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Marketing GPS

Call One

Sarah:
Hi everybody, this is Sarah Petty and welcome to the first call of Create Your Marketing GPS. I’m really excited about this product and feel like people have been needing this for years. While we’ve taught this, I just felt like I wanted to create a new way to teach it and really walk people through A-Z how to do this. 

I’m really proud of you for taking this step and making the time to listen to this because I’ll tell, while I’ve really tried to simplify it, it still isn’t going to happen if you’re not going to put some effort into it. I hope you’ve got a sharp pencil and you’ve got everything printed out and you can sit and take notes and actively be thinking and writing while you’re listening to me talk.

I have some exciting news. Along with me on this call is Erin Verbeck, my Chief Joy Officer, hi Erin.

Erin:
Hey Sarah.

Sarah:
Erin is a big part of The Joy Of Marketing, as you know. We’re both MBAs and we’ve both worked as marketing directors at an advertising agency. Whenever we get to the promotional planning parts, Erin is like a sounding board for me. We do this together, in fact, I would Erin this is probably our favorite thing to do in our business, isn’t it? Planning?

Erin:
Absolutely. We love planning. We’re kind of geeks about it. You’ll hear us giggle and get excited about it. Bear with us because we do actually really love doing this stuff.
Sarah:
We do really love it and I feel like I wanted to have Erin on the call because I feel like we’re sort of like synergy. You’ve heard the definition of synergy, where the whole is greater than some of the parts. Is that right? Did I say that right?

Erin:
Right.

Sarah:
When we get together, we’re that way. We challenge each other, throw in new ideas and I thought you know what, let’s have two people on this call so that two brains can be asking questions. 


When we were going through this, Erin was asking me really good questions. Erin works on the front line with our private coaching community, so when we get to promotional planning, she pretty much handles it. She knows what questions people are asking and what problems they’re having in their businesses right now.


It was actually her idea. She was like why don’t we do this together and I said okay, that will make it so much more fun. I do think having a second person challenging and asking questions and really pushing when you’re creating your plan is helpful. So welcome, I’m super excited that you’re here, Erin.

Erin:
I’m excited too so let’s get going.

Sarah:
Yes, let’s. Just to go through really quick objectives, I want to make sure that you know what a plan is, that you have your objectives and everything scheduled out for the year, you’ve got a budget, you’ve got strategies but also tactics for your plan. I want you to leave with a way to implement everything you’ve got figured out and a system to help you evaluate. 

After you’ve listened to these three hour-long calls, you will be able to do all of these things.

If you haven’t already, print all of these worksheets, hopefully you can put them in a binder. We like to do that with the education we invest in so that we can reach out, grab it and take notes. This is something that having in writing is going to help you year after year. If you just have this in your head, it’s so much harder next year to look at what you did and make those changes and decisions based on this year. That’s why we want to force you and help you get this all in writing.
Erin:
Sarah, I can’t say enough about that. I know even in our business when we do things on the fly at the last minute and an opportunity pops up that’s not on our given plan. We do it, especially if it’s something successful and we think hey what about last time when we added this to that promotion at the end, remember we did like $30,000 in sales from that what did we do?


We can’t go back to the original plan because it’s not written in there, so we’re trying to remember when we did it, what the sequence was and how it worked. We’re always kicking ourselves after we do that when we haven’t documented it. I know it’s not really fun and it’s a process and you like to just move forward and keep going, but it really is important to get all this on paper like Sarah said.


That’s why we’ve tried to make this so simple. These worksheets are simple. We didn’t want to make it difficult and rocket science for everyone. For some of you, you may be like wow this is way more simplified than what I even thought it would be, but that’s what we’re trying to do here. We’re really trying to boil it down to the simplest way for you to put together a promotional plan it doesn’t have to be a 20-page document.

Sarah:
To just go high level on the benefit of doing this planning is so you can make better promotional and marketing decisions. People always ask me, should I do direct mail, newsletter, TV commercial, magazine ad or phonebook ad. There are things we can tell you to do, but if you have some information and some past results from which to draw, it will make it so much better. 

Things change from market to market. Maybe your competitor’s been doing one thing for five years, and so that might be something that you’re not going to do.


You have to kind of run it through your filter but it’s definitely an art, not a science. The more you understand how to do this, the better you will get at it, and then your studio will get to the point where mine is where we know what’s happening. It’s easy for us to roll through the year the way we are, and it’s so smooth that we can easily throw in something new – like let’s stir up this target market or let’s do something cool in this area. 


We know that the year’s going to keep rocking because we’ve been doing it so long. We still look at those metrics greatly when we’re doing our planning.

Let’s start with some terms. I don’t want to get real heavy here, but I just want to make these terms really simple because I know people get all freaked out when you start talking business school talk – business plan and projections and all of these crazy words. I want to just talk at a simple level and more draw the line of why they will help you. 


Business plan – this is really your financials, how many sessions you’re going to do to make the money that you want to make. We’re going to actually walk through this with you, so you’ll be able to see how simple this is. So that’s your business plan – your financials. 

The benefit of having a business plan is that it helps you make decisions. You look at your income yes, but you also look at your expenses. What’s helpful about that is that’s where all the answers are. If you should expand your business, if you should hire or if you should get a retail location and all of those things – we get that information from the business plan. If you’re not doing a business plan, that’s something I want you to work toward.

Erin:
I think to that point, Sarah started talking a little about income and expenses and how that’s part of this business plan, not just financials. The key for you to understand there is, knowing that your business makes $100,000 isn’t enough information to know how to make decisions.

Yes, you can make some decisions based off of that but if you make $100,000 a year, your business not you personally. But if your business makes $100,000 a year and you have an employee that you pay $40,000 a year, you’ve got rent and other expenses – equipment and lab costs and those sorts of things – that cost you $60,000 or $70,000 a year. Now, guess what? You’re not making any money you’re losing money. 

That’s why it’s so important to pay attention to those expenses as well as what you’re projecting in terms of gross sales.

Sarah:
Oftentimes I’ll have people come to me and say I need more business. I need marketing help. I’ll look at their numbers and realize you know what you don’t need marketing help because you’re bringing in a ton of business you’re just not making any money. We can change pricing. We can change selling strategies. We can do a lot of things. 


Today, we’re going to focus on the projections, which is how much you want to make this next year, because that is what we use to create that promotional plan.


I want everyone to be thinking about what they want to gross. When I say gross that’s your billing, how much money you bring in or your gross sales. A projection might be if you’re going to do $100,000 in sales that might be 100 sessions at $1,000 average. Your projections are what you think you can bring in this year.

What I’ve seen through working with SMS, which is PPA’s financial arm, and working with photographers over the years is that, in your first couple of years if you’re really aggressive and firing on all cylinders, you could double every year for the first couple of years. Then you start growing by like $100,000 each year. 

I find you get to a sweet spot at about $250,000, $300,000 or $350,000 where a lot more of that money is dropping to the bottom, especially if you’re working on increasing your sales and that whole process of making sure you’re priced for profit and then you’re selling what you need to sell.

Net profit is the money that goes in your pocket. 

That’s what you get to take home. Well I mean the government will dip into that after it comes into your pocket. What comes out of your business, what we know from SMS – PPA’s financial arm – is that a healthy business can net from 25 to 43% net profit. 

So if you’re grossing $100,000 from the sales that are coming in, if you run your business you could be making $25,000 to $43,000. Even some of the at-home businesses are netting up to 49%, which is fabulous. That’s our goal with all of this promotion is to bring in that money – the gross amount – but then you have to run your business efficiently to make that net.


Marketing plan – this is where you’re looking big picture at who you are, what makes you different from your competitors, what your position in the market should be. So you need to know what makes you different.


