Three Steps to Special-Strategic Sales Planning
Brian Jud
There are many ways to make a publishing firm succeed, but there is one sure way to make it fail -- conducting business without a marketing plan. That is especially true when operating in the special-sales arena, since this is usually foreign territory for most independent publishers. Here, a strategic plan is like a compass, constantly pointing the way to profitability. 
First, put the personal planning sequence in perspective. It begins with your business plan, the overall document that is comprised, among other things, of your financial plan, facilities plan, personnel plan and marketing plan. Your marketing plan contains your general strategies and specific tactics for product development, distribution, pricing and promotion. Your special-sales plan is simply a subset of your marketing plan. 
A special-sales plan is made up of three complementary sections that are not mutually exclusive, but mutually dependent parts of the total planning process. The first sets direction, the second describes overall strategy, and the third lists the actions you will take to implement your strategies and reach your objectives. 
Step One: Set direction
Have you ever thought about how an airplane gets from New York to Los Angeles? The pilots’ mission is to have a safe and timely flight even though for 99% or more of the time they cannot see their final destination. But they know it is there. They follow their written flight plan, checking their instruments along the way to make sure they stay on the proper flight path. 
These same concepts apply to selling your books. Begin your special-sales marketing plan with a sentence or two stating your overall mission as it applies to non-bookstore marketing. This statement is a concise answer to the question, "Who are we trying to serve, and what do they want to be served?" In traditional marketing your vision may go no further than the bookstore. Special-sales marketing goes beyond the bookstore to describe the ways the information in your books can satisfy the needs of different people. 
Write your special-sales mission statement here:

 Next, your goals keep your destination in your mind as each book takes flight. These objectives supply a standard against which you can gauge your progress. They divide your vision statement into manageable steps, drawing a manageable path to fulfilling it. Purposeful objectives are written, functional, measurable, specific and time-oriented. However, objectives must be more than that or they simply remain good intentions. Objectives should be operational, motivating those responsible for their attainment. Dynamic aspirations become the inspiration, for work and achievement. Finally, clear intentions concentrate and allocate your resources of money, effort, attitude and time.

By Dec 31, 2005 we will have sold _____________ books for total revenue of $ ________ and net profit of ____________.
Step Two: Describe Your Strategies
When preparing to drive cross-country, you would probably consult a map and quickly discover that there are many different roads you could take. Your strategy for driving that distance determines the course you will choose. For example, do you want to go the fastest way? The most scenic trail? A circuitous route that will enable you to visit with friends along the way? Similarly, your book selling strategies determine the path you will take to reach your marketing destination.
The strategic section of your marketing plan defines how your product development, pricing, distribution and promotion decisions will interact. While your special-sales strategies should certainly address these functions, there are additional considerations in non-bookstore marketing.
Strategy # 1: Find New Markets For Existing Titles. The signature application of special sales is finding new markets in which to sell your books. Fortunately, this is not too difficult because the special-sales marketplace for most titles is made up of three mutually exclusive component parts. The first is Special Distribution, the sector that utilizes distributors and wholesalers to reach retail outlets (discount stores, libraries, supermarkets), and is similar to traditional bookstore distribution. The second entails marketing directly to Niche Markets made up of people who have an identifiable need for the information in your book (book clubs, catalogs, specialty stores). The third is marketing directly to the Commercial Sales sector encompassing sales to entities that use books as sales-promotional devices or textbooks (corporations, associations, schools).
Perhaps an example will help clarify this process. Michael Andrew Smith’s Business-to-Business Golf: How to Swing Your Way to Business Success is a book that can help sales people develop successful business relationships while playing golf with their clients. Here are examples of non-traditional sales opportunities for Business-to-Business Golf, in each of the three sectors.
1. Special distribution. Distribution partners can be utilized for selling to libraries and to sporting-goods stores such as Sports Authority and Herman's. 
2. Niche markets. There are online stores such as www.GolfWarehouse.com that could sell Mr. Smith’s book. Business-to-Business Golf is also a great title for sales through gift stores and golf pro shops. The author could pursue media events on web forums and write articles and stories for golf magazines (Golf and Golf Digest). The readers of airline magazines might be interested in articles about business-to-business golf, as would magazines whose readers include sales people and business executives. And there are niche mail-order catalogs catering to golf books, including www.GolfSmart.com.    
3. Commercial sales. Business-to-Business Golf could be purchased by managers in companies to give to their sales people or by firms that manufacture golf equipment & accessories for use as a premium. Companies that make golf software could also use it as a sales-promotion item. The national PGA and the state PGAs might use it as a sales promotional tool to promote golf as a business sport. Similarly, The Club Managers Association of America should use it as a fundraiser or to resell on their website to its members. 
In what new markets could you sell your titles?

