Developing a local government marketing model
Abstract

A local government marketing model is apparent in that local government management operates in an environment where the public is increasingly seeking accountability and perceived value from their representatives and the organisation.  Most marketing literature recognises this need but fails to provide a holistic approach and instead tends to offer piecemeal applications.  This paper develops a local government marketing model based on five themes developed institutively, refined with secondary data and literature and complemented by case analysis of three local governments.
Introduction

Local government in Australia makes up 8% of public sector spending or $21,473m in 2006/07 (ABS 5512.0) and 2% of the workforce (ABS 6105.0).  When this economic impact is considered with the multiplier or flow on effect that this cash injects into the community, it is clear local government is a major contributor to the economic viability of many Australian communities.  Traditionally, local governments are responsible for the 3Rs – roads, rates and rubbish. However, local government today is a complex business covering a wide range of products, wanted and unwanted by its stakeholders (Elliott 1994) and serves a range of customers from an individual to citizens collectively.  Local government management is dependent on several different decision makers who act as individuals, in groups or as committees; and who deal with a wide range of diverse exchange types with stakeholders who range from sophisticated organisations to the individual resident or rate payer (Gardiner and Brown, 1999).

In this local government environment it appears that the application of marketing principles to local government continues to disappoint in that it is not living up to its potential (Kavaratzis 2007).  Issues that continue to cloud marketing’s application to local government seems to stem from the piecemeal approach of academics and practitioners when addressing the range and complexity of goods and services offered (Ryan 2007, Latham 1991), the mind set of being able to ‘sell brotherhood like soap’ that infers a simplistic and often one dimensional approach to public sector marketing (Rothschild 1979; Latham 1991; Graham 1994), to the ongoing discussion about the role public sectors communication and public relations (Bloom & Dozier, 1990).  These discussions while important in their own right, do not address the need for a holistic approach or consider the possible synergies from such an approach.  
In addition the complexities caused by the ever increasing diversity of activities and the variety of decision makers with differing goal emphasis makes the marketing effort seem fragmented and inconsistent, leading to mixed and missed messages to stakeholders.  Clearly these and other factors explains why the application of traditional marketing practice does not work in all local government exchanges and further suggests the need for a modified view for the application of marketing in the local government environment (Beltramini 1981; Latham 1991; Carter 1993; Graham 1994, Ryan 2007, James 2009).  This proposition is bases for this paper and in particular the development of the local government marketing model, which will be developed in the subsequent sections through the investigation of the literature and practice.
Review of literature to develop the foundation of the model
To achieve the development of the model five core local government marketing themes were explored based on earlier studies (Gardiner 2005).  These were:

· who is making the decision (goal congruence); 
· what is the type of local government product (product type); 
· whom does the product serve on the customer – citizen continuum; 
· the degree of complexity to the exchange; and
· organisations strategic alignment and consistency with the exchange
The literature on a holistic local government marketing process in Australia is limited.  As identified above, one of the shortcomings of applying marketing to all local government activities simultaneously has been an expectation that private sector principles and mindset could be wholly transferable to the public sector (Phillips & McDonnell 1992).  Although private sector marketing can be applicable in given situations more often than not it is not applicable in all cases (Beltramini 1981; Latham 1991; Carter 1993; Graham 1994) this is no more evident than with Kotler and Lee’s text (2007, 5) which acknowledges that the book was written to “support ...  managers in discovering the clear link between meeting citizens needs and improving public agency performance”.  Clearly this is not a holistic review of marketing in local government but a review, discussion and development of marketing theories and application for the administration managers to help address the needs of citizens.  

Discussion of the development of the model that will use marketing principles for local government begins with the concept of goal congruence with and between the various decision makers and then proceed through the other five themes.
Within local government there are many levels of management similar to any private sector organisation.  And like a private sector organisation the board of the organisation (councillors) and the management within the organisation may have different goals and perspective when making a marketing decision with the customer.  Further, like a private sector organisations the local government authority may find that they have to adhere to state or federal laws.  What is not like the private sector and must be addressed is that the local government may serve many target groups with the one product and may treat them all differently; provides products the consumer may not want but will have to pay for (refuse collection); and the local government authority may have to administer and monitor activities that they do not specifically control for example food regulations.