If you don’t know what makes you different, this is a good time to figure it out before you go bringing in all these clients and then confusing them or attracting the wrong clients. That’s what your marketing plan needs to do.

1. Inside the marketing plan is what we call the marketing mix. These are the ingredients in your business. You’ve got pricing decisions to make. You need to decide a la carte, packages or minimum investment and all of these different things, which should be based on your cost of goods, so that you know you’re profitable. That’s one of the things we work on every day with photographers is making sure their pricing is profitable.

2. Your product mix – you don’t have to offer the same things to everyone. Looking at what products you can offer that are exciting to your clients when they come in.

3. Your packaging– which is how beautiful your artwork leaves. 
Promotional plan– is what we’re spending the rest of this time on.

Marketing plan and promotional plan don’t mean the same thing. A promotional plan is just one element of the marketing plan, which is what goes into making clients come to you – the activities that help make your phone ring and generate referrals and keep your business rocking. 


Sales plan is another important part because your sales plan has to ensure you get the average sale that you need. You’ll see what we’re talking about when we start talking numbers a little bit.


If you are basing your plan, your projections and everything on getting a 100 clients at $1,000 average, your promotional plan will bring in those 100 clients and hopefully they’re the right clients and they’re pre-qualified. Your sales plan needs to make sure that you can sell them that $1,000 worth of products. 

Maybe after going through these, you can look at your plan and your skills and where you’re needing a little more help, and if there are areas there that you’re struggling with, we can help you with those as well, especially a sales plan. If you can sell, you can stay in business, so I want to make sure everybody is working on that sales plan and can get the averages that you need because that’s what make all of this go together.


Let’s just talk on a high level. If you don’t have these skills and you’re panicking and you’re saying okay I’m already overwhelmed, stick with me because we’re going to break it down. I have a few things that you can do if you want to get your arms around everything, and I recommend this for all of you. 
· Get your financial information on your computer. 


You can use QuickBooks. We use Success Ware, which is industry-specific software. I like it because it talks in our language. Instead of saying words like general ledger, it says things like clients and sales and orders and words that we all know.

· Comparing your numbers to the PPA benchmark study is huge. 


They’ve taken numbers from all around the country and they’ve run them through a ranker, so you can see how profitable studios run. You can look at your numbers and see where you fall with all of the different numbers from cost of sales to administrative costs to employees. That’s where you learn how to make good decisions.

· Identify weak areas.


If it’s cost of sales, pricing, selling, marketing, fill in those gaps with education.
· Identify your average sale.


We’ll be talking about this too. Everything stems around an average sale, so you’ve got to know what that is. It’s the same thing with projections. You can just let things happen, or you can make projections and then make them happen. I want you to make projections and make them happen.


With that basic information, we are ready to start. If you’re completely overwhelmed with all of this, we have a program called Photography Marketing Formula that we offer typically once or twice a year. Reach out if you’re interested in that and we can get you information. Shoot an email to info@thejoyofmarketing.com and we can shoot you the scoop. 


Let’s talk about the call sequence really quick and then we’ll dive in. We have the three calls.

1. On call one we’re going to talk about setting objectives based on your needs. Then we’re going to get high level into the planning of your promotional plan.

2. On call two we’re going to tackle your budget, figure out what that should be and set it, and then we’re going to go way down low. We started up high and we’re going to be coming down to the ground where we knuckle down on the details.


We may be crawling in the dirt together on that one, but we’re going to walk you through all the little things you need to do to ensure that you have success. I think this is something you’re going to eat up. It’s something we’ve never done, so I want to make sure that you’re in the right mindset for that second call because it’s going to be very juicy.

3. On call three we’re going to talk about executing and evaluating. We have a lot of ways for you to put systems into place so that you know what to evaluate at the end of the year and you’re not just saying okay we didn’t make our budget or we didn’t make our goal. You can break it down on a more micro level. 
If you do all the things that we’re telling you to do, you should be getting results. It’s more fine tuning what worked the best and making those decisions for your plan next year. 

Erin, are you ready to go, I’m ready to go?
Erin:
I’m ready to go.

Sarah:
Excellent. As you can see at the top here, it says SPIKE formula. 

We’re going to start with S. Just for fun I kind of named this jokingly. I wanted to create a formula based on volleyball. It’s like the pass, the set and the spike is the glory. That’s what creates the win in the game when you slam that ball to the ground, and that’s what this plan is doing for you. This is what’s bringing in the clients and keeping you in business.


Do you have to be able to serve and pass and set? Yes you have to learn all that and we just went through that briefly, but now we’re getting to the fun where you’re up in the air and you can slam that ball down and build the business you want.


Let’s start by determining how many clients you want to bring at what average sale. This is really great information for you. I can typically tell you this on an average. Not like a detailed to the dollar number, but I have a good grip pretty much at all times of what my averages are for kids/family, for newborns, for high school seniors, for headshots and for all of these different things.


Headshots and things like that are a very small part of our business but for some of you that may be your whole business. You might have 30 headshots at $1,000 or 50 at $200 or whatever. Make that a product category here.

For me it’s not, so I made it for this little pretend company here doing $100,000 in projected gross. I made it a small amount because you know how sometimes people come in and they’re like I need a photo for a program in the dance book. I don’t need to make a lot of decisions based on that, so I just kind of lump those people in a miscellaneous category. I want you to break down what it is you do. 

Are you doing pet sessions? 

Are you doing boudoir? 

Are you doing seniors? 

Are you doing weddings? 

What all are you doing? 

Break it down here and that’s how we’re going to do our projections. 

Erin:
One thing too is if you are in a position where maybe your last year looked different than you want this year to look. For example, maybe last year your business was concentrated on weddings but this year you want to focus more on families and portrait sessions.


You should reflect that here in setting your objectives. You should say hey I’m going to take the emphasis off weddings, I know that I have 12 on the books right now for this year, so I’m going to go ahead and put those down but really I want to shift my focus to children and family sessions. 

Again, you just have to guess. If you haven’t done children and family sessions yet, you can look at the PPA benchmark studies. You can kind of think it through of what you can sell these people and why you want to shift your business to this area, and then make up the rest of your gross projection on where you want to shift.


The important thing here is this is where you want to be this year. This isn’t based on where you were last year. You can pull your averages from where you were last year but this is where you want to be this year. 

If you’re just brand new and just starting out, that’s okay too. Look at the big picture and break it down into tiny little parts. If you have a full-time job right now and you’re only doing photographer part-time, think about how many hours a week you have to work on your photography. Then think about realistically how many sessions you can do.


Then think about, if I know that I’ve got only Saturday afternoons to do sessions twice a month, I can probably do four sessions a month. I need my average sale to be this in order for me to make this much money projected gross in my photography business.

Sarah:
If I could jump in, what’s interesting too is that this isn’t like a hard once you write you this down it can never change. I encourage you to actually use pencil because as we go through this plan and we start putting numbers to these activities, you might go oh, if I could increase my average by $100 for those 28 seniors, that would allow me to do this cooler marketing piece or that would allow me to do one more activity.


In which case then you go back to your pricing and selling plan and you say can I put an incentive at $1,300 for seniors or can I put a package together that gets them up that extra $100? It’s kind of a bunch of moving parts but this is just a starting point. Don’t be crazy either and be like I’m going to do 30 weddings at $20,000 each if you’ve never done a wedding. Let’s be realistic. I’d rather you be a little conservative than saying you’re going to do something that you’ve never done before.
Erin:
And as to your point too, Sarah, based on the PPA benchmark numbers and on you being in business as long as you have been you have seen businesses where it’s realistic for you to double in size year over year your first few years. But like you were saying don’t go crazy and don’t try to say I shot 25 weddings last year and I think I can do 100 this year.


