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Presenter
Presentation Notes
Concept: if you are getting results, you help hedge your bets.

Help clients compete, maintain market share, introduce new products or services, achieve world domination. If you are driving results, profits will come more often than not, in good times and bad. 
And in the bad, it is more important than ever to generate meaningful results. 
Instead of the client looking at your invoice and wondering what have these guys done for me to day, they say:

“Boy they sure generated some great results for this.  What a great investment!”

And we want our clients to think of PR as an investment in future growth.

NOT an expense.

And investment pays off.  Well, mostly.  Present stock market notwithstanding.

QUICK INVENTORY: flat with 2008?  Off as much as 10 percent? 10 to 20?  More than 20?
Up by as much as 10 percent? 10 to 20? 20 or more?

Great!  You come up here and I am going to sit down and listen carefully.



Why We Are Here Today

• Establish the importance of creating a results culture
• Learn what clients think are the most important 

characteristics of an agency in good times and bad
• Review the basic elements for developing and managing a 

results-oriented agency
• Discuss different approaches to creativity and long-range 

planning that lead to enduring client relationships
• Review different methods and tools for monitoring agency 

performance, productivity, trends
• Get strategic in analyzing data, developing scenarios and 

identifying critical factors for future success

Presenter
Presentation Notes
Many of the things covered here today don’t reflect any great breakthroughs in strategic thinking or approaches to management.  

You will probably see approaches that you’ve used, or thought about using. Things you’ve read about in various books and in PRSA publications such as the Strategist and Tactics.  And various newsletters and blogs.  To this, you might find added some different approaches to driving results for your clients and different thought processes. With lessons I’ve learned from more than 30 years in the business and working as everything from a one-man shop up to a $4 million firm with staff of 30.  

The basic tenets are that you can plan for deliver clearly superior client results, to the ultimate benefit of their business and yours.

A lot of these ideas are culled from management courses taken over the years outside the PR profession. Many are also the core values expressed in my book, The PR Client Service Manual.  First published in 1993. I’m now working on the fifth edition. Hopefully out later this year.  

Hopefully this short presentation with remind you of things that you’ve done well the past and might want to revisit, or expose you to new ideas, tools and tactics.  Please jump in with questions as I go through this.  



Top Ten Reasons 
for Embracing Results

10. You build strategy into your culture
9. Find new competitive advantages over other 

agencies, consulting firms, other miscreants 
8. Start filling an agency trophy case that is as 

empty as a super model’s refrigerator
7. Prevent the client from hitting the “delete agency” 

button in tough times and low ROI on PR
6. Help the new client contact understand PR 

strategy, planning and outcomes



Top Ten Reasons 
for Embracing Results
5. It’s almost time for the Nordstrom half-yearly sale
4. The bank has called your loan
3. The stress reduction therapy and yoga classes 

cost twice what you expected
2. You need to have a good answer for when your 

kids ask you what you do for a living



And, the No. 1 Reason

1. Because the client wants and needs results to 
continue and grow the relationship

Presenter
Presentation Notes
(and they are under constant siege from new competitors who are securing meetings and promising coverage on Oprah, Good Morning America, The Wall Street Journal, Economist, Business Week and many more, plus every trade outlet in the galaxy).

Major point: What are clients buying?  Ask the audience.  RESULTS!

Managing expectations.  Ala Intercare Insurance. Getting results, but not fast enough for their VP sales.  Wanted more leads, more ROI.  Tah-tah.




What Many Firms Are Selling

• Time
• Media relations
• Networking
• Connections
• Parties, parties, parties
• Impressive teams
• Front page of the WSJ, cover of Time
• Social media expertise
• Clips

Presenter
Presentation Notes
We have one firm in San Diego that is selling publicity hits.

It has a moving scale for landing coverage in the media.  That’s it.

How many here think that pricing model is a good thing?

No, why not?  Issues?

Yes, why?

