of me and a few others who didn't set the stage quite right for the interview. But I and the 

market coordinator did the proposal, I did all the conceptual work on it, and the finish work 

on it, and the MK did all the writing and copy, graphics charts reproductions. I think it 

would work fine with a person you hire from architecture school, you still need someone 

who is actually doing the word processing and graphics. But that's quite a bit of money, 

you've got that salary plus half of somebody else's salary plus a third of the principals 

salary. The larger firms would probably work that in better. In a way, if you had someone 

savvy enough to turn out proposals and get ready for interviews there's no reason why 

someone like you couldn't work into that kind of a job, and relieve the principal to go do 

other things. Run the firm or go out and do the high level marketing activities, make 

contacts and so on. I have more knowledge of particular building types, and I have more 

knowledge of our past work, but once in a while I just get hamstrung in a busy period, 

with so much work and trying to do all the marketing work and at the same time acting as 

project manager or principal putting out fires and so forth. When that happened last I had 

to hire another architect to take the load off, where was a lot of marketing in addition 
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regular architecture work. That was right after-- retired and we had a big exodus after 
the--job. 

The competition is fierce nowadays. There was a time we went to Yuma to get the 
Junior college there. I think they talked to two or three other firms. Now you're one of 25 
architects or thirty, therefore in order to emerge from the pack you've got to spend time 
researching the project, talking to the clients and doing one of the better proposals, more 
professional looking, which as I said before we're pretty good at. Other changes would be 
bidding, no one bid in those days that I know of. They didn't ask you what price you were 
going to charge, they just picked the architect. Negotiated the fee, maybe argued a little bit, 
maybe not, everything was cut and dry, 6 or 7 percent. Too bad it's not still like that, 
because when you didn't have to argue about the fee you could get the fee that you needed 
to do the job and then you could do a good job. Now they tend to want to screw you down 
so low that you can't do a good job. You want to but there's push and pull. You want to 
be the best professional you can and at the same time you don't want to support the project 
too much. You can't go through life taking losses like that. I wrote an article ... I think 
the client's wanting to reduce the bottom line seems so much more important than ever in 
the past. That's everything, architecture isn't an exception. It used to be the client gave the 
architect a building and when the time came to put a new wing on the building, they just 
naturally went to that architect. Because if you went to some other architect the other 
architect would say well didn't so and so do that building? Why don't you go to him. 
That's the way it was. Now you can't wait to get your hands on the wing of a colleague's 
building and the client doesn't matter. And you do have a proprietary interest in that 
building. -- is a good example. It was a good building when it was done and now 
there have been a lot of buildings put out front. They don't look bad, but they don't go 
with it, it wasn't designed for that. Those are some of the things that have changed since I 
had my own practice. 

One ofthe things I've read is that as other industries and businesses become more 
specialized, and the building types for those become more specialized, those clients are 
increasingly looking for architects to be more specialized. Do you see that happening? 

I think that's right. We had done two waste facilities for the county and when a third 
came up instead of picking us they went to Black and Veatch, a big outfit that had done 
dozens of those, because maybe they knew more about them. If you're picked for a new 
building type, you spend your time going and looking at them all over. When we did the 
-- we went all over the west, San Diego, Los Angeles, San Francisco, Albuquerque, 
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asked them what was good about it, bad about it, what they'd do differently. Went to a 

convention of the Auditoriun: Managers Association and picked up a lot of information. 

We didn't n1ake that many mistakes, it seems to work pretty well. But nowadays they 

don't depend on that, they pick the architect that's done ten or twenty all over the world. 

If someone asked you to characterize-- as far as specialties, what would your 

response be? 

Well, I'd give them the things we'd done in the last ten years; one of our specialties 

would be theatre. We've done the redo of the Little Theatre downtown, and we're up on 

that pretty well. I'd give auditoriums, churches, public facilities, public handling facilities, 

lLlce the post office. I guess those are the main ones. 

I think if you could combine a part-time marketing person with a part-time CAD 

person in one position, you might be on to something. Everybody needs a CAD operator 

from time to time, but it's not always a full time position, just like the marketing 

coordinator. 
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Appendix K: Interview with Firm D Office Manager 

( 11/5/91; edited and abridged) 

Let me tell you a little about our firm, and how we differ from the other firms that you 

have mentioned. First of all, we are an architecture interior design group. We stress our 

interior design. We also only do medical so our niche is in our thing because we compete 

against the ADPs and in a sense we don't. ADP isn't interested in cur work because 

typically we do smaller work than what they do. They're not interested in something 

under a million dollars. I imagine if you go and talk to them they would say "Yeah we're 

still interested" but they are certainly more interested in a large scale hospital or something 

like that. We would love to do large scale hospitals and sometimes do hospitals but to 

compete against the ADPs out there is tough. The main competition that I know out there is 

Marshall Erdman. They are a national architect ftnn that deal in big health care facilities. · 

What they do is the project from beginning to end. They are a threat against ADP, but they 

are also a threat against us because they will come in and do a 10,000 sq. ft. building 

completely. When I see Marshall Erdman out there competing against them I know I am 

going to have a hard time. Because of that we go with different angles. We don't do, even 

though we have done some school work in the sense of medical labs, that is a rarity for us. 