Strategy # 2: Provide Your Information In A Different Format.  The form of the product that delivers your information is flexible, simply a means to an end. Form is simply the shape of the product, which becomes an armature upon which your content carries the message. A book is malleable, and may be modified or even abandoned to serve the greater purpose of communication. 
Focus on selling the contents of your book instead of the selling book itself, and you can deliver the generic information in different ways. Job Search 101, a book describing creative techniques for finding employment, was sold to bookstores via traditional distribution channels. As the economy worsened, bookstore shelves became saturated with competitive job-search books. Incremental growth through conventional outlets became less profitable, so a strategic marketing decision was made to seek growth elsewhere.
Research among college students determined that they wanted job-search information in a more easy-to-use format. A series of eight, 32-page booklets was created, each devoted to one traditional job-search tactic such as writing a resume or interviewing. With minor changes, the booklets were marketed to state unemployment offices in all fifty states. With further changes in content and strategy, they were sold to corporations to help employees who had been, or were about to be, laid off.
In what different forms could you communicate the content of your titles?

Strategy # 3: Locate New Users For Your Existing Information. Continuing with the Job Search 101 example, additional research discovered an absence of career information available for the Hispanic market. Hence, Job Search 101 was translated into Spanish and published as Elementos basicos para buscar trabajo. This required a new distribution network, one more knowledgeable in servicing a market unfamiliar to the publisher.
Further research uncovered another opportunity in the college market. Job Search 101 was sold to career departments where students receive job-search assistance. These sales were invoiced at list price with no distributor discounts and no returns. Additional sales of Job Search 101 were made to instructors of job-search courses who used it as a textbook. This strategy also increased sales to college libraries.
Who else could use the information in your books?

Strategy # 4: Find New Uses For Your Basic Information. The companion titles Job Search 101 and Help Wanted: Inquire Within describe many of the basic techniques for finding employment. Together, they explain where to find the names of prospective employers, how to contact them and how to interview effectively. Fortunately, these are the same steps required by authors to secure and conduct performances on television and radio shows. Even the interview techniques of correct posture, eye communication, gesturing and voice control are similar. 
This observation bore an entirely new product line, using as its foundation the basic fundamentals of job-search communication. This versatile content was re-purposed and presented to a new market as the video program, You’re On The Air.
 This media-training product now helps authors get on and perform on television and radio.
What new uses are there for your content?

Step Three: List The Specific Actions You Will Take

Finally, list the steps you will take to implement your strategies. What will you do to plan your product line, establish new distribution, calculate pricing structures and promote your titles? Those described below serve only as examples and should not be considered an exhaustive list of possible activities. 
Product line tactics
Remember that you are not selling books, you are selling content. You are selling what the information in your books can do for your prospective buyers, in the form they want. This may well be a book, but it could be a DVD, a calendar, a television show or a booklet. 
Furthermore, the packaging for one title may be different for various target segments. For instance, you may decide to release a title in hard cover for the library market, soft cover for book stores and in a small, 4" x 6" size for gift markets. The same title might also be customized for your corporate prospects. 
What actions must you take to publish your content in the form of a booklet (or DVD, etc.)? 

Distribution tactics
Special-sales distribution is through two means: indirect and direct. Indirect distribution is through distributors (AMS to Wal-Mart) or wholesalers (Baker & Taylor to libraries). With direct distribution, you contact the prospects yourself, and then ship to them. This occurs among corporations, associations, schools, government agencies, the military and specialty stores.
With which distributors and wholesalers will you partner? 

Pricing tactics 
Price is different from cost, and it is important to recognize the difference when marketing to commercial buyers. A corporation using your book as a premium is less concerned with the price of your book then it is with how it may be used to increase the sales of their other products. In other cases, you may choose to offer a coupon, bundle several products, or cross-merchandise your book with complementary products.
What pricing incentives could you offer special-sales buyers?

Promotion tactics 
Create promotional tools in four different categories: publicity, sales promotion, advertising and personal selling. Publicity includes low-cost ways of getting attention such as press releases, reviews and media performances. Examples of sales-promotion items are sales literature, as well as pens and pads with your name on them. Advertising typically has a long-term impact on revenue, depending on how you write and place your ads. Direct mail is usually included in this category. Personal selling encompasses face-to-face communication such as at trade shows or through personal sales calls, personal presentations and book signings.
Furthermore, you might use different tactics in different markets for the same title. An example would be promoting a title to bookstores with an exhibit at BEA, to libraries via direct mail and to corporate buyers through personal sales calls. Your promotional plan could also be different for each author. One might excel in media performances and book signings while another may loathe them. 
How will you improve your promotion to stimulate sales in non-bookstore markets?
1) Publicity:
2) Sales promotion:

3) Advertising:

4) Personal selling:

The act of special-sales planning is simply making the decision to participate, and then creating the actions you must take to do it. Then ask yourself -- and answer -- questions that stimulate innovative ideas. In what other markets could we sell our titles? At what price will they be sold in each? How will they be distributed in Special Distribution, Commercial Sales and Niche Market sectors? How can we use publicity, advertising, sales promotion and personal selling techniques to promote them in each segment? What will all this cost and how much can we expect to make at the end of the year? How will all that position us for future growth? This is a creative process and you build your plan as you go through it.
Your plan is a written record of all the answers to your questions, but in itself it has no worth. Its value resides in the insight you get from creating the strategy and the results that occur from doing everything you said you would.  
A special-sales marketing plan is not so much a document to be written as it is a controlling device to be used daily. Writing a plan is like laying track for a railroad -- it establishes a solid foundation, provides a path to your destination and controls deviation. But the track does not propel you forward, nor does your plan. Your passion and productive action provide the fuel for the engine taking you on your journey to success.
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