Marketing and Sales Plan: E-biz Product and Service Area

Jon Bower

I am currently assigned Project Director responsibilities in relation to both the e-biz and overseas air quality product/service areas. These areas are, at the present time, completely separate; in other words, there is little or no overlap between them in relation to netcen customers, markets, products and personnel. One of the objectives of their respective Marketing and Sales plans will clearly be to encourage greater synergy between these areas and, indeed, with other related product/service areas such as assessment and ambient monitoring. However, for the present time, the M and S plans for each sector are kept separate. 

This sector plan covers E-business. A separate sector plan covers overseas air quality services.

1. Description of Current Work Areas

Major products and services presently offered by netcen within the e-biz area are described below:
· Website development, hosting and operation for Local and Central Government (UK)

· Intranet Hubs for internal information mapping, management and dissemination within private sector companies

· Helplines (involving expert response and database access)

· Development of bespoke environmental (and related) databases and customised access/management tools

· Provision of on-line access to technical and management tools

· Data and information processing, management and dissemination through web, intranet or other media platforms

2. Current Position of E-biz sector

a) Status

· Products and services in this area have developed primarily from a basis of ‘historic’ work undertaken for AEQ/DEFRA/Central UK Government. 

· DEFRA remains the single key customer for our e-biz services today.

· There is considerable growth potential within UK Local Government and Private Sector, though overseas growth potential is less readily quantifiable.

· Main growth drivers for markets outside Central Government include legislation, LAAQM and desire for clean/green public profile.

· However, there has been minimal and sporadic penetration of UK Local Government and Private Sector markets as yet.

· We do not yet have a clear picture of wants and needs for these markets

· We are not, therefore sure that what we offer is what they want - there is a need, therefore, for increased market intelligence.

· New products and services may be needed to meet the changing needs of some targeted market sectors.

· Most selling has been within existing markets and on the back of other activities (e.g. calibration club)- there has been no marketing and selling of stand- alone e-biz products in their own right.

· This overall capability area is not yet fully recognised within netcen and has not therefore been presented to external customers in a coherent manner.

· Attention is therefore required to 1) Raising profile and knowledge of this capability within netcen and 2) Projecting this capability to external customers through a systematic approach to M and S. 

· Given these twin-track actions, we believe there is significant growth potential in the e-biz market.

b) Current E-biz Customers

· UK Government- DEFRA (Data Dissemination Unit; Stratospheric Ozone network; DDU helpline; LA Freephone Service on Air Monitoring and Emissions; Air Quality Forecasting)

· UK Government, other (Mycotoxins database for Food Standards Agency, OSD support to HSE; MHIDAS for HSE

· UK Local Government (Air Quality Website for Oxford City Council, Newham, South Holland and Slough)

· UK Private Sector (Fender Care Ltd)

Note, however, that I am not currently assigned PD responsibilities for the larger DEFRA e-biz contracts identified above. It is difficult to see how such an arrangement can be viable or sustainable in the longer term.

We are not aware of any customers for whom we have worked previously but do so no longer.

c) Secured E-biz Sales for 2002

£1,130k Please note that £955k of this total (85%) is for DEFRA. The only other significant single customer in financial terms is HSE at £118k (10%). Other customers are within the ‘noise levels’.
d) Current E-biz Prospects in Sales Funnel

None could be located. This is shocking. It demonstrates clearly the need for increased attention to be paid to projecting, marketing and selling this important and potentially lucrative product/service area to the market.

3. Market Trends and Competitive position
A full market and sectoral analysis is not, of course, possible within the time and effort constraints of this M and S plan. We will, however, attempt to summarise main market features and changes over time.
We may conveniently stratify this market into four primary sectors-

· UK Central Government

· UK Local Government

· UK Private Sector and 

· Overseas.

3.1 UK Government As noted in Section 2.1, over 95% of our business is currently undertaken for UK Government, with most of this focussing on our single largest ‘historic’ customer, AEQ Division of DEFRA. This work has developed organically from the large portfolio of air quality and assessment work undertaken for this customer over the last 40 years. 

Our main competitive ‘edge’ in this sector is, therefore, our knowledge of the customer and its needs and full knowledge; this is combined with deep understanding of the data/information that we manage and disseminate on its behalf. 

Our main competitors in this market may be seen as similar  ‘multi-sectoral ‘organisations such as Stanger, specialised software companies and- to an extent- universities.