We do doctors offices, and hospitals, but it is all health care facilities. So, our marketing 

end isn't going after governments and looking at the government papers. \Vhat we end up 

doing is looking at, going after administrators of hospitals, going after doctors. Seeing 

who's doing something there. Because of what's happened in the economy, what ends up 

happening right now is that there is not a lot of new buildings going up .. What's 

happening with us is that people are coming in with existing buildings because an existing 

building is cheaper than building a new one, and they are getting the interior and redoing 

the whole interior. I would say that that's what we have been doing a lot of for the last two 

years. -- has been in business now for over 17 years. The last couple of years has 

been mostly tenant improvement type work. 
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Going out and getting marketing, where we go for it is, we go to administrators. We 

are a member of MGMA, which is Management Group for Administrators, and once a year 

they have a Western Conference. Our fmn bases out of San Francisco, and we have a 

second office in Tucson. Our office in San Francisco is an office of 12. The office in 

Tucson right now is an office of 1. We thought we'd staff up two times in the last year and 

it just hasn't happened. We were doing a lot of work for Thomas-Davis, and Thomas

Davis has had a new set of administrators and they are trying somebody new. They did 

this once before, and they came back to us. Hopefully, this is what will happen again. 

Both times we thought we were going to get large-scale Thomas-Davis work, it didn't 

work out. We came in second on both of them. Thomas-Davis is very busy. If we did 

nothing but Thomas-Davis work the Tucson office could keep busy. 

There is other groups out there like Thomas-Davis. There is FHP, there's CIGNA. 

Those type of group practices, HMOs are a forte of ours. Doing doctors offices, doing 

medical buildings, those are fortes. How I compete against the other architects out there is 

that I say "We can come in and do it all". In other words, we can do the architecture, then 

we can do the interior design, and we can do the furniture purchasing and we can also do 

construction if they want. We also can, if they are having trouble with their financing, 

arrange for this even though we don't do it, we can arrange for them to be able to connect 

with certain people who are specialists at getting fmancing for them. This happens with 

medical practices. I can think of.one down in Sierra Vista where they were having trouble 

getting money to buy the new building to start the building. Even though they were sitting 

pretty money wise, the banks weren't loaning them money. What they're ending up do 

right now is, essentially the land that they own or the building they are in there is a tenancy 

to own right now. They can lease back those pieces of property that they own as collateral 

for their new building. This is what's really happening there right now. 

The example is Sierra Vista because it is interesting. The group couldn't get the 

financing together. I said, "If we can get your fmancing going, then will you build the 

building?" They said "Yeah". So we connected them with somebody who does do the 

financing for them, was able to connect and get financing for them. As soon as a bank 

opens up financing typically what happens is a whole bunch of banks open up. The banks 

that were telling them "No" before are all of a sudden then telling them they will approve 

their loan. They went, of course, with their local bank after the bank let them in. They 

ended up starting to build the building and they didn't use us. We got cut out of the 
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picture, but those things happen. These are frustrations of the job. So, that's a wide range 

of what we do. 

We don't do schools, or we don't go after them. We don't do commercial buildings. 

Items like that we do not do. We can also come in and connect with an architect who has 

done a lot in the past as well, and do their interior design firm. There are benefits as well 

as problems to that too. The benefits of it are that they get a specialty of doing interior 

design. We can already know this job is going on and still get part of the job. The 

problem that I have with it and architects sometimes have with it is I'll look at the plans and 

say "This doesn't work too well". When that happens, I see something that doesn't work 

too well, there is usually a conflict between the architect and myself. I think architects are 

usually receptive to it lY-..-cause I am an architect as well, and so they want somebody who is 

competent doing the interior design side. We architects are shy to do interior design, 

feeling they can't do that as well as they'd like to and don't want to spend the time. The 

years that I've been doing that it is interesting to fmd out about material. You can go into a 

space and immediately know whether or not the interior designer knew what they were 

doing, or not by just viewing the carpet they chose, or the wallcoverings or the chairs that 

they bought. All those things in a health care environment mean a lot because the example 

is that the carpet is anti-microbial. If you put a carpet in the entryway it is going to look 

like hell in less than two years easily. If you don't put anti-microbial down, you are going 

to have problems with bacteria. Those things are things that interior designers who are just 

interior designers don't typically know. The ADP group I am sure knows all about it. 

The competition out there when I go after a job is just interior. Typically my competition is 

interior designers who do residential work. We don't do residential work so that's how I 

approach that type of job. The one thing that I fmd interesting doing a big job marketing 

wise is they have marketers who do nothing but market. Take for example Architecture 

One had a marketer and all he did was market. I don't know who's there now, but at one 

time when they were a 100 man firm, all he did was market. He went out and said "How 

great we are, how good we are, etc." I liked the marketer there. He was a good guy. I 

don't know how a marketer goes out and says "How. great" when it's all show-and-tell, 

just a big show for him. When I went in recently last week I went in with the developer 

because I said "Look, I know guys who come in here all the time and say what a great firm 

they are, and they don 't .know. They're in here, they tell you they are a great firm. But 

how do you know? He is the marketer and that is all he does. When I go in I say "I am an 

architect, I am an interior designer, I do marketing but my forte is that I like to get on the 
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boards and draw, and I am going to run the job. If the job is large, I am still going to run 

the job. I may not be drawing the job, typically, I do end up drawing a large part of the 

job, or at least the design part of it When I say design, I typically mean from an 

architecture sense designing the space. When you talk to an interior designer, when they 

say design they mean color selection. So, at any rate being the architect and being the 

interior designer and knowing that we can do the job, and knowing how long it is going to 

take, and being perhaps within budget constraints. The reason I am slow on that one is 

because it is the one I always have problems with because in medical facilities what ends up 

happening is that you come in and talk to somebody and they say ''How long is this going 

to take? How much is this going to cost me?" Everyone wants to know how much it is 

going to cost, and I understand that. The problem is that you don't know who you are 

going to be dealing with. You could come in tomorrow after you accept the job and be 

dealing with 30 people. When you are talking one-on-one with someone in personnel, and 

all of a sudden you have 30 doctors who are in on the decision, or you could be dealing 

one-on-one with somebody. You can have as many problems with 30 people as you can 

with 3, if the 3 are extremely indecisive. It is interesting how that is handled. 