No, well, it misses a lot of other things.  On community relations, do you create a sliding scale for the types of introductions you make?
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What clients want from an agency
• Strategic thinking
• Creativity
• Proactive client service, enthusiasm
• Critical, honest consulting
• Professionalism, integrity
• Responsiveness, accessibility
• Empathy, intuitiveness, industry knowledge
• Budget management
• Results
• Loyalty

Presenter
Presentation Notes
In developing our criteria, here are a few things to think about. Some of these are tangible and some are intangible.  Those are also considerations to weigh.
Let me discuss a few of these.

Being in the market on a daily basis on many fronts exposes the agency and its staff to an incredible array of information.  Search tools, news trackers and social media bring in new ideas frequently. Agency teams sort through the deluge to find gems for their clients. New media to pitch.  Trends in the industry that need to be commented on. 

This includes Guerrilla marketing. Finger on the pulse.  Thought leadership. Saw a news release from a competitor that was largely bogus. Called the key media, put them in touch with our client. Got great coverage. Debunked the competition.

How many use an agenda for client meetings?  A great tool.  Your mission: go to every client meeting with one new idea on the agenda.  
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What clients don’t want
• Bait-and-switch selling
• Slow or tangled processes
• Hype, over-promising
• Long or repetitive educational curves
• Surprises in billing
• Passive, reactive service
• Staff turnover
• Lack of results, excuses
• Getting beat by their competition

Presenter
Presentation Notes
I mentioned the down side. 

These are responses to a survey I did a few years ago on what clients didn’t like about their PR firms, past, present and future.

Bait and switch – the suits from NYC, Wash and SF. End up with a 22 year old with a free college degree and with pimples.

The bottom two are the biggest challenges.  What we need to work to overcome.





What Are They Really Buying?

• Results that IMPACT their business!
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Presenter
Presentation Notes
This shows the results of introducing a new medical device with PR only.

PR included media relations, trade relations, dealer relations, conference programs, etc.

Media coverage introduced the product and built credibility.  It generated support with analysts.  It attracted new investors.  On the sales front, the big jump occurred with a combo of PR, trade shows and dealer demonstrations.  Before 12 months had occurred.  

Big jump.





Making Heroes and Gurus

Presenter
Presentation Notes
Everyone wants fame and fortune, to quote the title of a very good book on PR and reputation management.  PR firms can definitely help you achieve your business, marketing, positioning and reputation-building goals.



How to Get There?

• Plan – If you don’t know where you are going, how will you 
know when you get there? (Laurence Peter, Michael 
Gerber, etc.)

• Organize to Achieve the Plan -- What mix of talents and 
expertise do you need to get there?  What systems support 
the organization?  Build the machine for the future, even as 
you adjust.

• Hire for Brightness, Energy, Positive Attitudes
• Exorcise those from the Dark Side and C Players
• Be Continuously Creative, Embrace Change
• Dare to be Measured

Presenter
Presentation Notes
I’ll start with some obvious core values and theories for success.

On Plan, I’ll provide some tools shortly, as well as thoughts on organizing.

On hiring, how many here use outside testing services to screen applicants?

How about other approaches, such as writing tests? We’ve had some incredible surprises in giving writing tests. 

Exorcism. Management seminars many years ago. Negative people tend to suck energy out of a room, out of a team and out of an agency.  Need positive people to drive the results culture.  Also, pro-active people.  Who want to get results.  The people who find a reason to get things done, rather than find reasons to not do something.

Tough times.  Find better ways of doing things. Do more with fewer resources. Eliminate bad processes. And time wasters.



Get It Right Internally

• Become a research fanatic
• Quality control is Job One
• Look for the self-activated and motivated
• Motivate and engage
• Keep changing the game and play
• Celebrate success
• Share the rewards

Presenter
Presentation Notes
Use electronic and other clipping services to track the client, the industry, the competition.   How does your work stack up?  Are you giving your clients more than the competition is getting from their agencies in terms of results?
Develop checks and balances for reviewing all work before it goes to the client.  This more than running a spell-checker!  Review for quality of content.  Does it support the client mission and vision and strategic plan?  Do you have silly invented quotes in news releases?
From intern and up, who has the drive and personality to eventually run a firm?  Encourage them!
Get rid of the black holes -- those reactive, low-energy performers who suck energy out of an organization -- and hire better.
Have regular and spontaneous rewards for success, even the best ideas that didn’t work (at least the first time!). 

