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Introduction

This marketing primer will help you become a more effective marketer. The
material is not only about marketing. It is about seeing your tax practice through
a marketing prism. The results will transform the way you operate your business.
Any mysteries of marketing your services will be stripped away. You will see what
to do, and how to do it, to market your services effectively.

You can become an effective marketer. If you're like most professionals, you're not
a “natural” marketer. You're good at what you do. Your tax preparation and
consulting services truly provide good value to your clients who receive them. But
you know your business could be doing better if you could just figure out how. This
primer of basic marketing elements is going to help you become successful at
marketing your services by being the best “you” that you can be. Marketing can be
a positive, exciting, ethical part of your business and you do not have to become a
huckster to be a good marketer.

Most accounting and tax professionals feel about marketing the same way most
eighth-graders feel about algebra: They don’t like it because they are not very good
at it, and they really don’t understand it. You will find it very difficult to market
your services effectively unless you see marketing as an attractive, stimulating,
and ethical part of your business.

Marketing is an important practice building activity and not merely a bottom line
profit center. It must be maintained in both good times and bad times if your firm
is to ultimately profit from the activities. We are now witnessing the dawn of direct
e-marketing. The Web, e-mail and interactive techniques are changing the face of
marketing. This means that you as a tax preparer must become marketing savvy —
and fast. Specifically, you must reduce your reliance on ineffective activities such as
golf and lunch meetings at the country club and increase investments in professional
automated marketing that is either internally generated or outsourced.

About the Author

Jack Fox, MBA is the founder and CEO of The Accounting Guild, Las Vegas,
Nevada (www.accountingguild.com) and the author of seven accounting practice
development books. Email any comments, questions or information requests to:
jackfox@accountingguild.com



1 - Why Market?

“Accounting professionals of all types are undergoing a cultural shift and
demanding more control over their prospective client interactions,” said Jack Fox,
MBA, accounting practice development author, columnist and consultant in a
statement. “To do this successfully, firms are turning to outsourced marketing
consortiums such as The Accounting Guild (www.accountingguild.com) that allow
them to tailor communications to prospective clients and track their efforts and
resources more accurately and cost-effectively.”

No amount of software is going to fix embedded, poor or non-existent marketing
practices. Before spending a dime on pricey schemes and franchises you should
perform back-to-basics diagnostics to see how to put your marketing into action. To
attain optimum benefit from your marketing:

1. Make a true commitment to marketing. Decide upon a coordinated
marketing effort and establish a budget for overall marketing efforts that is
between 2 to 5 percent of gross revenues. Assign an energetic and sales
oriented team member or a portion of your own time to be in charge of the
marketing effort and budget. Rethink all of your current marketing
activities in terms of effectiveness and return on investment.

2. Create systematic action plans to bring in business. Start making
a list of all the people you and the team should be talking to:

e Prospective clients
e Existing clients

® Referral sources

3. Establish realistic goals for your marketing program and team.
You want visionaries and doers rather than administrators. The team and
program should be proactive and not await the opportunity to implement
explicit instructions. The person directing the marketing program must
have decision-making authority within agreed parameters. Hold the
appropriate people accountable for bringing in additional business and
compensate them appropriately.



2 - A Marketing Perspective

What Marketing Is Not

1. Marketing is not advertising. Advertising is only one of many marketing
functions. It is the most visible and perhaps the most notorious, but there
is a great deal more to marketing than advertising.

2. Marketing is not promotion. Promotion is also an important part of
marketing, but it is only one part and it’s not always easy to see how to
use it appropriately.

3. Marketing is not sales. You can market successfully without ever having
to “sell.”

What Marketing Is

“Marketing” is any message from any person or thing in your business to any
person or place or entity outside of your business. If you do it properly, marketing
becomes a circle, beginning with that wonderful day when you first conceive of your
practice and ripening to that happier day when you have earned the patronage of
repeat and referral clients. Marketing is also an ever-evolving process.