Marketing, let's see what else ... Advertising. We advertise in a couple of medical 

magazines and I just talked to somebody who was trying to get us to advertise. I find 

advertisement not to work in an architecture firm. Maybe for a large scale firm, Marshall

Erdman I know runs out an ad in the back page of AMA, a doctors magazine, and typically 

they take up the back page every time. For us I don't see it working. Right now, I believe 

all advertising I believe is in Sombrero, and we do a half-page ad. That's a magazine that 

goes out to all the doctors in Arizona. When we first started it two years ago, we got some 

calls on it right away. After the first two months of running the ad, we have not received, I 

don't believe, even one call asking who we are or what we do or anything. The 

advertisement person that I talked to said that we need to keep continually advertising and 

that first you get 3% and then you keep advertising and you get more percentage, and you 

do fliers and you do all sorts of things that I don't have time for. It is just that simple. I 

don't have time for that and I don't think that that's where our money should go. I don't 

know. The truth of the matter is I don't know. All I know is that we have been in 

advertising and we've advertised something for two years and we have gotten very little 

response. But you never know the payback of the magazine. Why do we keep it in there? 

For exposure. My boss has been in the business for 20 years, and says let's keep the ad 

going so I do. He says they have tried different advertising techniques in the past and has 

not been successful. So, we don't advertise. I think about advertising as a question of 
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ethics of lawyers advertising, or doctors advertising, but I don't think the ethics are there 

for an architect, if an architect wants to advertise, more power to him. I don't see it 

panning out except for maybe the larger firms. 

You have some questions of me? 

"Yeah, you have given me a lot of questions in what we have talked about. One of the 

reasons that I realized after I read your card that I wanted to interview you is the fact that it 

was an interior design fmn. I didn't know until you told me just now that it was medical. 

So far, the fmns that I've talked to, none of them are really specialized into one area One 

of the questions that I have been trying to address in the thesis is "Is there a reason for the 

aversion that people seem to deal in architecture towards specialization or is it just too many 

people going out to see what they can get, or what?" 

Well, it is interesting, our end of it is we go where the jobs are. In other words if 

there is a job that pertains to us that is in Las Vegas, we're going to go. If it is over 10,000 

sq. ft. we are interested in that job. We've done hundreds of jobs like that. So, you 

know, that type of exposure - in Tucson - I have a lot more difficulty getting a job in 

Tucson. It certainly would be easier for me to work at jobs in Tucson, but it doesn't 

necessarily come down to that. I think the reasons are that the School of Architecture 

graduates a lot of architects, architects fall in love with this city, I did, and stay here. They 

don't want to go. I love Tucson, I love it here. My line is I always say "I love Tucson, 

why doesn't it love me?'' Why I see architects do everything, schools, medical, 

commercial, whatever, is because it is a sense of survival. I go into whatever job might be 

bidding or whatever, and I am competing against fmns that do all different sorts of things. 

I come in and say I am medical. A lot of people say "So what, you only do medical". If 

somebody only does MacDonald's he is going to get darned good at it. The same is true, 

and I hate to make a comparison to doctors offices, but if all you do is medical buildings 

you are going to know what pitfalls exist. I can even sometimes tell them where they are 

going to have trouble, and sometimes they don't listen to me and I'll write it down and say 

here is where you are going to have problems with this job. Sure enough, they do. It is 

almost scary, but in Tucson I haven't quite found out that because you come in and say 

"That's all we do" that's not really impressive. They say well "Gee whiz, if I can get Joe 

Blow architect to do it and he is going to do it for $200.00 less than you are going to do it, 

are you going to lower your fee $200.00?" I'll say "No, I am not going to lower my fee. 

If you want something good, and competence, I am going to take the time to do it properly 
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and it is worth $1,000.00". I can list examples to doctors of things that they should do in 

their practice. What it comes down to is a decision for them. One of the examples that I 

always give to them, and I don't give them too many examples is that if I sat down and 

gave them examples they'd be writing them all down and telling the architects which has 

happened to me to "Gee whiz, did you check this, do this, or do that?" I've just given 

them my knowledge for free. You try to entice them a little bit, give them a little bit of 

knowledge, and the other architect knows that those are things you are supposed to do. 

The one that I always use is the exam room.. The reason you use the exam room is 

because the exam room for medical offices is the key to the office. Everything else can 

change. You can have a consultant office that is gigantic, or you can have it small. You 

can have a large business office or small business office. Now the ratio of this really 

depends on how many exam rooms you have and how large your exam rooms are. If you 

have different specialties, they require different equipment inside. ENT vs. general 

practitioner, it is a chair in the room vs. an exam table. So the size of the room can vary 

too. Now the questions I ask if this is a multi-specialty group is do you want to use your 

exam rooms for many different things, or not? Typically, the answer is "No". However, 

let's say you have 12 exam rooms in internal. In order to be able to have a doctor to use 

exam room #12 and #1 and to have them laid out exactly the same way so that he knows 

exactly where everything is. What ends up happening in a situation like that is that 

plumbing walls are put on the same side. What architects do is back-to-back plumbing to 

save money. I love to come in and say "All right, you did back to back plumbing and you 

saved some money. Now a person goes into room #2 and it is not laid out the same as 

room #12 he is confused." If every room were laid out the same, this would be great, it 