Have agency-wide rewards.  We do profit sharing.  We put a percentage of profits into a pool, then divide it up based on a formula combining income generated and productivity.






Horizon Management

• Environmental and Situation Analysis
– Annual plans, milestones, events, conferences, 

quarterly reports, other “knowns”
• Getting Creative with the “Flip Side”

– What exists?
– What doesn’t?
– Where are the holes?
– What new ideas can we bring to the table?

• Taking Your Plan Over the Horizon
– Propose bigger ideas, new programs, added value
– Have short-term action items for daily engagement
– Set a vision for the future (changing image, behavior)
– Update monthly and keep moving the horizon

Presenter
Presentation Notes
The great thing about Horizon management: you are working on programs six months, nine months and a year out.  Clients commit to the ideas.  You are in charge of advancing the cause.

That’s our phrase for moving forward.  Advancing the cause.

The cause: client results.

Client results drive agency results.  

Anybody disagree?

The creative is essential. 

How many here have regularly scheduled meetings with their clients? 
How many use an agenda?
An agenda is a great tool.  It drives your agenda!  Bring one new idea to every meeting and you can have a client to perpetuity.



Taking It to the Client

• Setting measurable objectives -- Reach 
agreement with the client on measurable 
objectives for the plan

• Pro-active communications – Establish the 
systems, protocols and procedures for providing 
ongoing tangible evidence of results

• Manage for results, not time
• Analyze, adjust, refine, recommend
• Keep moving the horizon

Presenter
Presentation Notes
Agreement is key.  We just got fired by a client that had higher expectations for the type of results that could be delivered.

We didn’t manage the expectations and set reasonable objectives up front.

What will have a positive impact on the client’s business?

Who are the different target audiences? What needs to be done to move them to action?  Write feature story, schedule a meeting, schedule a speech, put a CEO on a program at a conference, meet with analysts?

On managing for results, not time. We had one supervisor who was over-zealous about managing time for her team. Slowed down work on some accounts. Client dissatisfaction grew.  How did I know?  I got what was named “The Founder Call.” I’ve always been called The Founder, sometimes affectionately.  A Founder Call is from a client I don’t usually deal with. And you can guess that the call isn’t to offer high praise for agency services and ROI. 

Invest in the future. Spend extra time. We carry time forward like a bank.





Mapping the Plan
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Gable Client Service Manual -- IR and PR Sample Annual Spreadsheet
Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

Research
Business and marketing plan x x x
Competition x x x
Internal audit x x
External audit x x x
E-clipping, industry tracking, breaking news x x x x x x x x x x x x

Targeting
Media, conferences, community, cause, etc. x x x x
Editorial calendar targeting x x x x x x x x x x x
Analyst tours, investment conferences x x x x x x x x

Creative
Positioning, core values, future evidence x x x x x

Strategic Planning x x x x

On-Line Creative, Social Media
Web site enhancements ( media center, etc.) x x x
RSS Feeds, Blogs, E-Newsletter x x x x x x x x x x x
Social Media x x x x x x x x x x x

Media Relations
Media kit writing, distribution x x x x x x x
Media training x x
Feature pitches x x x x x x x x x x
New product, service introductions x x x
Interviews x x x x x x x x x x
Media briefings x x x x x x x x x
Quarterly op-ed pieces, trends, related x x x
By-lined articles, CEO x x x x x x x x
Customer testimonials, personality features x x x
Focus editions (see separate schedule for detail) x x x x x x x x x

Investor Relations
Messaging strategy, annual plan
Earnings releases, conference calls, Web casts x x x x
Analyst education x x x x x x x x x x x
Analyst tours (telephone; west coast;  east coast) x x x x x
White papers, abstracts, data sheets x x x x x x x x x x

(direct mail, email, RSS subscriptions)
IP and New Product Briefing, On-Site (2-days)

Trade Relations
Conferences, speaking engagements, panels x x x x x x x x

Presenter
Presentation Notes
This is a bit hard to read.  But we try to lay out action plans for 12 months and beyond.  