Marketing can be seen as a spectrum of lenses you can use to look at your tax
preparation/consulting practice — your entire practice. Marketing is a perspective,
a distinctive and essential way of looking at the whole professional practice.
Utilizing the marketers’ lenses, you can see to build an effective, high-performance
marketing organization. When you look at your practice with marketing lenses
three things stand out:

1. The character of your professional practice.
2. The market for your services.

3. The inter-relationship between your practice and its market.



The Character of Your Professional Practice

Your practice exists solely for the purpose of making a specific beneficial difference
in the lives of your clients. This fundamental purpose of your practice is your
mission. Your mission energizes your practice and is one of two cornerstones of
successful marketing. The importance of knowing and communicating your firm’s
distinctive mission cannot be overstated.

Key Challenges

Every professional practice faces predictable challenges, opportunities, and
confrontations. A key challenge is making the most of limited resources. No matter
how well you have done or how positive your mental attitude, you nonetheless
have only so much time, money, prestige, creativity, energy, and opportunity. As a
businessperson, you learn to respect resources and the need to use them wisely
and productively. You come to appreciate the absolute necessity of getting an
optimum return on your investment of resources. Without it, you will quickly go
out of business.

The Market for Your Services

Just being good at what you do is not enough. You have to find people who are
willing to pay you to be good at it. These people are your market, and finding them
is not always easy. Your services have a number of different markets:

e Actual Market — the people who have bought and are buying your tax
preparation and consulting services already.

e Potential Market — the vastly greater group who might, given the right
circumstances buy your services.

e Target Market — the group on which you will concentrate your marketing
efforts. This group represents your best opportunity to get the best return
on your marketing resources.

e False Assumptions — Don’t assume that your clients and prospective clients
know what services they need and that they will ask for them accordingly.
Presume that you know what they need and make sure to discuss your
recommendations with your clients.



Cornerstones of effective marketing: Mission & Market
Inter-Relationship of Your Practice and Its Market

Effective marketing does not focus on your firm’s mission or services, or on your
market or its needs. Traditional marketing is enshrouded by mystery and
misunderstanding. Effective marketing removes the mystique and concentrates on
one thing only: the inter-relationship between your practice and its market.
Marketing is fundamentally a matter of building relationships between you, your
practice and its market — the people willing to pay for its services.

Marketing is the intentional process of creating and
maintaining the relationship of “client.”

Memorize that definition. Think about it. When you have thoroughly grasped this
definition and its implications for your tax preparation and consulting business,
you will have mastered the marketing perspective. To create and maintain the
relationship of “client” you have to:

e Commit yourself to being in business.

* Define your practice’s mission so that everyone knows exactly what you do,
starting with yourself

e Identify your best target market for your tax preparation and consulting
services.

e Differentiate your firm and its services from the crowded marketplace.

e Create a laser-like alignment between your firm and its target market,
so that your resources and energies are aligned and your marketing
efforts are very powerful.

* Price your services optimally.

e Set up or utilize a marketing system that will support you in transforming
prospects into clients.
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Scheduling for Success

Traditional marketing requires your prime investment to be money. Your
marketing should instead be based on time, energy and imagination. You must
make available the time to market and sell to prospective clients. This includes
meeting with established clients, referral sources and utilizing breakfast, lunch
and other occasions to be in front of prospective clients. Set appointments today for
the next six weeks. Future appointments, even far ahead, make the best use of
time, your most precious asset.

Technical skills are no longer enough to prevail. In the short and long run, you
have to bring in new clients. Become committed to becoming as proficient at sales
as you are in your technical and professional skills. You don’t have to like sales. You
just have to do it.

Whatever you sell, and whomever you want to reach with your story or message, be
specific. Telegraph your message directly to your prospective clients and tell them
what you’re offering.

e Attract the attention of your target audience.
e State your value proposition.

e Develop, support and present your offer and the reasons the prospective
client should embrace it.

e Tell your prospective client how to react.

In building your tax preparation and consulting practice, you will not be able to
make every prospect a client. Nobody sells everybody. Once you accept this, the
easier it becomes to overcome rejection and move on to the next prospective client.
Traditional marketers tote up the numbers at the end of each period. You should
count up the new relationships at the end of each period.