The sub-market for services in AEQ/DEFRA is currently of value £955k. This market may be seen as essentially steady-state and saturated. Clearly, therefore, a prime target must be to sell similar services to other parts of DEFRA (e.g. Global Atmospheres and Chemicals) and to other Government Departments and Agencies. The Health and Safety Executive, with whom we already have significant business, and Environment Agency may be regarded as important targets in this respect.

3.2 UK Local Government There are currently over 400 Local Authorities in the UK. Our market presence in relation to air monitoring and calibration services is substantial, as is our knowledge of - and level of ongoing contact with- local government.

Despite this, our market penetration of this sector in respect of E-biz has been sporadic. To date, we only provide web or e-biz services to 4 local authorities. Contract sizes have, so far, relatively small- typically £5- 30k.

Our main competitors in this sector, equipment manufacturers have, likewise, not yet managed to make significant sales. This suggests either that there is no real market here or that it is simply early days as yet for this relatively new market and that its legislative and public profile drivers have not yet fully ‘kicked in’.

I believe that the market has considerable growth potential, but that we must target it effectively and also offer products and services that are specifically targeted and customised to its needs. This will involve:

· Developing a portfolio of products and services which meets the emerging and developing needs of local government;

· An effective means for projecting and demonstrating this capability to customers.

We will explore how this twin-track approach may best be implemented in subsequent sections.

3.3 UK Private Sector

Although the potential scale of this market is large, our current involvement is minimal- just one ‘bespoke database’ contract for Fender Care Ltd.

Competition from software and IT service vendors is ferocious, and we lack the main competitive advantages we have in respect of UK central and local government sectors- intimate customer knowledge and contacts, together with the ability to add value through in-depth knowledge of the data/information being managed. 

This does not mean we should write off this market, but we should only envisage significant market penetration on the basis of ‘unique’ or customised products/services such as intranet hubs for companies.

3.4 Overseas

The potential scale of the overseas e-biz market is huge. In a strategic growth proposal I made in 1997, supporting the development of a software-based strategic air quality management toolkit for cities, I estimated worldwide potential earnings of approximately £7 million could be achieved in the first 5 years of trading. This estimate still looks reasonable.

However, we have not thus far achieved any e-biz market share overseas. Lack of product, market intelligence and local presence, combined with fierce local competition, will always be major inhibitors. 

Some work heavily utilising e-biz methodologies (for example, emission inventories, transport telematics, the Liaoning Air Project) has been undertaken for various Directorates and Agencies of the EC. However, this does not appear to fall strictly within the target area of this M and S plan and will not, therefore, be discussed here.

Accordingly, the most realistic aspiration for growing overseas air business may be to maximise ‘add-on’ e-biz work on the back of large-scale grant-aided contracts and future work for the EC. 

4 Overall Product/Services/Customer Strategy

We will consider elements of an overall strategy configured for the four major market sectors identified in the previous section. In terms of potential market size and accessibility, the UK Central and Local Government markets appear most promising. The market for private sector hubs is less easy to assess, whilst that for overseas e-business (except in specialist applications) is likely to remain small unless we can demonstrate and build from a strong and innovative domestic market capability.

4.1 Central Government

It is self-evident that we must seek to extend our business from AEQ Division of DEFRA to other parts of the Department including Global Atmospheres and Chemicals. Other primary initial targets will be HSE (with whom we already do some business), the Environment Agency and other departments of Central Government. The decentralised administrative units will also be important potential customers, especially when e-biz functionalities of central government need to be duplicated within Scotland, Wales or N. Ireland.

The full range of e-biz services will be relevant to this market sector, including:

· Website development and hosting 

· Intranet Hubs 

· Helplines 

· Customised Databases 

· On-line technical/management tools

· Advanced information management/dissemination 

Given that Government Departments, and particularly those in DEFRA, will be the target of many other netcen M & S plans, the key issue is how this projection of our e-biz capability can be done:

· In the most direct and cost-efficient manner

· Encouraging add-on business to existing netcen customers within government…

· Whilst minimising overlap with other sectoral M & S plans targeting central government departments and agencies.

A major problem we face is that e-business is only just beginning to be regarded as an important, discrete business area within netcen. It is therefore important that the profile of our e-biz capability is enhanced not only for our external customers, but also internally within netcen.

Our main proposal is therefore the development of a multi-purpose and multi-media demonstration package that will serve to:

· Collect together demonstration or (protected) partially functional examples of our e-biz services and products relevant to all UK market sectors in a single, consolidated package.

· The package will incorporate examples of bespoke databases, websites and other products; links will also be provided to relevant netcen websites or online databases. 

· It is expected that the package will mostly be compiled from existing work, although new capabilities will also need to be incorporated.