Categories include…

This is just a one -page example.  With X instead of real stuff.

We plug in editorial calendar opportunities, conference dates, analyst meetings, etc.  

Once you lay out the milestones, get creative. Ying and Yang.

What’s there.  What’s not there.  Great approach to brainstorming.

And keeping clients engaged.  Share the spreadsheet once you’ve added detail toward the horizon.  Ask for client input.  See what else might be done. Help set priorities.
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The Benefits of the Results Culture

• Broad range of experience, resources
• Strategic thinking, expertise
• Different viewpoints, critical thought
• Creative culture
• Font of knowledge, new ideas
• Drives for results (tied to company plans)
• Senior involvement
• Flexible teams, bench talent
• Responsive

Presenter
Presentation Notes
Here are some of the benefits you need to sell in your new business efforts and in constantly reminding clients of the value you bring to the table.
Also, this can be an inventory of how well you are delivering results to your current client base.

Within a results culture, new ideas are shared among teams. Strategies that worked in the consumer area have been given to B2B teams who would never have considered something or even been aware of it.

We had an account executive in lodging and hospitality come up with a creative concept for introducing a new microwave product at a convention.  Having a magician make the competition disappear in front of 30 media.

Blew up the competition.  Very fun.  Made the cover of trade publications.

Drove new leads to the client. Business grew, etc.
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The Benefits of the Results Culture

• Helping internal staff do more, faster
• Relationship-oriented
• Authentic, non-political counsel (mostly)
• Cost effective

Presenter
Presentation Notes
We work with start ups, where staff often have two or three jobs. An outside agency can provide leverage to keep things moving.

Agencies covet long-term relationships. At Counselors Academy conferences, a constant theme has been how to build relationships that last to perpetuity.  It is so much easier to make course corrections within a current client-agency relationship than it is to forge totally new relationships. Churn is bad for both clients and agencies.

Authentic counsel is important.  Internal teams can face consequences if their great idea wasn’t what the CEO was looking for.  Or are they comfortable telling the CEO his or her idea is bad. 

Outside agencies can brainstorm with staff and figure out how to present the new idea and buttress staff.  

You can pitch agencies as cost effective, too.  No internal overhead, no benefits. Determine what needs to be done and budget accordingly. PR can generate a considerable return on investment in driving sales leads, changing opinions, supporting legislation and even selling product.
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The Results Laboratory
• Examine recent client experiences, 

relationships, evolution
– What worked?
– What didn’t?
– What (or who) changed?
– What was missing?
– What steps do we need to take to generate clearly 

superior results?

Presenter
Presentation Notes
Thomas Edison
Just because something doesn't do what you planned it to do doesn't mean it's useless. 
Hell, there are no rules here-- we're trying to accomplish something.� 
I have not failed. I've just found 10,000 ways that won't work.

Here is a five-step thought process for ensuring you have a process for continuous improvement.  

It’s fairly simple and obvious.  But it needs to be done on a regular basis.

It can be a check list for regular client planning meetings in advance of going to the next client meeting.

This ties back into some of the other planning ideas shared earlier.
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Basic Check List for Client Success

• Understand the client business, plans, goals
• Match expertise to client needs
• Do your homework
• Set realistic expectations
• Build a team – internally and with the client
• Develop long-range plans, critical steps
• Establish procedures, protocols for planning, 

creative, approvals, measurement
• Be authentic
• Communicate consistently

Presenter
Presentation Notes
The agency also needs to have guidelines.  Here are some we recommend. 

Long-range planning is critical.  Several philosophers have been quoted as saying: if we don’t know where we are going, how will we know when we get there.

