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Introduction 


Purpose of the Exercise


IMC: An Integrated Marketing Communications Exercise is about marketing in the travel field. It gives you hands-on experience with a communications application, which can be very important in the marketing area. Many instructors in this field believe that partici�pation of this kind is as effective as or even more effective than traditional text/lecture methods of teaching. Involvement and high motivation can clearly enhance your learning experience through this program.


Specifically, you will create an integrated marketing communications (IMC) program for a hypothetical client, the Tourism Ministry of the Republic of Uruguay. You will be briefed on all aspects of the client’s new product, a popular holiday destination at Punta del Este, a resort area on the coast of Uruguay.� Your briefing will be similar to the Doyle Dane Bernbach agency’s “Factory Tour,” which is the agency’s term for the briefing of its people in all the facts, details, competition, research, and lore of the new client’s product. After the briefing, you will be guided through the development of a four-part recommen�dation for the Tourism Ministry of the Republic of Uruguay. The project covers all phases of an IMC program. A number of helpful how-to worksheets as well as real, current data on promo�tional costs and practices will guide your work. 


To begin preparation for your new job with the All-American Marketing Agency, watch the travel marketing in your area. For example: What television is used? What ads are common in magazines and newspapers? What part do travel agents play in this market? Begin searching for background information so that you become quickly attuned to your client’s world and outlook. Advertising agency work has often been described as a form of “total immersion” in the client’s business. Start scanning these media sources to get a sense of how travel marketing commun�ications sound and look. Marketing in the travel field is a fascinating assignment in every way and one in which marketing professionals have fun working.


You have heard about the importance of IMC and why marketing professionals are so focused on this important subject. The next section provides a brief overview of IMC, and this overview will be useful as you begin developing an IMC program for your client.


�
Integrated Marketing Communications (IMC)


A successful veteran of 40 years in the advertising business recently asked, “Why are we suddenly focusing on integrated marketing communications as if it were just invented? Haven’t we been integrating our marketing communications all along?”


The answer, surprisingly enough, is: No, we have not, at least in the case of a great many otherwise sophisticated marketing organizations. The different forms of marketing communications have been quite uneven, separately directed, or lacking integration for some time.


The Impact of Television


To understand this paradox, we should look first at television, which completely changed the marketing landscape from about the mid-fifties onward. Historically, advertising has always dominated promotion investment. However, television’s arrival as the “ultimate selling machine” saw that dominance grow even more. Television was so powerful and so effective compared to other promotional alternatives that marketing people actually began to create products simply because television could sell them. In one product area after another, television success stories began to appear. It didn’t take too much wisdom or strategy for television-oriented marketing people and their agencies to see that television was a super-salesperson to the masses. 


In a few years television eclipsed the national medium of choice, the big, full-color, general audience magazines. Life, Look and the venerable Saturday Evening Post lost their preferred position, as did network radio, the alternative mass market vehicle. Big budgets and big returns restructured the advertising industry completely. Solutions to marketing problems focused on money, not strategy, and the buying public went along enthusiastically for many years. But, as with all seemingly limitless growth prospects, a point of diminishing returns was reached. It became more and more difficult to simply throw money at a problem or opportunity. Product proliferation filled store shelves with endless imitations of imitations. Marginal product improvements and ineffective product strategy decisions became more commonplace. True innovation and positioning genius, which were rare all along, now became critical for marketing success. 


The Impact of Technology


Technology advanced enormously during this same time period, and the development of the computer altered the mass marketing area just as it did many other areas. In particular, the introduction of highly informative computer databases in the hands of retailers was a singular watershed in marketing. As retailers acquired these databases, manufacturers were no longer able to dominate the information side of selling. From that point on, retailers relied on their own data, not the carefully crafted “research results” that manufacturers used to argue their cause. Despite their impressive introductory campaign promises, manufacturers of marginal products now had a real fight on their hands. Retailers quickly learned how to gain control of the consumer goods channel.


The huge increase in trade promotion spending was one immediate consequence of this shift of control. Previously trade promotion spending had been an important part of retailers’ profits. However, with the shift in control, manufacturers saw the increase in spending due to the retailers having their hands in the manufacturers’ pockets. Overstored to an incredible degree and nearly profitless on operations, retailers used their new leverage to great advantage and caused a shift in marketing spending that lifted trade promotion to the top investment area, leaving advertising in a shrinking second place. Current estimates of promotional investment show that spending in measured media (television, radio, magazines, newspapers, and outdoor) amounted to just over 30 percent of total promotional investment, or around $140 billion per year. This amount is well below the point 20 years ago when promotional investments  accounted for 45 to 50 percent. Today roughly $7 out of every $10 for promotion goes for trade and end-user promotion� activity. (See the following table.)


Estimated Promotional Investment


	Estimated Current Dollar 	


	Investment per Year	Share of Total


�Promotion Activity	(billions)	Investment


Measured media	$162	30.6%


Trade promotion	235	44.3%


�End-user promotion	133	25.1%


The manufacturers’ difficult situation was made worse by two other trends: the rising cost of mass media and the unprecedented fragmentation of mass media audiences. Some experts say that many mass media double in price every seven years. Further, cable television, which gave consumers access to 30 or more channels, caused the three major television networks to lose their audience dominance. These shifts, along with the manufacturers’ loss of overall control to retailers, meant that the free-spending era was over and marketing for the fun of it was history. Profits in consumer goods now required cost-benefit analysis and serious strategic planning, things seldom considered in the gilded age of package-goods marketing. Manufacturers could no longer shrug off ineffi�ciencies and off-strategy activities as inconsequential. The new realities of million-dollar prime time minutes on television and huge slotting allowances for new products were simply beyond the budgets of many smaller manufacturers of useful and truly innovative product ideas. The issue became a battle among huge product conglomerates engaged in a titanic struggle for limited or no-growth consumer demand.