That’s probably not realistic unless some major things have changed in your business, like you’ve purchased another business that has another couple of photographers and has a database of clients and a lot of relationships. Be realistic in this area.

Sarah:
Looking at average sale, for those of you who do have history to look at. We get asked this a lot; how do I know what my average is? That’s one of the reasons we want you to have accounting software because it pulls it for you, but on a simple level, pull the receipts, the order forms and add up how many sessions you brought in.


Let’s say you add them up and you did 32 sessions last year and the gross amount of money that hit your bank account was $57,940. You divide that and find out that your average per person was $1,811. Now you can put it into stacks. Five of these were weddings, so do the math on the weddings. Do the math on the kid/family. Do the math on the seniors. 

I do that in Success Ware, and it pulls a ranker for me and it shows me my average. I love having that information because it’s knowledge. You really want to get a hold of your average sale because again, if your average sale is $112, before we focus on bringing a ton of business for you, we need to also be looking at pricing and getting your selling skills up. You’ll find the more you can get on average, the easier all of this is.


There’s no magic number. If you want to do 10 sessions at $5,000 or 50 sessions at $10,000, there’s not a right or a wrong. Some people are better with higher volume or a little lower volume. The key is that you’re profitable.

Erin:
That’s what I was going to ask here as I’m sitting here on the call thinking, what if I am that person whose average sale last year was $150? Is it realistic for me to think that I can get it to $500 this year? What’s acceptable? Where should I shoot to be this year?

Sarah:
I would like to see you jump to the next $500. If you’re at $720, jump up to $1,000. If you’re at $1,195, jump up to $1,500. I think that’s very realistic. 

Part of that is with your pricing. You might create packages that start at that $500 amount. People can come and buy a la carte from you all day long, but if your packages start at $500, your incentives or bonuses, then you’re going to get people up to that $500, $1,000 or that $1,500.

Then you have to have a sales plan, so you need to shoot products that go with those packages. Maybe the package has a wall portrait and a collection in it. You want to make sure that everybody gets a collection of nine that they can’t say no to or a collection of three, and focus on getting those averages up.


If your averages are under $500, for sure let’s get them up. If you just think about sustainability, how many sessions are you going to have to shoot to gross even $100,000 or $200,000? It’s not a sustainability model, so while yes you need to bring people in, you need to also get a certain average.


Here’s the thing. Everything we’re going to be talking about in this whole program is getting the right clients. It’s not just about getting anybody in. You can do that by putting an ad in Groupon. You’ll get a lot of people coming in but they’re going to be nitpicky. They’re going to whine about everything. They’re going to want cheap. They’re not going to buy much. They’re going to beat you up and make you question everything you’re doing in your business.

Keep that in mind. When you hear those little voices saying I can’t do this, I can’t do this, yes you can.

Erin:
That’s a great point. As we get into the knuckle down on the details and even as we get into the P – the planning part of this call today – we’re going to throw out a lot of big rock activities and sand activities that we’ve used in your photography business.


They are activities that our coaching clients use as well and a lot of success photographers use them. Are there other things that you can do to get clients in the door? Absolutely. We are not going to cover everything. Are there things that you could do that may be wildly successful for you that aren’t on our plan? Possibly yes, but what we’re doing here is we are trying to focus in on activities that can attract the right clients to you.


We are not talking about bringing in droves of price sensitive clients and having you shoot the entire senior class of the high school that has 15,000 students. That’s not what this is about here. This is about showing you how to attract the right clients so that you can go a little bit lower volume with a higher sales average and not work so darn hard.

Sarah:
Exactly. The amount of volume is relative to everybody. For me it’s just about whatever you did last year, let’s do better this year. Let’s do better than what you did. If your average was $212, let’s get you up to $300, $400, $500 or $700.

On this form here, you can write down what your projections are. You may need to come back to this. You may need to go do a little research but just keep it simple. 

How many weddings? 

How many children? 

How many pets? 

How many boudoirs?

If you add it up and you say okay I’m only grossing $80,000 and last year I did $70,000, I think I can grow more than that, see if there’s a new target market you want to add or something you’re not doing that you’d like to do. We’re creatives and there are always new things that we want to do. Let’s keep that open and leave a little bit for miscellaneous, and let’s get you to the projected gross that you want to get to.

Erin:
I think one thing too that we need to keep in mind – this is the rational non-photographer you’re speaking to – is that if you choose 20 different target audiences that you want to reach, that’s a lot of marketing dollars. To develop communications and develop promotions that are relevant to each of those different target audiences, that’s a lot.


You want your marketing activities to be able to piggyback off of each other and help attract the same types of clients regardless of the niche that you’re going after. I do caution you to not spread yourself too thin if you are a photographer that doesn’t have a staff of photographers with you. 

If it’s just you and you’re just getting off the ground, my advice is, don’t try to do 20 different types of photography. Hone in on three to five things that you want to do and rock them really well. 

Sarah:
That’s a good point Erin, especially if you’re doing under $50,000 to $80,000. You aren’t going to have enough marketing budget to do maybe one great thing and several smaller things, versus once you get where you’re doing more and you have more money to put toward these different activities.

That’s what you may find as we get into the promotion part where we start putting numbers to the activities. You might say you know what, adding the pet business this year – I just don’t have the money to do it. You might come back and take out that pet business that you thought you’d bring in and add a few to kids/family or seniors or whatever those other areas are that you already have established and do them really well.


As you see, you may have to do a little back and forth and that’s okay. That’s part of the process. That’s what’s going to make you so successful each year as you do this.

Erin:
I think a good rule of thumb is if you have a business that is less than $100,000, don’t try to add more than one new niche a year. Say you’ve been really good with kids/family and you’re wanting to add seniors this year and you’re thinking maybe a little bit about pets too, my advice to you would be let’s not stretch yourself too thin. Let’s really focus on the senior part as well as continuing to grow your kids/family business. Then we can look at adding in seniors next year.


I think the biggest thing is what we see is where people fall down is they bite off more than they can chew and then they’re spread too thin. Their budget is spread too thin and you personally are spread too thin because you can only have so many ideas. Let’s just focus on a couple of the areas and how you can make money in those areas.

Sarah:
Exactly and really, if you’re doing less than $100,000 in gross sales, you still need to convince your market that you are the best at something. Whether your first passion is seniors, newborns, maternity, pets or boudoir, you need to own that position in the mind of the consumer. That’s how I built my business. 

When people think you’re great at one thing, they think you’re great at everything and it makes it so much easier to then add those different market segments later. 


Let’s start by looking at last year’s sales. I don’t want this little chart to freak you out but I just want to get like a little trend line. I took that $100,000 budget and I spread it over 12 months because you can’t just take $100,000 and divide it by 12 months because nobody in the photography business brings in the same amount or nearly the same amount every month. We’re just not a flat business.

We have seasonality and some of it depends on your weather. A lot of it depends on your climate. For us we’re super hot in July and August and we can’t shoot as much as we’d like. 

I have a studio, so I’ve changed that because I can shoot indoors. If you’re an outdoor only shooter and you’re in the northern part of the country, January and February are probably going to be really slow for you. We know there’s certain seasonality for everyone. People want fall portraits after the kids go back to school and everybody has a tan and has gotten exercise in the summer. 


Depending on where you are in the country if there is a senior market, it’s usually in the spring of the junior year. Some people do it later. Some people do it earlier. You need to figure out what happens in your market. Maybe you’re out on the east coast or some of our international clients who are really educating their clients and they have to create that demand for a high school senior market. 


I want you to just draw a sales line. You can put the numbers on the left in the second little example, and then put revenue and then just go across there and shade in those lines, or you could just draw a line if you want so that you can see your trend line.