would speed up production. He wouldn't be confused about how this room is laid out. I 

encourage them to lay out every room the same. One of the other things that happens is 

that you have right-handed doctors, and left-handed doctors. Depending on what side of 

the exam table they work on typically right-hand doctors work on the right-hand side of an 

exam table. In hospitals almost all exam rooms are laid out the same for that particular 

reason so a left-handed doctor gets used to working on the right-hand side. Where I break 

down that rule is if there is a left-handed doctor in the office and he says"-- I am only 

going to use these three rooms and I would love to work on the left-hand side". Then the 

rule gets broken down. But it becomes a question of do you want to pay less for the 

plumbing back-to-back or do you want to have the rooms identical. I encourage them to 

make all the rooms the same, make them consistent. That is one example that comes off the 

top of my head that I use every time. What it ends up doing is it is creating a discussion for 
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doctors. They understand then that I am not going to just design something for them that 

doesn't make sense. 

Then they will understand what you mean. 

Yeah, that they do work on the right-hand side or the left-hand side, and that there are 

different specialties, and what the size of the room determines. What's happening now, 

and because of handicapped codes, and how a door swings. If it is a private door swing or 

if it doesn't. Private door swinging meaning the door opens the opposite way of what you 

are used to so that you don't see the patient sitting there on the exam table especially if it is 

an OB-GYN. They don't see the patient. What's happening is that the patient room is 

being determined so that you can have that in the other room, and if you expand, that 

perhaps the patient room can be used as a consultant office and that kicks out further in the 

future. So the size of that is crucial. What the size of that determines is your building 

structure as far as how you lay out your building. 

The person who's written the bible on this as far as I'm concerned is Marshall-Erdman. 

There are two books here on how to design facilities that are as far as I am concerned 

excellent. They end up handing them out for free and that's a heck of a marketing tool. As 

far as I am concerned, they are paid for and things given out for free to doctors because 

they want doctors to be respectful of them. The way Marshall-Erdman works, and the 

reason I quote Marshall-Erdman is because I admire them. They have their own art 

department. They, in a large scale type situation building, will ship out the administrator or 

who ever is in charge and say "Here is our art facility." They bring them to their art 

facility. We've collected these pieces of art, which pieces do you think would be usable in 

your space, and they go on to explain why they think the art is important to them, so they 

have their own art department, which I think is fantastic. They also manufacture their own 

furniture, which I think is incredible. If I had to say anything negative about M.E., I think 

their schemes are sometime a little bit clinical, they're a little dull, but the idea of how they 

do things makes a lot of sense, and they come in and they say the reason they don't 

compete against too many other people, and there's a few out there, Simmons, Cooper 

Brothers, is they come into the clinic and say we can do it all for you. The firm right now 

is University Physicians, I would love that. But M.E. comes in and they come in and they 

do a heck of a job, and say we're going to take care of it all for you we're going to do the 

developing for you the architecture the interior design the construction, you name it we're 

going to do it and not only that but we're going to tell you how much it's going to cost you 
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before we even start doing the drawings. That's how large they are, they know how much 

it's going to cost them per square foot before they even start to do the drawings. I don't 

know anyone else that will do the construction before they even start doing the drawings. 

And I think they can really sell somebody on that. What I fmd strange is some doctors 

don't care about their space, and then the space gets started and they all the sudden care, 

and they end up wanting you to spend a lot of time on it, and at first they were going to let 

you have a lot of say, make a lot of the decisions, and all the sudden they want to know 

what color the trash cans are. I've had that adventure. They wanted to see the trash cans , 

pick them up and I mean that was just one item. I can't even say use these trash cans and 

let's do it. My competition is several people depending on the job, the interior designer, 

the architect, the furniture manufacturers, what I love to say is were going to take care of it 

for yot!, were going to do it. If there's a problem then, you know who the problem is; the 

interior designer can't be pointing at the furniture company, and the furniture company 

can't be pointing at the interior designer. I like to control that part of it and say we can 

control that part of it, and if there's a problem we know where the problem is, and if it goes 

well then you know who to thank as well. As I said before the are a lot of medical facilities 

going into existing building, and there going into shopping centers and office areas. The 

problem is that those centers have an architect on staff to do any work on those type of 

buildings so it's tough to get my foot in the door as an interior designer and as the architect. 

And I would be happy to just go around town and be the interior designer for the 

architecture fmns. It depends on. the architect and the architects ego. I sit down with the 

architect and say this doesn't work because dada da. Some architects say you're right 

some say what do you mean 'dada da'. Usually my answer is it can work. Recently I had 

one that just didn't work, just didn't make sense obviously, and they said will you redo it 

and I redid it and submitted it and the architect was really upset and said if we'd just had 

more time we would have been able to create a better space too. And once the architects on 

the staff came back to me and said your plan was much better. How you deal with a 

project is critical because there's the academic side versus the real side. In school I always 

wanted to do beautiful buildings and what ends up happening is you have a budget. They 

don't want to spend any money. They want it to look great but they only have a hundred 

thousand dollars. So you have to make compromises, and typically the compromises 

aren't even made by you they're made by them. They want a nice looking space, they 

don't want any thrills, but they want it to look good. I always like to throw in a little 

pizzazz into my jobs. Working with large fmns and getting to do some fun work and 

getting into Architectural Record, that was a real thrill. Being able to do the whole thing, 