Think about it.  





Individual Client Planning
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Client Sample 2
Retainer, $10,000 Monthly Budgeting Matrix

Position CEO VP Dir AM/Sup SAE AE AAE AC Intern Total
Rate 240 200 180 150 120 100 90 80 30

Activity

Account Planning 2 1 3
Account Management 2 2 4
Client Contact 2 4 8 14
Writing and Editing 4 4 8 16
Research 1 2 12 15
Creative 2 2 4 8
Media Relations 2 2 4 4 12
Promotions 0
Community Relations 0
Special Event Planning 0
Special Event Coordination 0
Special Event Attendance 0
Investor Relations 0
Web Site Implementation 0
Cause Marketing 0
Public Affairs 0
Web Site Management 0
Web Site Writing/Creative 0

Total Hours 12 0 16 0 8 24 0 12 0 72
Fees 2880 0 2880 0 960 2400 0 960 0 10080

Average Rate 140



Overall Client Service Planning
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Gable PR
Client Service Team Staffing Worksheet

Hours

Clients

Tom

Erin Koch

Jennifer

Liz

Erin Kirkpatrick
Cathy Y.

Intern

Adm
in

Other

Other

Total H
ours

Bayside Networks 0
Best Software 0
BIO 0
CONNECT 0
Humane 0
Intercare 0
Ocumatrx 0
Pfizer La Jolla 0
Prize Capital 0
Single Source 0
Sudberry Quarry Falls 0
Sudberry Branding 0
SureGrid 0
TAG 0
Toll Road 0

0
0
0

Gable PR as client 0
0

Pending 0
0
0
0
0
0

TOTAL 0 0 0 0 0 0 0 0 0 0 0



Hours Estimates
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Gable PR
Client Service Team Staffing Worksheet

Hours

Clients

Tom

Erin Koch

Jennifer

Liz

Erin Kirkpatrick
Cathy Y.

Intern

Adm
in

Other

Other

Total H
ours

Bayside Networks 1 2 4 8 6 8 29
Best Software 12 12 4 4 8 40
BIO 12 12 18 32 16 8 12 12 122
CONNECT 1 4 8 12 2 2 29
Humane 2 18 12 8 4 44
Intercare 4 18 12 4 4 42
Ocumatrx 2 12 2 4 20
Pfizer La Jolla 12 16 24 8 2 62
Prize Capital 12 8 12 8 6 46
Single Source 2 18 12 4 4 40
Sudberry Quarry Falls 6 24 8 4 4 46
Sudberry Branding 12 12 8 2 2 2 2 40
SureGrid 4 12 4 4 4 4 12 44
TAG 2 2 12 8 2 2 28
Toll Road 16 18 12 4 12 62

0
0
0

Gable PR as client 0
0

Pending 0
0
0
0
0
0

TOTAL 88 104 104 92 114 34 48 56 30 24 694

Presenter
Presentation Notes
Use this to determine if things can be tightened up/  In this case, we were using freelancers with special skills.  One person was part-time, so that was fine.  This gave us the ability to see what time estimates were each month and then compare against actual time.  Rather than guess at where cuts needed to be made, we could tell pretty quickly. This is a great tool on the upside, too.  You can see when someone is getting overburdened.  In this example, we have one person who specializes in media relations and is fabulous.  She gets involved in almost every account.  But that limited her growth.  So we adjusted some of the work to give more of her media relations time to other people.  It’s a juggling match.  But all aimed at driving client results.

Clients are buying results, not time.  So the better job we do in driving results with the smallest amount of time, the better we do.



Client and NBD Opportunities

• Expand existing range of services
• Internal and external audits
• Creative audits
• Competitive analysis

– Share of voice
– Strategies
– Tactics

• Gap analysis
• New social media programs
• New and emerging industries

Presenter
Presentation Notes
Think about your range of offerings.  Who are you competing with? How do you stack up? Are there new things you can provide your clients?  A new menu of services?  Special projects.

