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Brett Miller’s Upholstery Shop needed marketing assistance, so this project was allowed us to assist him in developing a marketing plan for his business.  In order to make appropriate suggestions, we analyzed the totality of products and services sold in the upholstery store, and then assessed his current marketing plan, both his marketing problems and goals.


Then, we developed a more productive and efficient marketing plan for the products and services Brett offers in his upholstery shop.  This plan was based on two key evaluations, the first being an assessment of the current environmental situation for Brett’s Upholstery shop.  This analysis included the political, economic, social, technological, and cultural environments, as well as the company, competition and consumer.  Secondly, we needed to explore the segmentation of the market, determine the proper target market, and planning for the positioning of Brett’s products and services.  


Finally we needed to combine all of the information that we ascertained to determine the proper marketing mix for Brett’s Upholstery Shop.  This mix included:  the products and services offered, the price at which they were offered, product placement, and promotional plans.  


The marketing plan that we have devised involves actual steps that will culminate in actual tangible, measurable results that will be beneficial to the owner, Brett Miller.

Company Background 


Originally established by his brother, Brett Miller is now the sole owner of the upholstery shop that has been serving the community of Riverside for over 28 years.  This shop has been the upholstery service to call when people require repair or even a new look for their vehicle.  Brett Miller’s Upholstery Shop’s mission is giving customers top-quality workmanship at great prices.  Moreover, with friendly knowledgeable staff, they are trying to take any vehicle that has torn, battered, or faded upholstery and make it look new once again.  This shop offers their services to individual customers and corporate customers, for example: car dealerships.  


Currently, the upholstery shop’s sales are $7,000 per month and the main products they service are automobiles, motorcycles, boats, and airplanes.  Among this sales revenue, 48% is from automobiles, 33% is from boats, 17% is from motorcycles, and 2% is from airplanes.  For Brett, automobiles and motorcycles are the most profitable services to perform.  Based on the percentage of sales revenue and profit, we have designed a product portfolio matrix to suggest future marketing strategy for this shop, please see Appendix 1.

Marketing Problem 


The owner, Brett is a go-getter and has cursory networking skills.  He is always trying to think of new products he could design to improve his business and in turn his finances.  Currently, he is spending about $100 on his monthly marketing: $49.99 as a website maintenance fee and $50 as a yellow page advertisement fee.  For a promotion on his website, Brett is offering 10% discount of any upholstery job if the customer mentions the shop’s web site. 


However, since the owner has no comprehensive marketing plan, he has no idea whether this marketing activity is efficient or not.  Furthermore, their sales are slow, and the shop is barely making ends meet.  Thus, Brett is looking to take the next step for his business, marketing.

Marketing Goal 


Mr. Brett Miller wants to expand from his current two staff members, which includes himself, to four staff members.  Furthermore, his goal is for approximately 80% sales growth (from monthly $ 7,000 sales revenue to $ 12,500) from an efficient marketing program.  For the new marketing program, Brett is willing to spend a maximum of $250 per month.


In order to achieve this quantitative target, we need to also set qualitative goals.  Because the characteristics of the shop’s services are different from other tangible goods: intangibility, inseparability, variability, and perishability, the differential marketing approach is required in the qualitative goals.  There are five categories of service mix by Kotler: pure tangible good, tangible good with accompanying services, hybrid, major service with accompanying minor goods and service, and pure service. 
 

If we classify the service of Brett Miller’s Upholstery into hybrid category: the offering consists of equal parts of goods and services.  Thus, both tangible goods and services should be considered important.  For Brett Miller’s Upholstery, tangible goods can be visible changes in upholstery.  The upholstery shop’s first qualitative goal can be to satisfy customers not only in visible changes but also in high-quality service.  For service quality, customers make their service expectations from past experiences, word of mouth, and advertising.  Customers compare their perceived service with the expected service.  If the perceived service falls below the expected service, customers have dissatisfaction, resulting in sales decrease in the long run.  Another qualitative goal can be to maximize “word of mouth” effect because service consumers generally depend more on “word of mouth” than advertising.  “Competitive differentiation can be also qualitative goals such as a differentiated offering, delivery, or image.  A differentiated offering includes not only a primary service package but also secondary service features.”
  This shop can differentiate itself by designing a better and faster delivery system.  Additionally, they can also differentiate through symbols and branding. 