3 - Your Practice Is Your Business

Getting Focused

Condition yourself to see your tax preparation and consulting practice as a
business. You must become a businessperson in addition to being a Tax
Professional, Certified Public Accountant, Certified Financial Planner, Enrolled
Agent, Registered Investment Advisor or other designated professional. To ensure
that you get a good return on your resources you must choose wisely how you use
your time, money, creativity, reputation and opportunities, instead of merely
letting circumstances determine how they are used.

Take a few moments and think honestly about how you use your time at work.
What determines what you actually do and when? Do you tend to simply respond
to whatever comes up? Or do you usually have an agenda, a list of things to
accomplish? Do you really give these “to do” items priority, or do you set priorities
in theory only?

In short: What determines the way you use
your time and energy at work?

A Growth Strategy for Today

Tax practitioners must learn to increase and leverage their sales efficiency — to win
more clients with the same level of marketing effort. If tax professionals are to
earn more profits, they must evolve toward cultivating their leads for prospective
client relationships. To increase marketing efficiency, a professional must be able
to consistently harvest high quality leads from the marketing process. But how can
tax professionals with limited resources and constrained by cash flow, grow leads
with an affordable marketing program? The following are some marketing
program guidelines that should be helpful:

e Marketing is a process, not an event.
* Marketing activities must be consistent.

e Consistent marketing requires a commitment to a plan.

11
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4 - Defining Your Practice’s Mission

You must be able to state in one clear sentence exactly what you do, so that anyone
who listens to you will say to themselves: “Wow! Sounds like I could use some of
that! I want to know more!” Or else, “Interesting, but I don’t need it right now.”

Every “What do you do?” interchange is an opportunity to help
listeners discover that you have something they really need.

1. Decide for yourself what your mission is.

2. Look at that mission statement through the eyes of a prospective client.
Discover what difference your mission makes in the client’s life.

3. Figure out exactly how to say what your mission is.

Do not tell prospective clients what you are - tell them what you do.

To thrive in today’s competitive tax preparation and consulting market, you need
more than ability. You must have good salesmanship, service and business
integrity. Your clients consider your credibility and reliability before considering
price. They want a provider who will spend the time necessary to understand their
situation and business — not just prepare a tax return.

You're not selling software and solutions. You're selling your knowledge. You must
earn your client’s confidence in order to demonstrate the value of your services.



5 - Identify Your Ideal Target Market Segment

A segment is an identifiable piece of your total market. Take the entire universe of
your prospective clients — the people, businesses, or organizations that could
logically benefit from your services — and divide it up however you like and as often
and finely as you like, and then stop whenever you like. However you divide up
your market, you arrive at market segments: the process is called “segmentation.”

You are looking for your “target market segment.” This single segment represents
your best chance of getting a good return for your marketing efforts. That’s the
segment you will work with to achieve the laser-like alignment that is the real
secret of successful marketing.

How to Segment Your Market

Anything that distinguishes one group of prospective clients from another can be
used for defining a segment. Let’s look at the segment parameters — the bases on
which clients can be divided into segments:

e Whom are they buying for
e Industry Type

e Demographics

e Geographic Factors

e Buying History

* Personal Characteristics

e Identifiable Situations

13
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Segmentation Steps

1. Look for connections. Do certain segments go together into an identifiable
larger segment? Write it down as a separate segment.

2. Refinements. Scan the roster of segments. Do you see any that suggest
a further division of some segment already listed? Write them down.
Keep going until you are fairly sure your list is complete.

3. Every segment on your list now should seem at least a potentially viable
market for your services.

4. Narrow the field down to your one ideal target market segment.

Essential Segmentation Analysis

* How large is the segment, measured by the number of potential clients?

e What do you know about them demographically — age, income, education,
employment, sex, family status, professional and social affiliations?

e If you don’t know, how can you find out?

e What personal experience do you have with this segment?

e What important need of this segment does your service fill?
e What services already exist to fill this need?

e Who actually makes the decision to purchase your services?

e What kind of information impresses people in this segment?



6 - Relationship Strategy to Differentiate
Your Services

Differentiation is the marketing term for “standing out from the crowd.” Tax
preparation and consulting may be your firm’s bread and butter. However, to an
increasing number of clients and prospective clients, tax work is a commodity. A
“commodity” is another marketing term that you definitely do not want to be
applied to you. That is for the likes of coffee beans or butter on an exchange, bought
and sold solely on the basis of price.