· The entire package will be made available online via the netcen hub, serving to raise the internal profile of this work, and also providing a downloadable resource for material to be added to proposals.

· The material will be made available (wholly or in part) to external customers on the WWW or through customer hubs.

· A CD-copy of the package will be prepared that can be provided to customers

· A simple multi-media synopsis on the CD will enable laptop-based presentations to be given to customers.

· This presentation capability may be used as an ‘add-on’ whenever targeted customers within central or local government are being visited.

· Stripped-down CDs may be used in mail shots; we expect a local-authority dedicated version will be particularly useful (see next section).

· A simple synoptic hardcopy overview of our e-biz capabilities, designed to accompany and complement the CD, should also be prepared. 

· This would serve as a standalone e-biz capability document, and optionally include the demonstration CD in an internal wallet or compartment.

It is clear that considerable attention must be given to making this e-biz capability package as user-friendly and interactive as possible. It must also be flexible, to enable new capabilities and products to be added when developed. The package must be made resistant to being ‘ripped-off’; functionalities must be subject to pass wording, dongles, expiry time limits or other tools to prevent unauthorised or undesirable use.

We are not proposing that dedicated visits will always be the most appropriate way of selling e-biz services to potential customers. In most instances, we expect selling to be on the back of other, routine to existing customers or as part of consolidated multi-purpose visits to potential new customers.

In the event of interest being expressed, however, a dedicated e-biz presentation and selling visit will follow.

An initial demonstration of our overall e-biz services to Martin Meadows of DEFRA is, however, recommended once the capability package has been developed. Martin may well be able to assist with the identification of personnel who may be interested in these products in other parts of DEFRA.

4.2 Local Government

Unlike central government, we believe that a more specialised subset of e-biz products is likely to be relevant to local government. Relevant services may include:

· Local air quality/environmental websites

· Databases and on-line tools for part B process authorisation

· Multi-media databases and information management tools

The potential market for local websites is clearcut, and has been discussed and highlighted in Section 3.2.

The potential market for a database/management package covering part B authorisation is also readily defined. Local authorities are charged with authority for documentation and authorisation of part B processes. There are roughly 18,000 such processes nationwide, and over 250 authorities actively involved in their regulation.

Note that, in a very recent announcement (ENDS Daily, 29 April- 3 May, 2002), Government is now proposing a mechanism for scoring part B sites as high, medium or low risk, based on a range of criteria covering environmental impact and operator performance.  To ensure that low risk sites do not fall entirely through the regulatory net, it is also proposing to require that authorities inspect even low risk sites at least annually. This announcement is likely to further raise the profile and importance of part B site data management/processing for many local authorities.
We believe that there may also be a market for statutory noise and odour management tools for Local Authorities, supplied alone or in combination with some of the other products identified above.

It is clear that the e-biz services appropriate to local government will often be more specific and specialised than those applicable to central government. At the same time, they must also be significantly lower-cost! 

We do not, as yet, have a sufficiently clear picture of the e-biz needs of local authorities, or of the budgets that may typically be available for e-biz products and services. We therefore propose the development of a simple questionnaire to be distributed to selected authorities with which we already do business. This could be done through mailshot or, preferably, through scheduled customer visits (site audits, calibration club, and so on).

With a clearer picture of local government e-biz requirements, a dedicated capability package could then be prepared which will provide a basis for future M & S. Preparation of such a package may well, however, involve the development of new demonstration products and tools for process databasing and management, odour or noise management. 

4.3 Private Sector

The main product we should aim at selling to this sector is:

· Internal information mapping, management and dissemination through intranet hubs

To do this, however, we must proceed in a step-wise manner, and some internal development will be necessary before externally-targeted M & S activities can commence in earnest:

Step 1: We must get our own hub to work properly. Some aspects of the management and search engines, in particular, require attention. Growth funding for further development appears to have been exhausted, however.

Step 2: Once full functionality is achieved, some attention to the hub user interface may be required. Superior graphics and cosmetics will be necessary for selling hub services to the private sector; the current ‘Mind Map’ interface simply looks amateurish and perceived value-for-money will therefore be low.

Step 3: Demonstrate the hub to selection of current customers to assess their interest and- consequently- ultimate sales potential.

Step 4:  Concerted M & S initiative to sell the hub concept to broad range of UK industry (and Central Government) customers.

4.3 Overseas

As noted previously, we have had little success in selling e-biz services and products overseas.  Work we have won has mostly been ‘on the back of’ grant-aid or EC business, or has formed an integral part of such work. 