Marketing Environment


The marketing environment within a company is comprised of political, economic, social, and technological environments.  The political environment consists of laws, regulations, and government agencies that affect the marketing decisions within a company.  According to the textbook, the purpose of the political environment is “to protect companies from unfair competition, to protect consumers from unfair business practices, and to protect the interests of society from unbridles business behavior”
.  It ensures fair practices among businesses and consumers and allows the company to promote its products efficiently and effectively.  Brett Miller’s Upholstery has to follow the typical business laws and tax licenses.  With the political environment as a basis, Brett Miller practices fair business practices and fair competition.

The economic environment is the economic conditions that affect the spending behavior and purchasing power of consumers.  The credit availability, savings, and debt of consumers influence purchasing power
.  During recessions, consumers tend to decrease spending, especially on luxury items and increase their savings.  During an economic boom, consumers will tend to increase spending and have more purchasing power.  However, Brett Miller’s Upholstery is generally not affected by economic factors since they mostly do repairs and customers usually have to get repairs done out of necessity rather than as a luxury. 

Social norms, beliefs, values, and trends that affect the spending behavior of consumers makeup the components of the social environment.  There are also cultures and subcultures within society that make up marketing segments
.  Motorists, boat and plane owners make up the subcultures that Brett Miller’s Upholstery currently caters to.  Since the company deals with reupholstery works, which are often necessities, they are not affected by trends that would influence consumer behavior.

The technological environment includes improvements in technology that gives a company marketing opportunities
.  Some recent technology trends are the popularity of the Internet and the use of information systems among businesses.  These advancements provide companies new mediums to promote and sell their products and interact with the consumers.  Brett Miller’s Upholstery can use these technological advancements to improve their operations and marketing methods.  The upholstery shop already has a website and uses that website to promote their upholstery services as well as interact with potential customers.

Company, Competition, and Consumer


The internal company, Brett Miller’s Upholstery, consists of Brett Miller, who is the owner of the company and is in charge of the sewing and Kosmia Sfakis, who is in charge of headliners, ceiling, and fabric removal.  Brett Miller works with a number of suppliers, including Ronco, LA (foam suppliers), Keystone Bros. (major supplier), B&M (minor foam and fabric supplier) and Carpet, GA (cloth supplier).


The competitors of Brett Miller’s Upholstery Shop are more specialized upholstery stores and auto repair shops that do their own upholstery, as well as twenty-three other upholstery shops in the Riverside area.  Additionally, Brett faces competition from  “garage” men who work independently to provide upholstery services.  According to Brett Miller, they tend to be “cutthroat” and are able to set their prices very low in order to have a competitive advantage.


The typical customers at Brett Miller’s Upholstery are males in there forties looking for upholstery repairs.  Most of these customers are reupholstering their cars and 70% of his business is from returning customers.  We anticipate that Brett Miller’s Upholstery can expand their customer base to people in the 21-35-age range.  The upholstery shop can set prices and place promotions in mediums, which will be accessible to this market segment. 

Situational Analysis

Strengths


Strengths within the company include Brett’s high standards.  He considers himself a perfectionist and strives for perfection and high quality with each upholstery order.  Because of his high standards, the company has a great reputation among their customers.  This reputation could also be due to their prices, assembly methods, and 28 years of service.  Additionally, the shop’s location is optimal because it is central to Moreno Valley, Riverside, and San Bernardino.
Weaknesses


One of Brett’s main weaknesses is his lack of a marketing plan.  This can hinder the number of customers reached and thus, affect the shop’s revenues.  Another weakness is the lack of utilization of computers.  If Brett Miller were to implement an information system, he would be able to increase the efficiency within the company and improve operations.

Opportunities


Some opportunities that Brett Miller’s Upholstery can take advantage of are establishing new market segments and increasing their customer base.  By implementing our marketing plan, the company will be able to promote its services effectively and increase its revenues.  With the popularity of the Internet, Brett Miller’s Upholstery should utilize his website to increase his market share and place product or service advertisements and promotions.