We like audits because in an ideal world they get repeated at regular intervals.  This becomes part of the measurement process too.  Is PR moving the needle on perception of a client?  The qualitative aspect?

Love comparing internal and external audits. Helps drive future planning and creativity.  Had a software client who thought it was fabulous.  Did an external audit with the media and respected people in the industry.  The external showed the client viewed as having outmoded technology, unresponsive support and poor training for new customers.  Helped stimulate management in new ways.

Had a creative audit that compared the tag lines, boilerplates and key words of the 11 major companies in another client’s space. Put on spreadsheet. Hid the names. Couldn’t tell who was who.  All sounded alike. Led to a new branding program.



Forecasting and Monitoring Tools

• P&L
• Cash flow
• Rolling projections
• Productivity

– Billable hours
– Talent mix
– Average rate
– Individual ratios
– The 2.25 litmus test

• Adjusting to scale

Presenter
Presentation Notes
Okay. So the results culture is built and the machine is rolling along and gaining momentum, when it runs into a recessionary brick wall.  Steps to take to keep the results machine going, perhaps with a smaller crew or different crew.

P&L is after the fact.  But you can use the P&L to develop a model for rolling projections.  Cash flow projections are key.  In the tech industry, they call it “Burn Rate.”  What is your monthly average burn rate? What about going forward? Plug the burn rate into a rolling projection of anticipated income from each client over the next 12 months.  And roll it forward each month.

This can be scary.  But also enlightening.  And help determine various options to maintain profitability while getting results.

The spreadsheets shown earlier can help determine where cuts might be made. Where to tighten and refocus.  

Look at productivity.  Billable time.  Income generated.  Found over the years that the absolute minimum is carrying 2.5 times salaries.





Options for Adjusting to Scale

• Team Involvement
– Analysis
– Scenario development
– Trigger points

• Basic Steps
– Lines of credit
– Freezes
– Across the board reductions, part-time
– Selective cuts
– Negotiating new occupancy costs
– Going virtual, semi-virtual

• Mergers and Acquisitions

Presenter
Presentation Notes
Having been through several recessions, found some common threads that can help manage in difficult times.

If you work in teams, even with one other person, or use an outside advisor as well. Develop different scenarios for each client.  What is happening with each?  Realistic future of each? Danger signs, trigger points.  Ideas generated here can help in planning for future action.  This takes a lot of the worry and frustration out of working through a recession. Looking at the different options helps remove some of the emotion.  

Also, makes it easier to sleep.  Anyone here get the “thinks” in the middle of the night? About clients? Staff?  Results?  I think I lost about 15 pounds in the last recession during the 3 a.m. exercise program. You know, the tapes start playing in your mind.  Mine always seemed to play “The Worst of Tom Gable.”

Sometimes I lie awake at night, and I ask, "Where have I gone wrong?“  Then a voice says to me, "This is going to take more than one night.” Charles Schulz

Start penciling things out.  



The 12-Step Results Program

1. Have a vision of where you want to go
2. Organize for results
3. Hire for energy, brightness
4. Be strategic and planful
5. Dare to be measured
6. Create customized teams
7. Brainstorm regularly, provide continuous 

creativity
8. Manage for results, not time
9. Research, review, revise, adjust, recommend, 

respond in real time



The 12-Step Results Program

10. Be pro-active
11. Reward the winners
12. Constantly set new horizons



The 12-Step Results Program

10. Be pro-active
11. Reward the winners
12. Constantly set new horizons



Break Out of the Pack!

Presenter
Presentation Notes
Fun stuff.  Mostly.
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Contact Information

Tom Gable
CEO
Gable PR
591 Camino de la Reina, Suite 730
San Diego, CA 92108
Ph.: 619-284-1714
Email: tom@gablepr.com
Web: www.gablepr.com
Twitter: www.twitter.com/tomgable
Blog: www.authenticprcounsel.com

http://www.gablepr.com/�
http://www.twitter.com/tomgable�
http://www.authenticprcounsel.com/�
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