Too many tax professionals tend to treat tax returns and consulting work as a
commodity. Many clients believe that a tax return is a tax return is a tax return. It
doesn’t much matter to the client how you do it, as long as you don’t get in their
way too much and the arithmetic is accurate. They are interested in getting that
return from your firm, paying the minimum legal tax and what the work costs
them. And according to a great many, that’s about it.

Your firm can stand out from the crowd by becoming both
distinctive and visible to the prospective client.

You Cannot Differentiate Your Services on the Basis of ...

* Features

* Brand Names and Slogans
e Slick Presentations

* Price

Differentiation is the task of creating, in the minds
of prospective clients, a perception of you and your
services that is both distinctive and valuable.

Whenever clients engage you to provide a service, they are simultaneously
purchasing two things:

1. The service itself.
2. A relationship with you as the provider of the service.

Stand out from the crowd by deliberately creating a
positive and distinctive professional relationship
with your prospective clients.

15
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7 - Meaningful Client Relationships

Relationships are created, maintained and changed
through action and reaction. It is easier to establish
a relationship than to change an existing one.

You can deliberately choose what you say and what you do so that the resulting
relationship is what you want and need it to be. You can do that with the first
words you say because it is far better to create the right relationship to begin with
than to have to alter it later.

Before any transaction with a potential client, the tax professionals ask
themselves, “What is my Relationship Agenda for this meeting?” The role
description and relationship-creating repertoire serve as the overall orientation;
within that orientation certain perceptions are chosen for attention in the meeting,
and certain moves are selected to create those perceptions.

In the first meeting it is critical to establish that the tax professional knows the
client’s or prospective clients’ business and has the skill and capability needed to
meet their needs. The tax professionals might choose a responsive tactic such as:
“Wait until they have revealed enough about their situation for you to make some
intelligent extrapolations. Respond with: “If that’s the case, then I imagine you’re
also finding that such-and-such is also a problem, and it wouldn’t surprise me if
your employees were saying that... Be sure to use some of their technical
vocabulary correctly while you are doing this.” This becomes the tax professionals’
Relationship Agenda for the meeting — they will make sure that it is accomplished
before the meeting is completed.

Using the relationship-creation repertoire and the discipline of a relationship
agenda provides a way to stand out positively and distinctively in the prospective
clients’ mind when it comes time to choose a tax professional. The tax work itself
still was not differentiated, but the relationship with the tax professional was
differentiated — and that is enough.



8 - Creating a Laser-Like Alignment
of Mission and Market

Alignment is the vital ingredient in effective marketing. Every successful
marketing effort succeeds as the result of alignment. There are no exceptions.
Alignment comes when the energies in a system are all working congruently, in
harmony, toward the same ends and without conflict.

Everything you say to your market, and everything you do
in interaction with your market, must be congruent.

It must be congruent with the way your market sees things;
it must be congruent with the way your market
thinks and speaks; it must be congruent with
everything else you say and do.

All your actions and communications must send one solitary, powerful message to
your market — and it must be exactly the message your market most wants and
needs to hear. That is alignment.

Basics of an Action Marketing Plan

Consider these planning points as they are related to you, your firm and your
competitors:

1. What are the components of your principal competitors’ marketing mix?
2. What is the marketplace’s image of your competitors?

3. What are your competitors’ major strengths and weaknesses?

4. How would you answer the same questions?

5. What market segments are least effectively served in your marketplace?
6. What segments are most effectively served?

7. How and when do your clients use your services?

8. What new demands are arising in your various market segments?

17
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9 - Pricing

Never take pricing for granted

Pricing is a very simple matter that with some effort can be made very complex.
The simple part is this:

Price your services too high and you won’t get the business.
Price them too low and you will wish you
hadn’t gotten the business.

The range of prices that clients willingly pay for the same service is many times
greater than the range they will pay for the same product.

e Price information is scarce.
e There is no such thing as “the same service.”

e The value of a service to the client is always substantially greater than
the price.