Threats


External threats include local dealership accounts and competitors, consisting of twenty-three other upholstery stores in the Riverside area.  Brett Miller also has competition from independent “garage” men who are able to provide upholstery services at low prices.  Another viable threat is the quality of automobiles.  Since the newer automobiles have better quality standards, many of them do not need repairs or reupholstering.
Market Segmentation


The first step in segmenting the market is to identify the basis for segmentation.  The segmentation can be based on a “geographic, demographic, psychographic, or behavioral”
 basis.  Since the most widely used basis of segmentation is demographics
, attention must be paid to the age, gender, and location of potential customers for Brett’s Upholstery Shop.  Additionally, in order for our marketing to be targeted to the appropriate audience within those demographics, attention must be paid to the psychographics or lifestyles of the potential consumers.  These segments must be measurable, accessible, and able to be profitable.


The second step is to conduct a survey to determine how to segment the market.  Our survey indicated that the demographics of the market segments were as follow:  Age – 35 to 50 years old, Gender – Male, Location – Riverside (zip code 92507).  The survey indicated that the psychographic segments were as follows:  Lifestyle – KROQ for music and LA Times for newspapers, and owners of cars.

After determining how to segment the market, the next step is selecting the market for Brett’s Upholstery to target.

Target Market Selection


Choosing a target market for Brett required analysis of how he could best market his upholstery services based on the five patterns of target marketing:  “Single segment concentration, selective specialization, product specialization, market specialization, and full market coverage.”
  Each of these patterns is unique, but only a few would make sense to Brett’s Upholstery business.


The first pattern of target marking is the single segment concentration which allows a firm to gain a “strong knowledge of (one) segments needs and achieves a strong market presence”
; however the risks include the market segment “turning sour…or a competitor invading the segment”
.  Single segment concentration is definitely not a match for Brett’s business.  In order for him to be successful with his niche business he needs to appeal to more than one segment.


The second pattern is selective specialization.  With this pattern the “firm selects a number of segments, each attractive and appropriate…and has the advantage of diversifying the firm’s risk”
.  For Brett’s Upholstery, this could be an option since he would have an opportunity to target many customers and in turn increase his business.  However, all patterns must be examined before one is chosen.  


The third pattern of target marketing is product specialization.  This pattern allows a firm to “make a certain product … (and) sell it to several segments.”
  If Brett were to utilize this pattern he could concentrate on having different types of upholstery (boat, plane, automobile) for different customer groups and build a solid reputation that way.  Brett’s Upholstery probably would benefit most by product specialization, but again all patterns must be examined.

The fourth pattern of target marketing is market specialization.  Under the guidance of this pattern firms would “concentrate on serving many needs of a particular customer group”
.  While this pattern may work for large businesses, a small business like Brett’s Upholstery would not be able to expand to enough product lines to serve many of the needs of one particular group.


Full market coverage is the final pattern to be examined.  Firms that follow this pattern aim to provide “all customer groups with all the products they might need.  Only very large firms…can undertake (this) strategy”
.  Since Brett’s Upholstery is a small, sole proprietorship, this pattern is unavailable to Brett.


The most appropriate target market pattern for Brett’s Upholstery Shop is definitely product specialization.  He is already well on his way of meeting this pattern with his upholstery of cars, planes and boats.  His product upholstery, through his specialization is made available to many market segments.  Brett’s marketing strategy is almost complete, the only aspect left is his product positioning.
Product Positioning


Product positioning is “the act of designing the company’s offering and image to occupy a distinctive place in the mind of the target market
.  It is through this placement that Brett’s Upholstery will gain recognition in the minds of the consumers.  Ries and Trout, two marketing executives that popularized the notion of positioning, saw it is an exercise done with an existing product.  They suggested that “positioning starts with a product.  But positioning is not what you do to a product.  Positioning is what you do to the mind of the prospective consumer.  That is you position the product in the mind of the prospect.”
  According to their theories of product positioning a company has only three strategic alternatives, and they must follow one of these strategies.  