We’re trying to identify opportunities here. We’re looking at your business at a really high level. If you are brand new in business and you don’t have any sales history to go on, or maybe you did it part time and you just had a few random sessions here or there, kind of go with this sales line I created here.

A slow first quarter, it comes up a little next quarter especially if you’re shooting seniors. You could peak a little in the summer if you’re like a beach shooter and you want to do beach stuff. You might have a little bump. Then fourth quarter it typically is a little bit higher.


I’ve actually found in my business that I do 50% of my year in the last four months. Whatever I do January through August I double that in the last four months of the year. That’s just how it happens. People come in and that’s what they want. They want family portraits at that time of the year.


It takes the pressure off first quarter knowing I don’t have to do a twelfth of my year this month. It might be planning time and laying the foundation for things or doing some higher volume activities like some promotions or charitable marketing or things we’ll be talking about. I want you to just get this sales line so that as we’re talking about these different areas, I want you to have that sales line to look back on.

Erin:
One thing here too – this is a chance for you to get real with yourself and think about your life too. I think we distance ourselves sometimes from things on paper and putting things down, and we forget the fact that oh yeah, my kids – I have them all summer long at home and so my business is different in the summer, or the amount of time that I can put in my business in the summer is completely different. 


Sometimes when you’re looking at things in January, you kind of forget that part or in February. You’re forgetting that your lifestyle things may dictate a little more how much time that you can spend and how much business you can generate in those months. Be sure you’re thinking about that kind of stuff too.


If you have a full-time job and you know that fourth quarter is always really busy in your full-time job, you’re going to have to try to get people in sooner and that’s going to be a need of yours that you’re going to have to identify as one of those objectives in your business to get people in sooner. Fourth quarter you’re going to be too busy and you’re not going to have the extra time to meet all the demands. 


As you’re doing this, think about the things that are going on your life, in the life of your kids and your spouse and your work life if you have another full-time job when you’re allocating how much money you want to bring in each month.

Sarah:
That’s such a good point Erin. Two things I’ve done in my business in that regard. 
1. I hired a second shooter to do seniors in the summer because I do want to spend more time with my kids. 
I only have them for so many years back at home and I want to make sure that I’m able to go to the pool with them now and then and take off early so that I can do things or go to lunch with them. That was part of my mission.

2. Also, if you look at December in this little pretend example, I pulled back in December. 

For a couple of years I left that December goal really high and then killed myself over the holidays. I feel like December for us now, we try to shut off all shooting and everything in November and December. It’s just about delivery, taking care of our good clients and making sure everybody’s happy. If someone comes in last minute and has a need, we can do it and we’ll do it.


Let’s take the pressure off ourselves in December and let’s rock before it and then enjoy our families– if that’s important to you. So, this is the place where we want to look at those projections and our plan is going to drive traffic during the months where we want it. 


Now, let’s go up at a high level and we’re going to make a list to create our needs. I want you to look at the things that you need and the areas that you’re wanting to grow.

1. I first want you to look at your different types of photography that you want to do. First I want you to list those. 

Put out there seniors, weddings, families. Some people know that you hate pets so you’re never going to be a pet photographer. I’ve always found it hard to monetize maternity photography, so that’s not on my list anywhere. If it comes in, I’ll take it but it’s not on my list. I specialize in newborns. I want to do families and then I have a photographer that does senior.


We’ve done some things with pets to drive traffic at slower times, but like boudoir that’s not something I’m good at or that I would even probably do. Make a list here of the different types of photography that you want to do. 

2. Then in this next little section, I want you to look at what your needs are. 

Erin talked a little bit about this – like what your needs aren’t. Like you want a slower summer or you want a slower December. I want you to look at things that you know need to happen. 

For example, on a high level I don’t want my best clients calling me in November to do a holiday card. I have a handful of clients that do a card every year and I want to make sure they’re coming in early while we’re fresh, we can get it done, we get them off the list and it’s not clogging up our busy time. I know I want my current clients to keep referring me and keep coming back in, so I’ve got to make sure in my plan I can accomplish that objective. 
3. I need to build my database. 

Everyone needs to have this objective of building your database by gaining exposure to pre-qualified audiences. This is the difference between what we’re teaching and going to Groupon and just putting a big huge discount out there and attracting tons of people. We want exposure to the right audiences and we’ll show you how to do that. It’s the same thing with current clients. We want referrals. 

Erin what other thoughts do you have in this area?

Erin:
I think here also, we need to start looking at the opportunities that you have that have popped up that you’ve already committed to, that list or pile of things that has been stacked up that you haven’t gotten to because you don’t know whether or not it fits in or how it fits or any of that. I think that’s where you need to consider these types of things as well. 

How do those fit into what you need this year and how do you need to keep this business going?
Sarah:
As far as things you have going or things you’ve committed to if you’re working with an elementary school or a dance studio, you know that you’ve committed to that in April. We need to put that down because we can’t plan a bunch of other things in April. We kind of need to work around these things.

This is a working plan. As we’re going through this whole formula and then if you’re live on this and you can hear the Q&A, and even if you’re listening to a playback, there’s still going to be great Q&A. You might hear someone ask a question that spurs a thought and you come back here and you go oh my, I want to write this on my list, this is one of those things that you’re going to use and you’re going to keep coming back to.


What we want to do right now is just kind of brain dump. Anything you need, anything you’ve committed to, be jotting it down. As we’re talking through these activities and you remember oh gosh I need to do that or I’ve been meaning to do that, keep this page out and keep adding those things to your page.


Hopefully again, you’re all writing in pencil so that you can add, write notes and jot this stuff down. If you have other people who have said in the fall get a hold of me or we’d love to work with you, write that down. Those opportunities we should be looking at for our promotion. That is setting objectives at a high level. We’ve looked at your seasonality and we’ve looked at what your objectives are.

Now we’re going to start moving into P – the planning phase. 

This is still at a very high level. As we go down through the formula, we will get more micro, so we’ll be zooming in and we’ll be adding numbers and making sure our projected response is what it needs to be. We’re still at a high level at this point because we want to figure out what we’re doing at a year’s glance. We’re still flying in our jet plane and we’re looking down at the year, as you can see it here on your paper – January through December.

We want to make sure we have things happening during a lot of times throughout the year, or we’re going to look up in a month if we haven’t done anything for six months and we’re going to have some holes. I want you at a high level to just put some product groups or some of your target markets’ names on this second calendar here. Again, you’re looking up high. 

For example, I started with the two things I knew – seniors in March-April and families in September-October. Those two things will probably never change for me. Those are the first things that I put in that I just know I need to have talked to the seniors in March-April because I want to get the models and the influencers in early so that I can shoot all summer.


Once their senior year starts, it’s really hard to get these kids back in. They’re in 1,000 sports and student council and all of these things, so I start with seniors and families.


Then it kind of leaves me some holes. In the first quarter, how the heck am I going to make money in January, February and March? There are some opportunities there. 
· Maybe if you’re ready and you’ve been doing kids/families for a few years and you’re grossing over $100,000 and you want to add something new, maybe you could put a boudoir promotion in there.
· Maybe you do weddings and twice a year you have wedding opportunities – January, February and maybe June again it’s time for wedding season where you’re going to do some promotional activities. 
· Maybe you’ll be doing those things all year long, but we’re talking about big picture when that traffic comes. At the same time as you’re doing this, look at the little chart that we just did with your seasonality. 

What are those bumps? 

What groups are you reaching at that time? 

If you’re a beach photography and you do a lot of fall outdoors during the fall, that’s a huge market right there. That’s what you want to write down.

Erin:
I think the important thing here is again to pick certain things and focus just on those things at that time. I think that’s what happens when we start to get overwhelmed. I just tried this for pets and it didn’t work, so I moved on and I started promoting m family stuff early because now I’ve got to get some people in here.


