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Managing the Innovation Process: Generating Value (Excerpted from the
SPARK Innovation Model)

The final stop of the innovation journey is the generation and capture of value out of the
developed innovation. At this stage, marketing and sales people are important to be able to
promote the developed innovation in the targeted markets. Alliances with other powerful
players in the market may also be proved very important at this stage; the simple truth is
that a lot of very powerful innovations did not make it in the market because of lack of
influential friends in the market place. For instance a new product or service with a great
value proposition for its users may not make it because the distribution partners (e.g.
hospitals or other National Health System organisations) refuse to help.

The more radical the developed innovation is, the more the social enterprise should prepare
itself for different waves of market introduction, where the marketing emphasis shifts as the
innovation is diffused in the market. At the initial stages of introduction of the new
innovation, the emphasis should be on the experimental aspect of the proposed innovation
and the potential value that this may be able to generate for the targeted population. Later
in the deployment of this innovation, the marketing emphasis should move to the social
proof approach i.e. “a lot of people in the market are using this service, you cannot stay out
of it”.

What does this mean for me?

/cg Having a new product, service or process is only the start.
8

To make money from your innovation and to increase your impact you

Keyconcept st now tell people about what you have done.

A note on definitions

What is value? For the commercial sector this may mean only the financial benefits of sales.
For a charity or foundation it may only cover the positive changes created in society.

Social enterprises, however, have an understanding of value as dynamic and

fluid depending on our focus on social impact, environmental benefit or our

own financial sustainability. There is no right or wrong, and the balance may

well change over time. Be Aware

The final arbiter of what is an appropriate definition of value for your social enterprise is
you.
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Here are some other definitions you may find useful as you plan and implement your
marketing and sales:

e Business to business (B2B) — selling to other companies. These may be commercial
companies or other social enterprises

e Business to consumer (B2C) — selling to individual consumers or citizens

e Business to government (B2G) — selling to central or local government, or other
statutory sector organisations (such as the fire brigade, police or ambulance service)

e Structured markets — Markets that are tightly controlled by regulations and / or laws, or
defined procurement processes. These may include insurance, healthcare or
commissioning and tendering with councils and local government. This is not defined by
the value of contracts awarded.

e Unstructured markets — “Open” or less regulated markets not bound tightly by process
or regulations. These can include trading with other companies, spot purchased by large
companies or selling products to the public.

About being a social enterprise ... demonstrating your social impact

More often than not, being a social enterprise is an advantage to your business and may be
part of the reason why customers choose to buy from you or use your services. However,
relying on the fact that you are a social enterprise alone is not a good marketing strategy. In
fact, it may even have negative effects on your ability to sell you products and services.

Social entrepreneurs are passionate about what they do and the social or environmental
impact that they create. It is the hard truth but not everybody may care as much as you do.
Sometimes it is not central to the benefits that some of your customers or beneficiaries are
getting from you. In such cases it is worth thinking carefully about what key messages you
are communicating to which customer groups and why.

‘ Take the example of a social firm, which is a type of social enterprise that
R employs a percentage of people who are severely disadvantaged in the job
) market.
Case Study

Assume that the business of this social firm is to recycle IT equipment for large commercial
organisations, which is delivered through employing a number of ex-offenders and people
who have experienced homelessness. The people that this social firm employs are central to
its social impact and to why the company exists in the first place. However, it is likely that
customers will care mostly about whether the service will be delivered on time and on
budget - not how this will be done.
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Therefore, communicating that you are a social enterprise or social firm does not always
have to be part of the way you market yourself to your customers.

How to develop a social enterprise marketing strategy

There are hundred s of approaches to help you develop your marketing, sales and
communications. A practical approach of particular use to social enterprise is Values Driven
Marketing.

This approach emphasizes the importance of the “value” we create in all its forms, and is an
incremental change model. That means it assumes there is no beginning and end to
marketing and sales, but rather communicating what we do and how we can help our
beneficiaries and customers is a core part of what we do as social enterprises.