The first strategy is to “strengthen its own current position in the consumer’s mind”
.  This is a viable option for Brett.  He could strengthen his position by securing recommendations from the Automobile Club, Car Dealerships, and Insurance Agents.  Brett could further solidify his business by advertising in such a way to claim ownership of the niche market of upholstery.

The second strategy is to “grab an unoccupied position”
 in the marketplace.  With Brett’s business already being established to upholster and reupholster boats, cars and planes, there is little room for him to change his product.  With over 23 other upholstery shops in Riverside County, there are already plenty of shops competing for this position.  Brett will not be able to position his company under this alternative, because clearly this is an occupied position.


The third strategy is to “de-position or re-position the competition in the consumers mind”
  Brett could feasibly choose this strategy for his business, but it would require attacking his competitors in order to re-position them.  This would not be the first choice, since Brett prefers to keep his advertising positive.

The solution for Brett is two fold.  First, Brett needs to strengthen his position through key recommendations of his services and heavy advertising to the right market segments.  Additionally, the best advertising is a great referral, so Brett should also plan on word of mouth advertising from satisfied customers.  The potential for these recommendations and the suggested methods of advertising will be discussed later in this marketing proposal.  Secondly, Brett should solidify the benefits of his business in the minds of all market segments/consumers with a catch phrase such as “If it rolls, floats or flies…We upholster it all!”.  With this slogan, consumers would know how his service (upholstery) can be varied to directly benefit them.  Following this two step solution will be the best way for Brett to position his Upholstery Shop.
Marketing Mix


For a marketing mix the four P’s are the most important factors to take into consideration, before developing a strategic marketing plan.  Those factors are product, price, place, and promotion.  The following is our analysis of these measures.

Product


Brett Miller’s product has been established as, and will continue to be an upholstery service for automobiles, boats, motorcycles, and airplanes.  Since his product/service is established we suggest that he continue with the same.
Price


The price for Brett Miller’s services is determined by a standard flat fee for the labor, plus the cost of materials for the service that is performed.  This is the standard practice for most service based operations.  Additionally, Brett’s overall pricing is very competitive in the medium to high quality upholstery business.  

Place


The place for Brett’s Marketing Mix is centrally located in the Inland Empire area with a highly local customer base.  
Promotion


Upholstery business is very common in every self-sufficient town so it seem highly unlikely that some one is going to drive from New York to have Brett upholster the automobile.  Therefore the marketing strategy needs to be kept locally to convince the community that Brett Millers Upholstery is the best in the Inland Empire region.  There are two major promotion plans that we have considered which are paid advertising and local alliances.  Through these advertising mediums the results should strike up more business for Brett Millers Upholstery.

Paid Advertising

There are many types of paid advertising offered to the local area including local newspapers, television ads and the Yellow Pages.  Brett Millers Upholstery is a specialized business in the sense that they only upholster modes of transportation.  With this in mind we set out to find advertising that was local, as well as able to cater to this specialized market.  What we found were three different venues for paid advertising, the Penny Saver, Auto Trader Magazine, and the Recycler.  The best of these mediums would be added to his most successful form of advertising, the Yellow Pages. 
The Penny Saver magazine is a weekly mailed bundle of information and coupons for local community businesses.  The benefits of the Penny Saver are the sheer volume of people the mailings reach.  The main drawback is the large number of people who do not look through the Penny Saver and immediately throw it away.  Although the types of advertisements are diverse, there are no specific classifications for these businesses within the format of the Penny Saver.  There are steam-cleaning ads alongside grocery store coupons and stereo equipment sales.  For the Penny Saver the drawbacks definitely outweigh the potential benefits; therefore we decided not to pursue the Penny Saver as an effective marketing tool for Brett Millers Upholstery Shop.

The Auto Trader Magazine is a North American publication of automobile, boat, and RV sales from both individuals and dealerships.  Although the magazine is sold across North America it is divided into local editions for smaller areas like the inland empire.  These local editions of their publication result in advertising opportunities that are most beneficial to local businesses.  Another benefit of the Auto Trader Magazine is that they are separated into two different publications, the Truck and Auto magazine, and Boat and RV magazine.  This would give Brett the ability to market to his largest moneymaker, trucks, cars and motorcycles, as well as market seasonally to the boating populous.  The downfall of the Auto Trader is their pricing (Appendix 2) compared to the next publication we will examine, the Recycler publication.