There’s a lot of confidence in knowing that you have a plan in place. Not that the plan is written in stone but that you know you have something else coming if something didn’t hit as big as you wanted it to or if you have something tentatively in there. Say pets went crazy and you happened to be booked up, you’re not going to push cards as early because pets went gangbusters in your market. Nobody had ever done that before or done it in the way that you had.


It’s okay too if you just focus on weddings and if weddings is the only thing you do. There may be just certain key times like Sarah mentioned where you have shows that are important to put in here because those are your big times when you get the bulk of your new leads. So you need to put that in for January because you know you’re going to do a tradeshow at that time and you need time to follow up, and the campaigns to follow up with all the leads that you got in January.


Then there may be another show again in July, and so put that in there as a key area where you really want to put the hammer down on that particular target audience.

Sarah, why don’t you talk a little bit about the drip and the hammer and how those activities work?

Sarah:
Again, we’re still kind of talking big level, high level and then we’re going to drill down, so you may be taking some of these things out. I want you to talk about or look at a high level – I know I need seniors in this break, kids/family in the fall. Anything else that I have the budget for and I can do really well, I might add in first quarter or summer. What we look at when we’re creating our promotion plan is what we call drip and hammer activities.


The drips are the things that happen all year – like the dripping water in your faucet. You get in bed and that stupid drip in your bathtub is just dripping, dripping, dripping.


Have you ever had someone say you’re everywhere? Maybe you’ve seen a new business where the first year you see an article in the paper, and then you hear of something, they have an event and you have all these things going on all year and you feel like they’re everywhere all the time. They’re just dripping. They’ve got something going all the time. 


Then once or twice a year they come in and they have this hammer. We call it hammer activity where it’s just everywhere. You can’t not know about the hammer activity because you get something in the mail, your friends all invite you to an event, or you hear it on the radio 20 times or whatever it is. It’s just like you own the market. You own your client’s mind.


On our high level what we’re going to do now is we’re going to take this same line that you’ve been working on. You kind of have some product categories in there of when you need certain kinds of business and we’re going to put in some of these different activities. 

Hopefully, many of you heard in the preview call we talked about the different kinds of activities. I love this analogy where you’re looking at a jar and filling the jar up. How are you going to fill your marketing and promotional jar up?

If you fill your jar full of water, you’re never going to get the big things in – the big rocks – or the sand because it’s full of water. We talk about water activities. These things should go into your plan last. These are social media and thank you notes, and we’ll go into that.


We want to talk first in this order. We want to talk first about the rocks – the big things you do to attract clients. Then the sand activities that fill in between the rocks that drip all year long. Then the water is even more drip, filling in all of those little cracks and crevices. 


You shouldn’t have to wake up halfway through the year and say I don’t have any business. I’m going to have to throw a pet event together. I don’t have any budget left but I’m going to throw a pet event together.


The rock activities from what we’ve found – and Erin you can comment on this too. The rock activities are typically the things people leave out. They want to hop on Facebook all day or they want to throw together a few auctions, a few this and a few that and feel like they should have a successful business and it doesn’t work that way. 

You have to start with the big rocks, putting in a way to reach out and get prospects. Then you fill in with the sand. Don’t you find that Erin with many of the photographers we work with?
Erin:
I do and I think the other thing is I think that so much of the time we’re not thinking because we’re not planning. We’re not thinking about how much budget we have for the year because we’ve never even set that number before.

Maybe we’re new in business and we’re just thinking okay I’m just going to get some clients first and I don’t really know how I’m going to get the clients, but surely they’ll hear about me, and it will be word of mouth and then I’ll have some money and then I’ll be able to do some marketing. 


I think in the way that we’ve grown businesses just in our time at the ad agency and then again with you building your studio Sarah, we’ve seen it time and time again that you have to invest in your business. You have to invest in marketing your business period.

You’re all on this call because you want to do that. There are about a million different places where you can invest those marketing dollars. What we’re trying to tell you is you need to simplify where you’re investing those dollars. Instead of looking at the million different places, let’s hone in on some big rocks. Let’s spend the majority of your money there – and we’ll get into the budgeting part soon, so I don’t want to go too deep into that.

These rocks are the things that are going to come in and make people notice you. People are going to stand up and notice you with these things. That’s not to say that the sand and water aren’t as important because they have a place too but you’re going to do these high impact things so this is where you need to concentrate your budget.


You may only have room to do one event this year, or you may only have room to do two and that’s okay. You shouldn’t have 20 rocks in your jar because then those truly aren’t rocks and you’re spreading yourself too thin to a point where you can’t do anything well.
Sarah:
You made a good point at the beginning of this call when I was talking about making those projections of what target markets, how many clients at what average sale for kids/family and for weddings and for seniors. 


My first seven years I think in business, I really only did kids and family. I never thought I would do seniors. Well you get to a point where that audience is there and that demand is created because your clients have grown up, and so they started asking for it. Then I realized you know what, I need another shooter and I need more volume so that they can be busy and photograph seniors all summer. We made a conscious effort to reach out to them.


We took most of our budget that year to create a senior piece and an event, and we launched seniors. Then it lasted for two years. Then the next year we used our budget to do something for kids/family and it lasted two years.


Your point about staying focused and not trying to do all these things is really a great bit of advice. This is a working plan, so if you want to do it, put it in there. On the next call we’re going to get to numbers and you’re going to start projecting what kind of response you get from every dollar you put in.

When you start looking at this, you’re going to go you know what, I’m not doing this; or oh my gosh, this is the piece I’ve been missing and now it’s paid for and I can do all these other pieces because I did that.


It’s like a little back and forth. It’s a little massaging but I suspect that many of you are still at that point where you need to stay focused. You have one or two target markets and you need to stay focused with one hammer activity, one rock for each target market.


Let’s talk a little bit about what the rocks are, what the sand is and what the water is. I want you to actually kind of put these on your little calendar. 


In the next call we’re going to go deep into each one of these and we’ll put numbers to it. That’s when you’re going to say okay I can’t do that, I can’t do that or I definitely want to do that, and I can do this if I trade for it or if I find a more creative way. That’s when you’re going to end up with a plan, which is going to be very exciting.

Your rocks – two big rocks that I see are:

1. Direct marketing
2. Events

Direct marketing is direct mail. We’re photographers. We have something beautiful that people can hold and see and touch. TV is fleeting and radio, and it’s so fragmented now.


To get a good group of the market you have to buy so much frequency and so much reach. Quite frankly, everyone in the market isn’t your target audience. We’re going to find your target audience and focus on them, and give them something that really wows them.


Then the second kind of rock is an event. Say you’ve been rocking with kids/family and you really want to launch seniors. Maybe you just opened a studio. That’s a great time to have an event. Or you want to co-market with someone and you want to drive seniors into their business because they get to use their clothing. That’s a great time for an event.


All other things aside – budget and everything aside – let’s put some rocks up on your calendar. I want you to draw a big circle where you think they’re going to go.

For example for me, every year I do a fall direct mail piece. I’m going to put it at like September because we mail it right after Labor Day when people are back in school. It’s something beautiful and tactile and it encourages my good clients to get in before the end of the year. That’s a rock I will probably have forever. 


The other rock is something big for seniors. I’m going to put that in maybe March to April – another big circle I’m drawing. I may have an event. We can look at budget but I may have an event. I may do a marketing piece. I’m not sure what I might do but I know I need a rock to launch that senior season every year.


We do get a lot by referral. We have a big client base built up but I still want all the kids in the market to know who we are. If you have a wedding business, your rocks might be different places.


If you focus on babies, you might not have that one huge rock. If you’re still building your database, you might have a way to use that all year long more as a marble.