meet the client and make the selection of it is a real thrill too, and managing the job is a real 
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thrill too. The problems that arise and everyday. The marketing sense, how I go about 
meeting people, as they say it's not what you know,. it's who you know. I don't mind 
losing against the ADP people in the world. That's fine. I like some of their stuff, and 
some I don't. Some of the buildings they do that didn't work aren't necessarily their fault, 
even though they're the responsibility of the architect. I know some of the decisions made 
internally, they said we want to do it this way, we want to reduce the budget so we're 
going to cut this out, and the architect says well if you cut this out you realize what it's 
going to do to your building, and they say we don't care. I don't mind losing to the ADPs 
of the world if I'm given a fair shake at it. I do mind losing to someone who's less talented 
than me and who's only in there because they know somebody, and that happens. So how 
do you market? It's tough if someone knows an interior designer or an architect and wants 
to use that architect. I'd love to be that architect. Every spouse of a doctor loves to come 
and get their hands on the interior design. I try to avoid that like the plague because that 
becomes a whole other hassle. I've had things where we have done it, we've come 
through, and then somebody else gets involved, or the wife gets involved, or whatever, 
and I try to compromise. I've had situations where I have had them come in and change 
the colors after they have painted. I say "Look, if you don't like that color, you can come 
back in and repaint. It is going to cost to you repaint those accent walls (typically it is 
accent walls). It is going to cost you $500.00 to redo it if you don't like it, but if that is 
something you're willing to do ... " That's how I handle it. That is always interesting in 
interior design, so if I can I like knowing who's controlling it. 

I can think of a lot of places that have not very well done interior design. They could 
have a lot nicer for the same price, but they use so-and-so's wife, or whatever. What I 

typically do is I go out there and market by trying to find out who's doing what, what's 
going on where, meeting every administrator that I can think of. As far as I am concerned 
in my business, the administrator is the key. They are the ones who maybe don't make the 
decision, but they know who does make the decision. So if you can get in to see them, and 
some of them are not very easy to get in to see, but if you can do so and find out what they 
are doing, I maintain a presence in front of them. In other words, if they are not doing 
anything today, that's great. I'll be around for years ~ Next year maybe they'll be doing 
something, so I try to just stay in front of them. What typically happens is that I have an 

introductory meeting, or they first as to see something, so I send them a brochure. One of 
the things I find in marketing that is crucial is that you tell them what you do next. You 

say, "I will call you next week to schedule a meeting so that I can see you". So that next 
week they know that I am going to call them. Maybe it doesn't reach the administrator's 
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table, but I am calling, and then I will call, and call, and call until I get through. Now there 
is a lot of times they will say "We are not doing anything right now, or I'm not interested", 

or whatever. I still want to go in and see them, just to say hello, just to meet their face. 

Another thing about marketing from an administrative side is that the assistant 
administrator will want to meet as well, the reason being is that the assistant administrator 
might move on to someplace else and he may become head of another place. 

When you say administrator, are you talking about the doctor, or the partner in charge of 
the corporation, or are you talking about the business manager? 

I am talking about the business manager, when I say administrator, let me give you an 
example, the hospital administrator. The chief administrator at the hospital typically 
doesn't make decisions about the architecture, but they will tell you who does, an assistant 
administrator in a hospital situation. So I go in and meet that assistant administrator. 
That's my first object is to meet those people, get in and see them, say hello. Next year 
they may be in a different hospital and they may be the head administrator or whatever, so 
at least I have a contact there. It is somebody I've met before, and they know my face and 
I know theirs. There is that type of administrator. 

There is the administrator of, let me take for example, Neurological Associates. 
Neurological Associates is a group of about 10 doctors, and they have an administrator, 
business office manager, sometimes called, but typically is called the management 

administrator. He runs their show for them. He's going to say "We're going to do this, 

and it is going to cost us that much money, and we are going to change this place" So now 
where you get down to a doctors office of, let's say, four doctors. Four doctors don't 

typically have an administrator, they have a business office manager. Sometimes, these 

guys are business office managers or administrators who do three of these offices, you 
know, they run three different offices. Administrators are just like everyone else. There 
are great ones out there who are sharp and on top of it and know what they are doing, and 
there are ones who are flakes. It is that simple. 

Let me give you an example of a very good administrator I have never worked with: 

Terry Brown up in Phoenix is an assistant administrator for Thomas-Davis. He is in the 

Phoenix office. Every time I call him he is very receptive. I can come and see him, I can 
come and talk to him, whatever. He tells me the truth, we're going to do that job with so-
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and-so, but thanks for coming in. All I am asking from them is to give me a chance to 

come in and compete for the job. I am asking for a fair shake, and if I don't get the job 

because I lost out to ADP and they want to use ADP, that's fine, but give me a chance. I 

do get a little upset when I lose out to somebody who I feel doesn't have any credentials, 

but that is something I've got to live with. But, if they give me a fair shake, that's great. 

Terry Brown is the perfect example of an administrator who gives me a chance. I have 

never done any work with Terry Brown, but every time he is very nice to me, he's cordial, 

he says hello, he comes over and shakes my hand. I don't understand why they have to be 

mean to you. I don't understand why administrators are sometimes mean to me. They 

don't want to talk to me. They avoid me. They don't return 50 calls that are made to them. 

Why? I don't get it. 

That's just the way they look at things. 

Yeah, but give me a call back and say "Come in and talk to me, show me your wares, 

talk to me and see what we've got". Then tell me "We don't have anything going right 

now". If they are so busy and so swamped, call me up and say. "We're so busy right now 

--,I don't have time to see you. We are not building anything but I would love to see 

you in three months. Write it down on your calendar and call me in three months". That's 

all I'm asking for. 