A successful marketing strategy is one that concentrates on your customers and their needs
and that is based around your overall business strategy.

heart of your communication.

The Values Driven Marketing approach places your vision and values at the y

Practical tool

There are four key stages to the method:

e Key messages. It is normal to start here, but not necessary.
e Key audiences

e Key channels

e Key metrics

The stages follow each other in a clockwise fashion as shown in the diagram.

At any stage you amy loop back to check your assumptions. For instance: if you loop back at

e Stage 1. Key messages you could be checking on need (a needs analysis) to make sure
your product serves a real need

e Stage 2. Key audiences you may be engaged in customer research on pricing or
competitor research

See the attached exercise templates for an opportunity to develop your own marketing
strategy and marketing communication plan.
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Key messages

Your Value Proposition, USP
(yuk!), differentiator, social

Key audiences, and

Key Metrics:
competition

feedback, and
development

Channels to customers, types of
relationship and resources,
communications pla

Key channels to your audience

Key messages: Do you know what you offer?

This includes what you do and what you offer, including a product and service definition and
an understanding of the key messages you want to communicate.

For social enterprises, this also means thinking about all of the audiences involved in selling
your products and services. These include your customers, your beneficiaries, key
influencers and other stakeholders.

You may also think about your value proposition, or social value proposition (the benefit
that customers and users get from what you do) or your USP (an historical way of trying to
define what you do as unique). To find out what your differentiator is, try to answer the
following questions:

e What is the best of all of your benefits?

e What is the most convincing reason you could give a potential customer for buying from
you or commissioning your services?

e What do people find most attractive and interesting about your social enterprise?

More often than not, your differentiator will be one of your benefits. It can also be the
source of your competitive advantage.
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Key audiences and competition: A profile of your target market(s)

Do you know who your customers are? What their specific needs are and how are you
meeting those needs? This will require that you carry out market research or use the
information that you have already collected. The objective is for you to have a good
understanding of who your customers and beneficiaries are so that you can better tailor
your marketing strategy to reach them.

Your customers and beneficiaries are likely to fall into particular groups or “segments”
characterised by their needs. Addressing those needs and doing so better than your
competitors should be the focus of your strategy. Alternatively, your product or service may
focus on a niche in the market, i.e. a small but very specific customer group with a particular
need or problem which you are the best at solving.

Key channels to your audience: how and where you sell

This is about finding out the best way to get your products or services to be purchased by
your customers. This may include different distribution channels and will depend on the
nature of your business, your business strategy and the rest of your marketing strategy.

If your enterprise makes goods or products, you can sell them through wholesalers,
retailers, your own shop(s), online, etc. What you must keep in mind, however, is that
people will associate where they see your product with your enterprise — so make sure that
your choice of routes to market is aligned with your brand and what you want people to
think about you.

For example, if you sell premium organic skin care products, it is very unlikely that you will
sell them through discount stores. You may opt for a more appropriate route to market such
as websites that specialise in ethical products, or retailers such as John Lewis or Selfridges.

If you provide services, you can sell directly to your customers, or through an intermediary
that brokers similar services and matches what you have to offer with the right customers.
Service providers, especially those that provide health and social care, education or training
services, often get customers through a commissioning and tendering process.

Another route to market is by working in collaborations and partnerships with other
organisations.

Key metrics: How will you measure your marketing is successful?

There are a range of measures of success you can use including:
e Footprint - the number of people your messages reach
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e Sales —the number of sales you have made

e New Product Introduction Value — the amount of money made you a new product or
service

The most important thing to consider is what are you trying to achieve? The answers might
be more supporters, more sales, higher awareness of your impact or brand?

Once you know what you want to achieve it will be much easier to measure your progress to
that outcome.

Ww e Value Proposition Canvas
- ° Business Model Canvas

Dig Deeper Dual Business Model Canvas
e 4Ps of Marketing
e Understanding client needs
e Pricing and sales
e Branding and brand architecture
e Incremental change
e Sales and marketing metrics
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