The Recycler Magazine, a subsidiary of the LA Times, is a local publication that provides individuals and retailers ad space to sell just about anything.  It is a large publication since it is not just for automobiles.  It is divided into sections, like the classified ads are in a newspaper, and it is distributed and published for smaller regions, like Los Angeles or the Inland Empire.  With this magazine Brett would be able to advertise his services in the automobile section of the Inland Empire publication reaching his target demographic.  Also, their pricing situation is better suited to Brett’s marketing budget (Appendix 2). 

With his current budget constraints the Recycler would be the most logical choice for Brett Miller’s Upholstery at this time.  As the volume of his business increases and a higher budget is allocated to advertising Brett could then pursue avenues like seasonal advertising in the Boat and RV Auto Trader magazine as well as advertise year round in the Truck and Auto magazine and in the automobile section of the Recycler. 

Local Alliances

Beyond the traditional methods of promotion through paid advertising, connections and relationships can be established with potential customers by means of strategic alliances.  Joining forces with local businesses and organizations can provide a steady flow of customer referrals in not only the short-term but in the long-term as well.   

To establish communication channels with local businesses, it is necessary for direct contact to be made with their decision-makers.  Targeted businesses would include: auto-body shops, auto dealers, and motorcycle dealers.  These three categories of businesses are prime targets since they consistently have upholstery work to be done.  
Auto-body shops could take advantage of outsourcing their upholstery needs as they could get a higher quality of work at a potentially cheaper price.  Since most auto dealers do not have an upholstery expert on hand, they can therefore use an outside upholstery store to fix any type of warranty work that needs to be done.  Motorcycle dealers, like automotive dealers, can use an outside source to take care of any warranty work, as well as use them to construct custom accessories.  Once these shops have been able to experience the quality of work done at Brett Miller Upholstery, they will be more inclined to continue their business with them and to provide future referrals.  

Other possible sources of referrals could be from automotive and motorcycle clubs.  Within the past few years there has been a dramatic increase in the number of these clubs in the Inland Empire.  Members of these organizations typically are willing to spend a considerable amount of money to improve their vehicles.  The only difficulty with attracting these groups is making the initial contact.  An excellent way to begin the lines of communication with these clubs would be to promote Brett Miller’s Upholstery services through local stereo and custom automotive/motorcycle shops.  Employees of these businesses are consistently in touch with members of these groups, and could quite possibly be members themselves.  Another way to directly contact members of these clubs would be to attend car/truck/motorcycle shows.  These shows are a magnet for these organizations and are an excellent opportunity to promote their services.  One location in particular is the biker meet at Zorba’s restaurant in Riverside.  Every Tuesday night literally hundreds of bikers gather and show off their motorcycles.  Through this direct contact with motorcycle enthusiasts Brett could easily penetrate the motorcycle club scene.
Expanded Services


Currently Brett Miller Upholstery performs some specialty jobs that do not fit within their typical lines of service.  In particular they have recently done work for a local guitar manufacturing company by covering the amplifiers with a high quality vinyl.  Additionally they have done work for local bars and restaurants by recovering their seats.  It is our recommendation that they continue to provide these specialty services; as the majority of the work that is done on these jobs requires little time and resources and will in-turn provide higher profit margins.  One specific area that they could focus on would be making custom auto upholstery for car stereo shops.  With the increase in the number of car enthusiasts the amount of custom stereo work being done also increased.  Outsourcing their upholstery needs is attractive for stereo shops because it could be done at a low price while getting a higher quality of service for their customers.  

Appendix 1) Product portfolio matrix
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Appendix 2) Paid Advertising pricing (prices are based on weekly rates)
	Run Time
	Penny Saver
	Auto Trader
	Recycler

	6 Weeks
	N/A
	$124
	$88

	13 Weeks
	N/A
	$117
	$74

	26 Weeks
	N/A
	$111
	$65

	52 Weeks
	N/A
	$104
	$61

	Business Cards 52 weeks
	N/A
	N/A
	$37
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