If you’re not sure what your rock should be, put a rock in the fall because everybody needs at least one rock because that’s going to be your cool promotional piece that establishes you and creates value for your brand.


Remember, especially if you don’t have a retail facility, I see so many of you saying I can’t charge that much or what if people don’t think I’m worth it or whatever, well if they get this beautiful promotional piece from you, they’re going to immediately have the perception that you’re worth more.


Everybody needs that one cool printed piece, that rock to get out. I would probably put it in the fall. You might put it sooner if you’re saying okay this is a good time of year for me, I’m ready to go, let’s get it done. So put it sooner but you need one rock on there.


I pretty much have two rocks and I’ve been in business 13 years. I don’t need 12 rocks because I can take what I’m already doing and make this sand do almost what a rock does for me – and I’ll show you how I do that.


Now you should at least have one or two rocks on your plan. Now we’re going to go through the sand and I want you to spread this out throughout your year. I see people build little excel spreadsheets to show each month where everything goes, or you could get different colored pencils but just circles on your plan right now, and I want you to kind of label the circles as we go through this handful of activities, so we kind of talk through the strategy of them.

Again we’re still at a high level for where these go on your plan. We’re not saying who does it mail to, and how many do we print and what does postage cost and all those things.

We’re just saying we know we need to do this and it needs to get on our plan somewhere, so we make sure we have activities happening all year long. That’s the drip and the hammer. That’s our goal to get done with today, so that when we’re done with this call you have a whole bunch of circles on that line. That’s our first step to this amazing plan. 


In the next call, we’ll get down deep and we’ll start putting things in detail and budgets and figuring out all of those little details.

Erin:
One thing I want to mention on your plan Sarah. You mentioned that you have big rocks and them being direct marketing usually, and them being a piece that you send in the fall and a piece that you send in the spring.


This piece that you send – and I know that most of you know this and many of you have gotten a bonus from us for investing in the program of a template as one of those pieces that Sarah uses.

I hope that you didn’t tune out as soon as Sarah said direct mail or direct marketing because you’re thinking I tried it and it didn’t work. What we’re talking about here isn’t a postcard. What we’re talking about here is something that sets you apart.

Sarah mentioned it as being something that establishes value for you. I just think about when I go out and get the mail and I get a postcard, even if it’s pretty it generally goes straight into the trash.


If I get something from a business – and this rarely happens to me. I rarely get something that is beautifully designed that makes me take notice, but when I do I save it. Even if it’s not somebody that I have a need to work with right now, I always file it away because that’s the kind of quality of a business I want to work with.


That’s what we’re talking about here. That’s why direct marketing and direct mail is a rock for us. It’s something that really sets the tone for who you are and why you’re different and it’s not just a postcard.
Sarah:
Erin, that’s a good point too because a lot of people think they’re just going to mail this in September and be done for the year. What you’ll find is that we’re having you overrun an extra 1,000 or 2,000 and that what fuels all of these other activities that are going to go out and stir up your business.

We’ve worked with people over the year’s who come to us and say I’m panicking, I don’t have any business. Well let’s see your promotional plan. Well I don’t have one. We’ll say do you have anything beautifully printed? No. What’s your budget? I used it all up and nickel and dimed it away.


What can we do to help you? If you have a stack of beautiful promotional pieces sitting there, even after you’ve mailed them to your list if you have one – which everyone should be working on that – we have all these ways to get it out in front of pre-qualified people, and that’s what we’re going to show you how to do.


So, while that’s a rock, that is the rock that fuels all of the sand, all these sand activities that allow you – if you say I’m turning the corner and it’s going to be May and I have nothing going on. You can take any of these things that we’re talking about and you can go out there and make it happen with a very small budget.


You have to invest upfront. If you don’t have any budget and you want to just use Facebook to market your business, then we’re not the ones that can help you there. We’re the ones that can help you attract great clients, sell them amazing artwork, be compensated, make a profit and have money to invest in your business.


I’m a boot-strapper. I built my business from the ground up without ever taking a loan or ever taking a penny from anyone. I know how to do that and I know you can do it too, so I’m not saying go out and take a huge loan. 


We need to build your business so that you can take the money you’re making from these clients that are coming in, and you have 10% of that or whatever percentage to put back in your business.


Thanks for bringing that up Erin because you’re right. I mean I forget that if we have new people sometimes they haven’t heard me. I get a little on my soapbox when talking about a promotional piece.

I’d rather you do fewer better than trying to be everything to everyone. Hopefully that’s coming across.


Let’s go through these sand activities. I want to finish with you having all these activities on your calendar. Let’s start with:
1. Auctions

When I say auctions, I’m talking about school auctions, nonprofit auctions, charity auction and any kind of auction in your market. I can’t imagine that all of you couldn’t do eight to 12, maybe even more auctions – 20 auctions because you haven’t gone out there looking.


After you do a couple, you’ll find that people start to find you and they will track you down because the person who’s in charge of the auction in May is going to all of the auctions in February and getting a prospect list.


It gets easier year after year. We’ll walk through this in the tactics of how to get them, what they should say, what they should look like and all of those things. Let’s just put eight to 12 circles on this calendar of auctions, or maybe put a little “a.”


Know that most of them happen in the first four months of the year, so spread them out, probably not many in the summer, maybe one or two because maybe there are some charities that have summer events, and then one or two in the fall. 


Notice how that’s just a nice drip throughout the year. I’m actually circle my “a” so you know those are auctions. For auctions I’m going to put an “a” with a circle – so eight to 12 of those. Every single one of you can do those auctions. They bring you pre-qualified buyers because people have to pay for you. They’re not just winning it at a raffle.

You’re picking the one or two people at each auction who love you and want what you do. 

2. Charitable marketing

This is when you work with a charity to expose their list to you. It could be where you have this promotional piece. Put a little offer on it that says anybody who’s photographed during this week in February or whatever week it is, that whole session fee goes to the March of Dimes, or the Ronald McDonald House or whatever charity it is.

I would say you want to have one or two of those this year. If you’ve never done this, put one on there. Put a “c” on there and put it maybe over the summer or maybe it’s something sooner that you can start working on and find a time to do something. If you approach charities – and again we’ll talk through this in the next call – about working with them and raising money for them, you can pretty much determine when you do it. 


If you say I’ve got a window in July where I am really slow in my business and I’d love to do this with you, they’ll work with you. You can kind of pick the time. When you start meeting with them you might find that a better time for them is fall or whatever, and that’s cool too. Just pick a time for now because again this is just a rough plan.

3. Publicity

I want you to focus on that one to two times per year. Actually I’m going to put that right with the “c” that I just did – the “c” for charitable marketing. I’m putting a “p” and circling it because anytime you do publicity, it’s newsworthy.


We want you to generate publicity. If you’re doing one charitable marketing event, put it down. If you’re doing two, put it down twice. When we’re working on our plan, you may find other times that you can generate publicity. 

We want to make sure we’re generating publicity. That’s free advertising. That’s where you have people talking about you – reporters, the news station, the local newspaper. When they’re telling people how great you are, it means so much more than you telling people how great you are. 

4. Co-marketing

Co-marketing is in my opinion one of the best ways to grow your database. Other small business owners in your market who are reaching the same target market are the perfect people for you to tie in with.

Say Erin owns a business that sells something to my target market. Maybe Erin’s my stockbroker or my real estate agent. I can go to her and say hey Erin, will you give all of your best clients when they buy a house a gift certificate to my photography business, and it will look like you bought it and make you look good.


Maybe Erin’s a stockbroker and I say Erin would you gift to all of your clients for Christmas a holiday $500 gift certificate to me and it will look like you bought it? These are people with money. They just bought a new house. They have money to invest with a stockbroker. They’re in your target market.