The Rise of Consumerism


Rising consumer sophistication and sales resistance also characterized the altered market�place. Consumers had heard too many appeals for too many knockoff or imitation “new products.” Skepticism grew and consumers responded to the flood of strident sales pitches for marginal products with disenchantment, apathy, and defensiveness. At the same time, as their spending power began to decline, consumers’ concern for product value rose in importance, particularly for those consumers who now needed a two-job income to maintain their lifestyle. Confidence in major brands eroded as consumers demanded full value with minimal frills and puffery for their hard-earned dollars.


�
The Advertising Agency


The evolution of the advertising agency, which accompanied these changes in the market economy, is also important to note. Television and its big budgets strained traditional agency compensation practices. At first, agencies hired marketing and promotion specialists by the hundreds and placed them in client service as a no-cost extra to help justify vastly increased commissions. This pattern worked for a while. However, when merger madness struck the advertising world, clients realized that agencies and the individuals who ran them were raking in huge incomes. Retribution was swift. Commission income shrank dramatically, as did the number of extra specialists whom agencies had hired to participate in “total” client service and support. When clients neither wanted nor needed specialists, agencies found their revenues were trimmed drastically. As an order-of-magnitude estimate, agency income declined at an annual rate of $4 billion.


As far as participating in their clients’ decision process as “marketing partners,” most agencies were asked to assist on just the basics of writing and placing ads. In addition, creative boutiques, house agencies, and media buying services became popular because of their cut-price approach, squeezing full-service agencies even more.


Separation of responsibility for different parts of the promotional mix had not mattered as much in the age when manufacturers used money to solve every problem. Agencies generally were left out of couponing decisions and seldom participated in other areas of consumer promotion. They had virtually nothing to do with their clients’ interface with retailers. Many agencies tried valiantly to offer input to clients beyond the narrowly defined advertising function, but their efforts seldom worked. Manufac�turers farmed out public relations and publicity to other specialists on a more cost-effective basis. Promotion agencies came into much greater prominence as agency ad budgets shrank in favor of free-standing inserts, on which no commission was paid and results were demonstrable within weeks. 


Mergers and profit problems continue to plague the agency business today. Once very profitable, the big agencies are now beset by difficulties and, similar to many of their clients, are forced to look abroad for growth and profitability on operations.


The Importance of IMC


The interest in IMC has a number of explanations, but the most compelling are the very evident changes that have taken place in consumer goods marketing just discussed. Loss of control to retailers and rising costs favor category consolidation and elimination of the third and fourth brand from the game. Profit performance is now more tightly controlled and carefully monitored in a completely changed competitive environment.


The appeal of marketing communications that pull together, rather than scatter and diffuse the program’s impact has captured the attention of all but the fortunate few who don’t worry about competition. It is too costly if imagery and brand positioning vary even slightly from one element of the promotion mix to another. Ads and packages, coupons and displays, sales tactics and product-sponsored events all need to push off the same core communication strategy. The identity of the product or service must be consistent, or consumers will be confused. That is, a product can’t be upscale in its news release and shabby in its shelf appearance. Discounting and the excesses of price promotion have to be reconciled with ad imagery of quality and superiority. If confused, contradicted, or dissat�isfied, consumers will simply tune out and purchase someone else’s product or service that has no confusion or lack of consistency.


The cost question has been one side of the IMC movement; the clutter of and competitive confusion about imitations are the other side. Clarity becomes essential, and the cost-benefit discipline is a permanent part of effective marketing communications.


Given these precedents and background position, IMC requires the participant to see all the elements of the promotional mix and to work with them to achieve an integrated plan for communicating a new and exciting idea in the world of travel. In this marketing microcosm, investment must be justified; objectives must be set; and the client’s complete needs in advertising, trade and consumer promotion, publicity, public relations, direct marketing, and personal selling must be argued for their roles in getting the job done. That job is making the travel public aware of, enthused about, and sold on the new vacation site, Punta del Este.


Now it’s time for your agency job to begin. When you open your mail in your office at The All-American Marketing Agency, you find a very welcome letter from Roberto Esplugas, the director of the client team.  Congratulations! You got the account! Now your briefing will begin.


�
�





�	Punta del este means “eastern point” in Spanish.


�	Terence A. Shimp, Promotion Management and Marketing Communications, 3d ed. (San Diego: Dryden, 1993), 443.
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1 February 199-


The All-American Marketing Agency, Ltd.


505 Ramapo Valley Rd.


Mahwah, NJ 07430-1995


SALUDOS AMIGOS:


I am able to confirm after a phone conversation with His Excellency Luis Alberto Lacalle, our President, your appointment as exclusive agent for our project to develop tourism in the premier season of the new Punta del Este resort.


I would like to offer my congratulations on an outstanding presentation by your new business team. It was clearly the best and most inspiring of all the seven finalists we heard.


My colleagues and I are anxious to begin and look forward to meeting with you on �8 March at Mahwah.


Let me reiterate the essentials for complete clarity in communication:


1.	The All-American Marketing Agency is appointed the exclusive marketing agency for the Punta del Este Premier Season Project.


2.	Your best efforts will be required in the preparation of advertising, promotion, and other related communication tasks.


3.	Your work will be under my direction as project manager for the government of Uruguay.


4.	Your compensation will be based on the cost-plus agreement contained in your proposal, to whit, costs of labor, materials, and travel, at the prevailing exchange rate, plus your contracted profit of twenty (20) percent. N.B. no advertising media commission will be retained by your agency in lieu of the contracted agreement.


Best wishes for an outstanding program and a long and fruitful association.


�


Ing. Roberto Esplugas y Maturana, Ger.