The ‘stand alone’ overseas market for e-biz will undoubtedly remain complex and highly competitive. Our focus must therefore be to develop our domestic e-biz, whilst enhancing our ability to provide ‘add-on’ e-biz products and services to our traditional grant–aid and EC customers.

Some specific actions will be necessary. Firstly, the demonstration package and e-biz capability brochure proposed in Section 4.1 should both have components appropriate to potential overseas users. Secondly, to encourage synergy and cross-selling with netcen’s well-developed air quality services, the existing overseas air capability document should be revised to incorporate e-biz services.

4.4 Primary Components of E-biz M & S Strategy

These have been identified in previous sections and are summarised below.


4.5 Projected new Orders and Sales

As noted previously, there are no e-biz prospects in the sales funnel. We cannot, therefore, assess contributions to future sales through appropriate probability weighting of these prospects. 

New prospects must be created, and this will be the main priority of the current M and S plan. This will be achieved primarily through customer visits, improved market intelligence and the development of customised demonstration products.  Our primary focus will be UK Central and Local Government. 

We conservatively estimate new e-biz sales of £100k in 2002/3 and £150 in 2003/4. These estimates should be regarded as having a high degree of intrinsic uncertainty.

5. M and S Budget

Strategic M and S activities designed to grow netcen’s e-biz market share were highlighted in the previous section. These activities are now broken down into greater detail and broadly costed. As requested, the activities and costs identified below exclude the preparation of expressions of interest and proposals.

In addition to developing new business in this area, the effort identified below must also be seen as essential in maintaining the existing customer- base in a field which is evolving rapidly and becoming ever more competitive over time.

Standing still in this fast-moving field offers a guarantee of market annihilation. This is why a large proportion of the effort proposed below is to develop new capabilities and to ensure that the ones we already possess can be efficiently demonstrated to customers.

Internal product/service customer meetings
3 off, involving 4 persons for 1/2 manday on each occasion. Total- 6 mandays. 

Visits to existing customers

Visits to AEQ/DEFRA, HSE, FSA and existing LA customers. 6 mandays plus T and S

Visits to potential new customers  

Following visits to AEQ/DEFRA, we expect to make further visits to other parts of DEFRA, as well as to Environment Agency, other central and devolved Central Government department/agencies, and selected key Local Authorities and Groupings. Estimated 12 mandays plus T and S.

Market Research

· 2 MD by PD 

· Preparation of e-biz questionnaire for Local Government- 1/2 manday.

Profile Raising and Capability Development

· The primary tool to be utilised in all profile-raising activities is the multi-media e-biz demonstration and information package. We estimate 15-20 mandays for its compilation and development. 

· We also need to develop prototype part B process database and management tools (subject to positive response to this proposed service form the LA questionnaire). Estimated 15 mandays development.

· Since Growth Funding has run out, we would also need 10-15 mandays of effort to make netcen’s hub fully functional and cosmetic. Without this, we cannot hope to sell this concept to other UK customers.

· E-biz written capability document and update of existing air capability document to incorporate relevant e-biz products- 3.5 mandays

Visits to potential partners
None

Sector Co-ordination and Reporting

5 mandays by PD

TOTAL PROJECTED RESOURCES REQUESTED FOR 2002/3:

80 mandays plus £3k miscellaneous costs (£1k T & S and £2k document printing run)

6. Provisional Action Plan

	Action
	Who
	By When
	Progress

	Internal Meetings
	PD and PMs
	Months 2, 6, 10
	

	Existing Customer Visits
	PD and/or PMs
	Months 1-3
	

	New Customer Visits
	PD and/or PMs
	Months 4-12
	

	Market Research
	PD and PMs
	Months 1-4
	

	Profile Raising and capability Development 
	PMs and PD
	Throughout Year
	

	Visits to Partners 

(UK-based international consultants)
	NA
	NA
	

	Sector Co-ordination and reporting
	PD
	Throughout Year
	

	
	
	
	


SUMMARY OF MAJOR PROPOSED M & S ACTIVITIES





Our main initial focus should be on UK-domestic markets for local and central government.


Our main recommended M and S tool for both domestic and overseas markets is a multi-media demonstration package suitable for dissemination via WWW, CD, netcen hub and customer visit.


Written capability documents will accompany this multi-media demonstration package.


E-biz services and products for UK local government may include web sites, Part B process management tools and multi-media databases. However, improved market intelligence will be necessary to refine key targets for this sector.


Further in-house development of our hub methodologies and products is necessary before these can be sold effectively to UK public and private sector customers.


The focus in overseas markets will continue to be to add e-biz capability wherever possible rather than attempt to offer stand-alone e-biz products and services.