Thus with all these levels of decision making, the impost placed on local government by higher levels of government and local governments own mandate, the issues of consistent goals and decisions is a factor needing review from the literature as goal congruence is necessary to ensure the consistent image; product and brand are maintained and that strategic direction and policies are achieved.  Unfortunately this theme has not been served well in the literature and up until the start of this century was only addressed in comparable areas such as social (Barach 1984; Petkus & Woodruff 1992) and from this perspective seen a spill over into the area of local government.  The most recent work on goal congruence in local government comes to the conclusion that “...goal congruence appears to be more problematic either when policy goals are complex or when organizational systems are complex; when both are complex, substantial uncoupling of formal and operational goals is observed” (Meyers, Riccucci and Lurie, 2001, 165; Jewell and Glaser 2006).
Another aspect for consideration with goal congruence is in relation to the time frame and focus (general or focused), with the body politic being elected for four years terms and having a general focus on all local government activities within their elected area, whereas administrators generally have longer tenure and focused on their particular area of responsibility.  Accordingly, decision responses to a given situation may vary depending on the type of decision maker.

The second theme for consideration through the literature is the type of product, and the service component of the product.  Customer services, whether developed from the public sector arena or from services marketing, have developed consistent service procedures and practices (James 1989; Ollenburg & Thompson 1990; Reynolds 1991).  The more recent work by Vargo and Lusch, (2004, 2006 and 2008) and numerous other authors highlight the importance of understanding the service dimensions.  The fact that is important to local government is to look at the service dimension with respect to the varying types and numbers of parties on the customer citizen continuum, each requiring and being offered differing levels of service for the same product.
The third theme expands the discussion on the external clients on a customer – citizen continuum.  The marketing approach adopted for the delivery of product to a citizen group (for the benefit of the community including the detriment of the individual) can and often is different to the marketing approach adopted for a consumer product offered by the local government (Kotler and Lee, 2007).  While the suggestion that local government serves customers and citizens is not a new concept to public sector marketing theory (Wensley 1990; Van der Hart 1990), it is the first time that the range of external clients has been recognised on a continuum from customers to citizen.  The implication of this notion is the need for different marketing tactics for the various stakeholders positioned along such a continuum.

A discussion on marketing exchange and its application to local government is the fourth theme to be explored through the literature.  Marketing exchange is commonly regarded as being dyadic (restricted) in nature (Bagozzi 1974).  However, there are other options such as generalised exchange (being three parties) or complex exchange (more than three) (Bagozzi 1974, 1975).  In these more complex exchanges, the concept of mutual satisfaction is not a condition and as such, one or more of the parties may willingly participate without insisting on mutual satisfaction.  Such exchanges form the basis of public sector marketing.  Therefore, a different strategic marketing approach is needed in local government that addresses this complex exchange paradigm (Gardiner & Brown 1999).

The final theme considers the need for strategic alignment within an organisation.  Over the last forty years attempts to apply the marketing concept to business organisations have predominantly used three fundamental strategic processes – cost, societal and strategic planning (Stildsen & Schutte 1972: Worthington & De Marzio 1990). Of the three, the strategic planning is the most recent and appealing.  It was developed in response to marketing practitioners’ needs to be more professional, and it has a major role in the development and implementation of the business strategic plan (Worthington & De Marzio 1990). Based on this premise it was determined to consider using a strategic marketing approach.
The Market Logics model (Chorn 1991) is worthy of consideration when looking at the strategic alignment of local government activities, as it has been established that competitive situation, strategy, culture, and leadership style are key factors in optimising organisational performance. It has also been recognised that superior performance can be realised through managing the strategic alignment of these key factors (Chorn 1991; Chandler 1962; Miles & Snow 1987; Chorn 1987; Chorn, Myres & Gattorna 1990). From this research Chorn developed a framework where each of these key factors (competitive situation, strategy, culture and leadership style) were defined as four ‘logics’. These logics are based on the work of Carl Jung (personality types), Adizes (management styles) and Chorn (organisational culture).  From these four logics, the market logics model was developed as integration, administration, development and production and serve as a means of describing the outputs and their associated phenomena. One logic tends to dominate for each market, and an organisation is said to be strategically aligned when all four factors are of the same dominate logic across the organisation.  Thus a recognised approach to gain superior performance and organisational consistency can be realised through managing the strategic alignment of these key factors (Chorn 1991; Miles and Snow 1987).
 Having confirmed the development of the model based on theory it is important to explore the relevance of the model to local government practitioners.  This is addressed in the following research.
Methodology