Let me ask you a couple of questions right on that line: One, you talked about the first 

meeting being established by the administrator. I was going to ask you exactly how that 

takes place, and two, in a situation where you have say a smaller practice with say several 

doctors, and not really a person who would fit the administrator's role or fit into that job 

title, in other words where the doctors themselves might be the ones you would really want 

to end up talking to ... " 

The doctors are the ones you want to end up talking to because they are going to be the 

ones using the place. I run into that as well, when I meet the business office manager. But 

then, that person will tell you, and say "Gee whiz, you should talk to Dr. 'dada da'. So I 

try to talk to Dr. X. Talking to Dr. X is not so easy typically, the reason being that Dr. X 

is typically extremely busy. It is interesting from my end when they are going to call me. 

They will call me during the lunch hour, from 12:00 to 1:00. They will call me after work. 

So, when I expect that call I typically am around or I connect my phones, or whatever. 
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But, that is the situation with Dr. X, and that does happen. The major problem is finding 

out who is doing the worlr before it gets started. I make a lot of cold calls. 

Yeah, that is the problem is finding out before it happens, you know, who is going to 

do some work. In horror stories and things like that, people you think are going to do 

work, say they are going to do work, they do a study that show they are more than capable 

of doing work .. .let me give you an example of that -Valley Pima Dermatology, I've talked 

to them for two years. They say "We're debating about whether we are going to do work. 

Yeah, we are going to build a new building, yes we are. We want to build our own 

building. Do we have the financing.?:" They fmd out they're looking great After two 

years, the doctors sit down and talk and say "Gee whiz, we've decided not to build the 

building, we're happy being a two-man fmn, or four-man fmn or whatever the case might 

be and we don't want to expand. We're happy with the doctors that we have and we'd 

have to add on two more doctors, and we just don't want to do that because we don't want 

to add on extra patients. We've decided not to, and that's essentially what happened to 

Pima Derm is that they said they were going to build, and decided not to. My question to 

them when a person does that is "Why did you start this in the first place?'' That should 

be in the initial meeting. If we can afford to expand, are we going to expand. They do 

studies and surveys, and all kinds of things that cost them money, and then decide not to 

build. Over two years, they thought about it more and then decided not to build. I have a 

few of those like that that I talk to for a long time. I also find it strange if you talk to them 

and talk to them, and you know they are going to do work, and they sort of hide in the hall 

and all of a sudden you find out they are doing work, or that they did finally sign, and you 

call them up and you're a day late. Here you have been after them for the last two years, 

and you are one day late. Those things are tough. So being there at the right time is 

crucial. That's why developing a rapport. like example, Thomas-Davis, I know Thomas

Davis is going to do a project, in Tucson and Tempe, and my guess is that in two years 

they are going to do a big one somewhere else, and two years from there they're going to 

do a big one somewhere else, if they stay healthy. The same with CIGNA, FHP, and the 

same with a whole bunch of these groups like that. They are going to constantly keep 

doing things. 

In the sense of medical buildings, what's happening now is that doctors are trying to 

find funding for buildings through the hospital, and items like that. Example, let's say 

TMC. TMC has been placing doctors for years, but they are going to help them build their 

buildings. That I know of, they really haven't. They only say that they are going to. The 
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location of the doctors near the hospitals, for example TMC, there is a medical park right 

next to them, and the reason is that patients can go from the doctors offices over to the 

hospital and back easily. So there are certain places that medical facilities are going to 

happen. There are also certain connections, and I know a lot more of the Phoenix 

connections, than I do in Tucson, of certain developers that do nothing but medical 

facilities. I love to touch base with those developers. There are Realtors out there who do 

nothing but medical facilities. Realtors, in my book, are great, because if a doctor comes to 

them and says we are thinking about expanding, and I can find out who that doctor is 

(which really hasn't happened yet). I don't care if they build in Peoria or Chandler, if they 

are going to build a building, and they are thinking about building, then that is definitely 

somebody I want to talk to. Banks are another one, because doctors will come to the banks 

and try to get their financing approved. I can think of Tucson National Bank because they 

do a lot of medical loans. Between you and me, they could knock the world out there, they 

do a lot of medical loans. But, until I went over there and talked to the administrators over 

at the bank, the people who do loans over there at the bank, what I got was "Tucson first." 

I said "What do you mean, Tucson first?" "Well if we are going to talk to somebody we 

are going to talk to a Tucson architect." I say, "I don't get it." They say "Well you have an 

office in San Francisco, as well". So, I said "I don't think they come much more local than 

myself'. In order to survive, I end up connecting or making a better life for myself, and to 

explore out my future, I am connecting with firms in San Francisco. But anyway, there are 

banks out there that are doing loans not only for medical but commercial, or whatever, so 

there are people out in the street who know what is getting done. When you start talking to 

developers and start getting on the inside, and I still feel like I'm on the outside looking in, 

but I get a few of them now and then where so-and-so's doing whatever, or if you hear da, 

da, da. I mean, I get things like "There are going to be some doctors,--, who are going 

to do 15,000 feet next to TMC". "Who is it?" "Can't tell you!" The reason they bring it 

up is because they say we're going to include you on the deal, but we are not going to let 

you do the architecture, we'lllet you do the interior design. That's fine by me. What ends 

up happening with some developers is that the developer gets it and they want to use us for 

architecture interior designers, that is fine. What we end up doing is, if we bring a doctor 

in and developer, then we can act with the developer and we get to control the job, so we 

work both ways. 

Realtors out there doing commercial spaces are looking for decent architects. There 

are developers looking for decent architects. I'm only interested in developers who are 

doing medical buildings, and there are a few in the state that do that. There are a lot of 
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developers that do medical, and other things, so I go and talk to them and say "Look, if 

you want to use your architect for commercial buildings, give me a chance on the medical. 