Everybody when I talk about this thinks that they have to work with the one kids’ clothing store in town. Of course there’s already a photographer working with them. Think about every business in your market – orthodontists, dentists, florists, bakers. A million different businesses are high quality that would be a great partner for you.

It’s like going to a dinner party with a friend. You go to a dinner party and someone introduces you and says you should meet Dave. He is my insurance agent and he’s awesome. Aren’t you calling Dave because your friend endorsed him and kind of gave a good word about him? Heck yes.


When your favorite florist recommends you and shows some photos you’ve done with flowers and little kids, people are like oh my gosh. They’re listening a little more and they’re more attentive. They’re saying you know what? We do need a family photo. Let’s do this.


We’ll talk again more about this and we’ll get you thinking about these different partnerships, but I want you to put co-marketing one per quarter. Every quarter I want you to put a “co,” something with another business. It may be big or it may be little. With a realtor, you can set that up pretty much in a phone call or a lunch meeting and then it’s done for the year. I want four of them in your year,
5. Displays

I want you to focus on getting two to three new displays in the next year. Two to three times spread out through the year, I want you to put a big capital D for display. 


This is where you go into another business – and this can open the door for many co-marketing opportunities. You go in, you give them love, you photograph their staff, you photograph them, you show them how great you are and you hang a display.


You come and you swap it out every six to nine months, and you give them love. This is a great way to generate referrals and a great way to build your business because people see what you do, and they come to you because they love your artwork. Not because they saw a discount somewhere.


This is again that drip. They see you in the paper. They see you at the doctor’s office or at the dentist’s. They get something in the mail. It all works together as part of an integrated campaign. Those displays make you feel like a real business. Again especially if you don’t have a brick and mortar retail location, they need to see that you’re producing real artwork because that has more value.


When we start getting into budget, we’ll talk about ways to get more displays without paying for them. You can get your clients to pay for them, your friends, your family, and keep fresh stuff up all the time and it’s not coming out of your marketing budget. Those displays are important, so twice a year or maybe three times put that D. If you don’t have any displays and you’re new in business, get one great display before you add another.
6. Speak to groups

Even if you’re super introverted, I want to get you out speaking. Why? This positions you as an expert. You are an expert in the market if you’re teaching people how to pose a group or how to pick Christmas cards, how to lay out a Christmas card, how to pick colors for a family photo and do the planning for a successful family photo.


You are the expert. How to properly frame? How to decorate in your home with sofas and arranging furniture to really maximize your artwork? You become an expert. 

I’m not talking about speaking like I do in front of 1,000 people. I’m talking about getting in front of a new mom group at the hospital where there are eight new moms with brand new babies. You set up your projector or you show them images, you teach them something and you build a relationship.


I’m talking about speaking to the Rotary group if you do business portraits, or partner with a couple of bridal salons or maybe the baker or the florist of the wedding planner at the church. You invite in all their recent brides and you put together some education on great things you can do to create magic on your wedding day.


You start to do things like that and wow, talk about attracting the right clients because it’s not about price. They’re coming to you because they’re like she talked about these magically things. Then you talk about how you have 20 other ideas too. You give them a couple and they’re thinking oh my gosh, this person is going to help me create all this magic for my wedding, and then they want to be with you.


Put in there two times this year. If you’re new put one time. Put “sp” for speak, maybe once in the fall. Think about applicability to your target market. If you work with high school seniors, maybe you could go in if you have some special talents. Maybe you’re a writer. You could go to the English class. Go to the art classes and teach some photo shops. Show some liquefy and some way to put zits on the teacher. Make it fun.


I’m talking about small groups. All of you can do that. We have projectors. We have graphics. We have music. We’re so set up to do a 10- or 20-minute presentation to get people to fall in love with us and add them to our database.

Erin:
I think we forget too that there are so many groups are there who are dying to fill up their calendar with speakers. Don’t worry about thinking there’s nobody out there who wants to hear what I have to say. Who doesn’t want to hear how to get better images of your kids at the birthday party and a few quick tips on how to do that?


Everybody has needs when it comes to photography. You definitely have something that you can share with any group out there. Business owners have events. They have office Christmas parties. They have all types of things and photographic needs that you could teach them with just a few quick tips to get too.

If they’ve built a new building, contractors, construction or anybody – these are all people too who have photography needs, and they’re all groups that you can go out and share a quick 10- or 15- or 20-minute presentation on ways to get great images of what it is that they’re doing to help them market their business better too.

Sarah:
Yes, I’m right with you. 

7. Holiday card incentive

This might be something you want to put on your calendar. I’ve seen a lot of photographers do this successfully in the early fall – August, September – where they reach out to their clients and they give them an incentive to come in early for holiday cards.


Prices go up October 1st, or during September you do where you purchase $500 toward a wall portrait and get your 25 cards free; or bundle them, put together a package where you get a wall portrait, holiday cards or anything like that.

You might even include it with your fall mailer, which when it comes down to budget, that can happen; or you put a little insert in with your fall mailer with an incentive to get people in, in the fall. I do think that’s an important promotional activity if you do holiday cards. They’re great and they build your business, but you don’t want them to cannibalize your higher profit busy time of year. Put that on there – “hi” for holiday incentive.

8. Your holiday card

I feel very strongly that each one of you, when you send a holiday card it should shine when it’s laying next to the holiday cards of your clients. Maybe your clients are getting ready for a Christmas party or a holiday party and they have all these holiday cards on the mantel. Yours should be the coolest. Why? You want people to come and spend more money with you.


If you do a cheesy, cheap, low effort Christmas card, that’s like a fine restaurant sampling peanut butter and jelly. If you want to be a very high-value photographer worth more and worth what people pay for, you’ve got to put it out there to the world.


You’ve got to sample and get people bragging about you. I want all of you to put a holiday card in November-December. We like to get it out right after Thanksgiving to take advantage of any holiday parties. Even if you hit that week of Thanksgiving it’s good because then that holiday party is that weekend.

Erin:
People have it on their mantel. They have your card on their mantel or they’ve got it displayed and all their friends are in looking at that. So again thinking about this from a sense of not just reaching out to your existing client base, but also getting exposure to their friends.

Sarah:
Yes and giving them something to brag with you. I’ve had people come to me saying oh my God, I saw your card at so and so’s holiday party. I knew I wanted to come to you. They didn’t call and say how much is this, how much is that? It got me the right clients.

9. Gifting your best clients

I want everyone to put this on their calendar in the fall – “gbc,” gifting best clients. I do it every year in December. If you’re Irish, you could pick St. Patty’s Day. I think Mother’s Day is a great time, Valentine’s Day. You need to gift your best clients.

I don’t just mean putting a set of note cards when they pick up their order. I mean months later doing something extra special for them. We do lead glass ornaments. We do custom note cards. We do things and we send them as a gift. 


Just like you honor, reward and celebrate your best friendships, you should be doing the same with your best clients because they’re giving you a lot of money. We need to save a little money in our budget to be able to do that. Everyone should have that in the fall.

What that does too is that gets them talking about you over the holidays, and it gives you some momentum going into the slower first quarter. It’s really good to get that love out there fourth quarter.

10. Trickle targeted direct mail

What I mean by this is you know how we talked about that rock, that direct marketing that printed direct mail piece that you overran 1,000 or 2,000? This is where you take this piece – and we will be using it in a lot of these other ways like charitable marketing and with businesses and such – but this is where you take that piece and you just use it to stir up business.


In building my business, I had done this cool piece that folded out four times. I would look up in the newspaper all of the people who had babies. I’d get one out of 10 people and I would mail them this piece. Sometimes I’d put in a little private note even, a little personal message.