For this research it was considered appropriate to base the study on three local governments representing differing jurisdictions - a large urban council, a moderate semi rural council and a small rural district council in South-eastern Queensland.
Data collection consisted of case study analysis based on a series of eighteen depth interviews with senior management, CEOs and Mayors of the respective authorities, analysis of additional primary and available secondary data.  
The methodology selection for this research was based on the research problem (Yin 2009; Romano 1989) and the theoretical development underpinning developed above.  Of the six research methodologies presented by Yin (1994), case study was selected in that the study focus was current; control is constrained for the environment; and how and why questions are the focus of this research question for theory development.  The case study analysis was founded on a series of eighteen depth interviews with senior local government management officers and politicians. 
Results and Discussion

An initial finding reinforced the authors’ belief that marketing theory is not well understood my local government practitioners and is usually limited to the visible activities of public relations and advertising.  This information was developed from introductory questions on the managements understanding of marketing and how it applies to their section’s responsibilities and activities.  This is not to say the there are not pockets in the organisation that do not appreciate or participate in embracing the marketing culture where a CEO is a marketing advocate but rather that the direction and communication has a marketing culture influence. 

Subsequent findings from the case analysis and depth interview are consistent with the literature and the first item for discussion is goal congruence. Interviewees identified that decision makers at different levels may have different agendas and accordingly may wish to develop different marketing strategies to address a similar issue.  The understanding of the differences due to political versus administration and senior management versus the people in the field were clearly consistent across all local government bodies in terms of agreement and perception.

Product type was also identified as a major influence on the marketing effort.  It was determined to have more of an influence than the agenda of the decision maker.  For example the product of health inspections was deemed to have a lower importance in the marketing effort as the product is dictated at a statutory activity from the State government and the marketing effort is more about information or social marketing than the inherent marketing required for a saleable product.

Customer/Citizen continuum was not as strong in the smaller local government although they were consistent recognition that there were elements of citizen and customer markets being served by local authorities.

The understanding of marketing exchange was the most difficult of conceptual issues to be understood by the interviewees.  However, when it was simplified to a graphic showing the link between the elected, the administration, and the ratepayer or resident the appreciation for a non-dyadic exchange was confirmed for most products.

Strategic alignment is a concept most respondents could not relate with as they tended to focus on their own area of responsibility and accordingly comments were limited.  However, there was consistent response in that the respondents believed local government operates in more than one of Chorn’s logic.  The implication for local government from Chorn’s research suggests that local government as one discreet organisation will find it difficult to have consistent organisational strategies.
Thus implications from these finding suggest that all five themes of this research provide elements of understanding of the complexity of the local government marketing.  Exchange is broadened; the understanding of customers is expanded to include citizens and all groups in between; the complexity of differing decision outcomes because of the different roles of decision makers and its impact on the organisation’s product management; the expanded range of production from the traditional 3Rs of local government - roads, rates and rubbish; and finally the need to rethink the managerial structure of the local authorities to allow for strategic alignment are considered and addressed in a holistic manner (see appendix).
Conclusions

This paper has identified essential themes needed to develop a model for local government’s marketing from the literature.  The model’s components were consolidated within the case study.  The derived model acknowledges the modified understanding of private sector marketing principles that allows for the application of marketing principles to all local government marketing activities in a consistent manner to all stakeholders.
The advantage of this model (see appendix) is that it presents a holistic approach to the application of marketing principles to local government activities while recognising the impact of goal congruence in local government management.  The model’s success is that it addresses the use of a customer service continuum, provides a means of developing marketing tactics for local government entities, and offers a pathway for the organisation to be strategically aligned.  Further research is required to quantify the findings from this research and prove the viability of the model.
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