I am not interested in commercial, I am not interested in retail, and I've done that stuff 

before, but I am interested in medical. So , that is the only way this firm is able to compete 

in this city. One firm, and again I use Thomas-Davis because they are the busy ones, they 

use Lang Lechner who is a fantastic contractor to do all their contracting construction. 

They are a wonderful firm. I like Bill Lang very much. I have gone and talked to Bill 

Lang. I said "Would you recommend me?" He said "No." He says"-- I like you, I 

think your drawings are great, I think you do a great job, but Thomas-Davis calls the 

shots." I appreciate Bill for telling me that. I do construction for Thomas-Davis. Whoever 

they want to use for an architect, that's up to them. I would love to be the Lang Lechner 

for Thomas-Davis in interior design. It is LT'lteresting because how I got this job is we were 

competing against each other, --and myself were competing against each other, going 

after some Thomas-Davis and Intergroup. I did work for Thomas-Davis at Arch I. What 

ended up happening is that two fmns came to me because they knew I knew a lot of people 

at Thomas-Davis, and they knew I knew about medical facilities, two firms came to me, -

- and another firm came to me at the same time, on the same day, and said "Would you 

do the drawings and all the design work for Intergroup if we got the job?" I said, I won't 

go after it myself because you both came to me at the same time, and I thought-- was 

going to get the job and we were going to end up doing work together, and it turned out to 

be the other firm, and the other fmn gave me absolutely no credit whatsoever, and on top 

of that they were not exactly kind about how they paid me. I was not pleased about what 

happened but as it turned out., the result of it turned out to be great because what ended up 

happening with the manager of this office was upset about the whole situation about what 

happened and ended up leaving, so I ended up taking her place. At that time, we had three 

people on staff here, and I came in and realized that I didn't think these other two people 

were working hard enough and was requesting them to work essentially harder. Some 

architect firms are sweat shops. I worked long hours before, but they were just a little too 

lackadaisical, and I was asking if I could hire somebody else in place of them. What ended 

up happening is they didn't get fired, they ended up leaving and going to Indianapolis and 

doing something else besides interior design. However, I still haven't been busy enough 

to hire a person, and I thought that that was going to happen a few times, but not quite. 

Other ways of marketing that I see out there that architects can do are, I won't reveal the 

name, but there is an architect in town here, Tucson, who puts his name in the yellow 

pages in San Diego, he puts his name in, acts like he is in San Diego, has a telephone 
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number there, a recorder, he calls his recorder every other day. He has business cards 

dressed up like they are made in San Diego and he has California registration, and people 

don't know he is a Tucson architect 

That is a problem I have in Phoenix. They say "Gee whiz, you're not in Phoenix". 

My response to that is "What I charge you for not being in Phoenix, is I charge you a trip 

charge. I charge you $100.00 for getting up here and I charge you mileage. That's it, 

that's all I charge for Phoenix. So you are paying for my expertise $100.00. They say 

"Gee whiz, you can't respond in an hour and get here in an hour". I say if you are 

working in Tempe and your architect is on the north side of Phoenix, he is not going to get 

here in an hour either. 

The idea of having a business card in Phoenix, is it ethical. I don't know. We don't do 

that. It is an interesting way of marketing. You could have offices in a lot of cities or 

whatever, and I think we have contractors we deal with in Phoenix. I wouldn't mind at all 

keeping a phone machine on a separate line there at the office, that would be fine. I also 

may get a call or something like that. So, we could do that in Phoenix, or we could do it in 

San Diego, you could actually do those things and make it look like you are a firm at four 

different cities. 

Another thing that happens in this profession is that clients only pay you eighty percent 

of the contract price. What are you going to do, sue them for 20 percent? This company 

will. Most companies won't. They say well you didn't do this or that so we're only going 

to pay you 80%. They have some reason for doing that. And then they want you to 

compromise. This firm won't compromise, we will go to court. One of the things we 

write in our contract is legal fees, for just that reason. We ask for 10% up front, at least, 

architecture fees. Then we have a contract for procurement of furniture, and that's where 

were different from other firms, we not only sell a service, we sell a product as well. Other 

firms spec the firm and hand the list to someone else. We require 30% up front on that, 50 

as soon as it's shipped, and 20 % once it's delivered, and they have 30 days from the time 

we bill them. Typically they have it and they've only made 30% up front. Most firms 

locally voluntarily lower their fees, but they're starting to say no. Good for them. 

Another problem is saying 'we'll make two revisions', well what's a revision. We do 

things a little differently, we say we'll do the drawings, and once only. When they start 

revising, we start charging hourly. That's an open end contract. We can charge them 
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whatever we want, essentially. Lawyers look at me and say-- your protecting yourself. 

Or a line is drawn in the wrong place. Say a soffit. They come back and say you didn't 

put that soffit in even though we requested you to, so the contractor is going to charge you 

to put that soffit in. Programming is really important, because it documents exactly what 

the client wants. 

I'd love to be on the other end, as far as marketing, and sit down with a bunch of other 

architects and see how they present themselves. But the big ft.rms I've seen, a good 

example is the Chicago Library. Drawings, models, slide shows, portfolios, brochures, 

big guys do brochures with cut sheets like this. I think it's a great way to market, it's 

amazing how many of the big ones do this. The booklets that break the project into 

different pl1ases, programming and so on. Especially if they're going for government jobs 

they can break it down into just that format. But marketing is something you have to make 

happen. When I go out there and start talking to people the phone starts ringing, when I 

don't it's quiet. 