About July when I started getting busy, I would stop mailing to them. I would just rip them out of the paper and save them until January. Then I would mail them a stack of this promotional piece and for the first four years it got me through the winters, because it was bringing me new babies who were born all year long. It’s reaching out to the target market I want, so there isn’t a lot of waste, and I’m attracting the non-price-sensitive buyer because they love what I have. They’re not coming to me because of price.

11. Vendor referral program

We talked about a vendor referral program when Erin and I were putting this together, and if you rely heavily on referrals from vendors, then you need to put together a little plan for them, especially wedding photographers.


You should be on a first name basis with all the wedding coordinators, the church coordinators, the hall coordinators because those are the first decisions that are made. What date can I get married at my church? What hall is available of what facility? Then what photographer?


You can always get a cake maker or you can always get a lot of the other people, but what are you doing all year long? What are you doing to educate them, to thrill them, to reward them? That needs to go in your marketing budget. It’s very, very important.

Erin:
I just want to jump in and say in addition to that, this is something that you may not be doing right now. You may think it would be nice to get referrals from your vendors but you may not be getting any yet, so this is something that you may want to do a campaign around. You may want to put some budget around a program and some marketing to begin getting those referrals and letting them know.


A lot of times they don’t know exactly what you’re trying to do in your business. They may not know that you’re looking to grow the part of your business and specialize just in outdoor weddings versus chapel weddings, or they may not know that you’re specializing in maternity as well as newborns.


It’s an opportunity for you to get out there and put it on your calendar to make an effort to get to know your vendors better. Find out how you can help them – and again we’ll talk through all the details on this more on the next call.


There’s a lot you can do there, so don’t even look at it from a case of oh I don’t need to put this on my calendar because I don’t really get referrals. It’s an opportunity to help grow your business and grow your database as well.

Sarah:
Yes because referrals are such a great way to build your business. They’re going to send you the non-price-sensitive buyers. They’re going to show your stuff and brag about you, and that creates value.


We’ve left a couple lines here for you to throw in things that maybe we didn’t throw out there. We feel like we hit a lot of the main things. Some are going to take more of your budget than others – and we’ll get into that on the next call – but throw those out. When we get to the third one, if you’re on this live throw us that and we can talk through the tactics and such.

I’m guessing that many of the things you throw out are already interwoven with some of the things that we’re talking about.


Now let’s talk about water, and then we’ll set you free. The water activities are the things you do like say you wake up and you just had an event about a month ago and things are going well. You’ve got clients on the books and you have a half a day. It’s Friday at noon and you’re thinking I need to stir it up. I can do nothing before a weekend, as far as printing or anything big, but I want to stir it up.


You hop on social media, you blog, you write Thank You notes. I challenge all of you to write five notes a week. Maybe they’re a cheer up card for someone you saw on social media who just had something sad happen in their life; or a congratulations card if something great happened. Those people you know but are also strangers. Read your local newspaper. There are so many leads in there I can’t even tell you. Every day I rip out things. I’m writing notes. 


There was just a feature on a past client of mine. It was a grandma, who brought her granddaughter in, she works as a regional manager at Wal-Mart. She’s always put together, beautiful and really high up. It was her life story about how she was raised without parents and raised her siblings.


There was this whole big feature and it brought tears to my eyes, so I pulled it out that day and sent her a note just saying here I thought I knew you, and now I find out all this even cooler stuff about you. I just said how much it meant to me that she shared that article with everyone.


Will it ever bring her back? I don’t know. Will it send a referral? I don’t know but if you do enough of those and you genuinely care about people – I’m not saying being fake or cheesy.

We have a politician in town that does that. He does the preprinted congratulations and someone cuts it out and laminates it whenever you’re in the paper. To me that’s not heartfelt. It’s writing something, showing people that you’re noticing them and that you care. You do five of those a week and you watch things start to stir up. I bought this cute little metal bin and on my desk I have note cards and envelopes. I am a writer and I love it.


Other things you can do – stirring up with clients who haven’t been in, making phone calls. The phone goes both ways. You don’t have to sit and wait for it to ring. You can dial out on it. Just say hey when you were in last year, you mentioned your kids would all be home for the summer. We’re getting ready to book up for summer, so I wanted to see if you still want to get on the calendar. If not, no big deal.


You’d be amazed at how many of those people are like oh my God, I can’t believe you called. We were just talking about that the other day. Let’s do it because I would have forgotten, or whatever.


Maybe a social media contest. That’s something you could put together with local merchants. A lot of these things will come about from all of the rocks and the sand – relationships you’ve built or other things like that. You can use them to stir up but if you don’t have any rocks and you don’t have any sand, the water is not going to build your business.


Other water activities – when every client leaves, writing a Thank You note. When they’re picking up, asking them to write a review on Yelp or give you some Google love or on Facebook. Get them talking about you because those reviews online are really important.

Those are water activities that you need to do to fill in between the rocks and the sand.

Erin, do you have any thoughts for everyone on that kind of big picture concept?

Erin:
No Sarah. You did a great job and I hope we haven’t overwhelmed anyone. You should be looking at this calendar right now, your hash marks that you have drawn out on the .PDF that we have. You may need to rewrite it a couple of times and, like Sarah said, hopefully you’ve written in pencil so that you can erase some things.


It’s a work in progress. It’s a working document. On the next call we are going to start putting some numbers to these things, and start digging in deep on the details of what it takes to make these things happen so that you have a nice plan with a pretty little bow on top of it that you can now run out and execute on.

Sarah:
Yes, exactly. When you’re looking at this line and you see all the circles and things, remember this is high level. This just shows you that you have things happening all year, and that should be exciting.


I don’t want you to be freaked out or overwhelmed. It’s okay. It’s not supposed to mean a lot. It’s more to visually show you where the gaps are and that you have things going on all year.


Once you get through the next call, you’re going to feel really excited because you’re going to start putting numbers to things and plans and all the tactical things that make these happen.


I want to leave you with one last little note. You can spend your life being reactive. Someone calls for an auction this weekend and you throw something together and you get it out there. You can throw this together and maybe you miss an opportunity here or you miss an opportunity there because you weren’t ready for them.


Or, you can be proactive. You can do this work. You can sit on these calls and you can actually have a plan that makes sure that you take advantage of every opportunity that comes your way, so that you’re not working day and night and so things are happening in a smooth cohesive way like you want them to happen.

That’s our challenge is to get you being more proactive than reactive. You know what? Even if you feel like when you get down with this, okay it’s not perfect and I still feel like I’m a little confused on parts. You know what? You’re going to be so much better than you were last year. Sometimes six months down the road it starts clicking and you’re like okay, I get it now. I get it. I’ve got a plan. This is so crazy. I don’t have to reinvent something. The plan is there.

Next year when you do this, I promise it will be even so much easier. You’re going to love the process eventually. My goal for you is to do more than you did last year. It’s like when you have a lot of weight to lose, getting any exercise is better than not getting any exercise. 

We’re going to go through this together. We’re going to make little changes, we’re going to make big changes and you’re going to start to feel the benefits really soon. Thank you so much for hanging in there and for listening to this. I hope you have a bunch of notes on your paper. Next time we’re going to be going deep into the tactics.

We’re flying down from 10,000 feet to the ground. We may even be digging and rolling in the mud a little bit. Make sure you have a good eraser because we’re going to be playing with some numbers and making sure that everything in your plan can fit in or we’re going to cut it out, because we want to make sure that you can do everything that you plan and that you can do a really great job at it. 


If you need to go back to some of the earlier pages and play with numbers, some of you may need to pull some numbers from the past. That’s just going to help you even more with your projections and understanding how all of this works. 


Good luck to all of you and we’ll talk to you really, really soon. Thanks.
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