When I was in school I worked for Gus Jonas which was interesting because Gus was 

a three man firm. From there I went to Berlini Silberschlag, Architecture One, on my own 

for a while and then here. On my own for six months, right after I got my license. Been 

with -- a year and a half. They have twelve people in San Francisco. We are organized 

about marketing here, and disorganized. If we have a lead we write it down, go over the 

list every week. I have a typical lead fmding record, with a sheet for every contact, a list of 

people I constantly contact, what job they're working on their address and phone number. 

The computer breaks it down further than that, when the last time was I contacted them and 

so on. The majority of my marketing is telephone work. Reporting to people. My boss 

says the telephone is good only for making appointments, if you don't get into see them 

forget it. You have to see them to sell them, so they say. I do letters and telephone 

memorandums to people I need to contact. I've seen this. In our firm we hear of a job that 

could break and we go up there, tomorrow I could be on a plane to El Paso. If I get a call 

today I could be there in two weeks. 
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Appendix L: Interview Guide 

This Interview guide was developed by the author according to the information on 

'intensive interviewing cited in chapter seven (Lofland,John, "Intensive Interviewing," 

Analyzing Social Settings, (Belmont, CA: Wadsworth Publishing,1971), 87-113.), and 

was used to conduct all interviews cited in this thesis. It is included here to be made 

available to any later researchers wishing to further the development of a marketing matrix 

according to that outlined in chapter seven and appendices A, B, C, D, E, F and G. 

INTRODUCITON 

Purpose of Interview: 

To record information for thesis case study on marketing 

Understand your personal background and current situation 

Understand the background & current situation of the firm 

Understand exactly what your-- marketing procedures are 

How they were developed 

How they have worked for you, so as to provide a real-life case for comparison 

against the bcxiy of theoretical marketing knowledge as it applies to medium 

& small size firms 

PERSONAL BACKGROUND 

Where and when did you get your degree in architecture 
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How long have you been a practicing architect? 

How many different firms have you worked for in that time 

What were your roles in those fmns 

Were you ever actively involved in marketing 

How large was the firm at the time 

How long had you worked for the ftrm by that time 

What types of marketing responsibilities did you have if any 

What was your frrst major contact with marketing of architectural senrices 

(either you were the major party responsible for marketing, or your marketing 

responsibilities were the greatest part of your different jobs) 

You mentioned that you had your own practice for a while. Could you tell me about that 

experience 

How long were you involved in private practice 

What was involved in the decision to start your own practice 

What were your goals for that practice 

What specific ways did you go about achieving those goals (goals that were 

achieved) 

What do you feel prevented achievement of those goals which were not 

achieved 

What type of marketing program did you establish for the fmn 

Did you write out a formal marketing plan, i.e., was it a 'by the book' effort 

What procedures did you use to measure the success of your marketing efforts 

Were there any particular strategies you used which you feel greatly helped 
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FIRM BACKGROUND 

When and how did you come to work for--

How old is--

Has there been any pattern of development or significant changes along the way 

Has the firm ever tried specializing/what view of specialization does it hold 

How has it dealt with economic downturns typically 

most recently 

How uiJ the tnarketing side of the fmn develop 

Was there any premeditated correlation between the firms growth/decline and its 

development of marketing programs 

Current Situation 

What can you tell me alx>ut the flrm as it currently operates? 

What type of management organization 

What services does -- offer 

What are the fum's resources 

How many people are on the staff & what are their positions 

What type of work does-- typically go for 

What is the current breakdown by project type 

What is the current breakdown in terms of marketing mix 

repeat clients 

new clients 

of new clients, how is contact established 

What is the role of marketing at-- within the management organization 

What role do computers play at --
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How have computers affected the practice 

Are computers used as a design tool or mainly as a drafting tool 

What types of projects require the use of CAD 

Have computers made any changes in productivity 

How do different clients respond to CAD 

Is it seen as an asset 

Has it ever made a sale/what type of client 

Has it ever prevented one/what type of client 

Market Research 

Does-- conduct 'internal situational analysis' 

is it done on a regular basis 

how is it gone about 

External situational analysis 

is it done on a regular basis 

how is that gone about 

Is a list of SWOT items established based on internal & external results 

Is a list of goals derived from the research 

are they put in writing 

Marketing Plan 

Is a formal marketing plan written up 

What exactly are the elements included 

The Summary, with conclusions 

The Environmental Analysis 

The Goals and Objectives 

The Strategies and Tactics 

Action Plan with schedules 
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Staffing Plan 

is it based on SWOT results 

how are the goals expressed 

Once a goal or set of goals has been established, how is action taken, or what action 

is taken 

Are strategies established 

Are tactics established 

How is attainability measured; how do you determine feasibility of goals 

Is there procedure to measure success of these efforts 

How often is this whole procedure done 

Leads & Contacts 

How do you establish your lists of leads 

How frequently do you conduct maintenance, i.e., purge inactive leads 

How is most of your bird-dogging done 

by phone 

in person 

When you find out about upcoming or possible work, how do you actively 

pursue it 

Where do you most often get information about upcoming work 

tips, referrals 

personal prospecting and cold calls/bird-dogging 

through the grapevine/networking/tips referrals 

Community service organizations (Lions, Rotary, etc.) 

Professional organizations 

from publications, i.e. Commerce Business Daily 

internal sources (other employees) 
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past clients 

other 

Of attempted pursuits (contacts), what percentage bring a response 

Of responses, what percent bring requests for proposal (RFPs) 

Requests for Proposals (RFP's) 

Could you describe your process in dealing with RFPs 

How much of-- work actually comes from RFP's 

How many Proposals tum into actual contracts 
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