From the marketing viewpoint, price should equate to worth. Your billing should
be directly commensurate to the value of your services.

Relationship Pricing

Scale your pricing to encourage prepaid service plans over per-return based
services. These plans can be sold in blocks based on dollar value or on monthly
consultation performed. Schedule a complimentary consultation before the service
plan ends and offer a discounted renewal to the client.

Inform each client by using a written engagement letter what the service plan does
and does not cover. Maintain detailed records for each service performed and any
consultation results. This straightforward approach eliminates any confusion for
the client and adds to your credibility.

The prevailing practices will be those that can
demonstrate their undeniable value.



10 - Transforming Prospects into Clients

Good tax preparers know a great deal more than how to complete a tax return,
but few have the marketing knowledge and skills necessary to transform a
prospective client into a profitable client relationship. The core process can be
outlined by recognizing these foundational building blocks:

e Identifying your target market(s).

* Defining your marketplace opportunities.

e Differentiating your services into demonstrable unique selling points.

o Systematizing the marketing process. Plan your work and work your plan.
e Acquiring effective marketing collateral materials.

e Understanding and implementing the sales process.

The Marketing Pipeline

Marketing is like exercising: Each activity pays dividends for consistent efforts
that are made over a long period of time. There are no quick fixes. However, there
are some simple, low cost techniques that every tax professional can use to get the
word out into the marketplace about his or her business.

The foundation of your entire marketing program is a sales and marketing
information system that can be categorized as your marketing pipeline. It is vital to
measure the results of everything you do. What you can measure...you can manage.
The pipeline will allow you to weigh the results every time you manipulate a
variable in your marketing equation. Over time, that information will allow you to
identify and refine the marketing approaches that work best for your practice.

The pipeline starts with prospective clients entering a funnel and being segmented
or sorted by predetermined characteristics. Next, they are qualified as Target
Prospective Clients. Other progressive stages are:

e Activation
e Evaluation
e Conversion

* Revenue producing clients

19



Marketing System Components
Your marketing system has two major components:

1. Activity — Client Creation System
e Mailing list maintenance
* Production and distribution of your firm brochure
e Production and emailing of your firm promotional newsletter
* Direct mail /email to new businesses
e New business kit production
* Direct mail /email to new homeowners
e Mailing of mid-year and year-end tax letters
* Welcome letters to new clients
e Holiday and birthday cards
e Year-end gifts to clients and referral sources

e Year-end thank-you letters
2. Information — Marketing Information System

e Client satisfaction survey
* Home records kit

e Speakers bureau

* Press releases

* Promotion

e Telemarketing

* Take a client to lunch

e Take a lawyer to lunch

* Take a banker to lunch

e Use of conference room by clients and non-profit organizations



The Client Creation System moves people in a predictable, routine way through
the pipeline process. The Marketing Information System keeps track of who is
where in the process and helps you decide what to do to move them along. The sole
purpose of the marketing process is to generate enough prospective clients through
the pipeline to produce the number of clients you need. You create specific, efficient
methods for moving people from one stage to the next in a routine progression.

Process Directions

1. Locate Target Prospective Clients and fill the pipeline.

2. Use your qualification methods for turning them into Qualified
Prospective Clients.

3. Follow up persistently.

4. Utilize activation methods to generate appointments.
5. Give presentations.

6. Apply your conversion methods.

7. Close sales.

8. Clients are created.

21
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11 - Overall Marketing Strategy

e Locate twice as many Target Prospective Clients as you think you will need.
e Set up inexpensive, efficient ways of reaching these target prospects.
e Persuade them to qualify themselves.

e Convert these Qualified Prospective Clients with aligned offers that make it
easy for them to become clients.

The further people move down the pipeline funnel, the more resources you put into
moving them along and the more likely it is that you will get a good return on your
marketing efforts.

You will find Target Prospective Clients where they ordinarily are.
You reach them when they are doing what they ordinarily do.



12 - Developing a Marketing/Business Plan

Overview

In today’s competitive marketplace environment, it is vital that you understand
the importance of a business and marketing plan for tax preparation and
consulting services. The bottom line is that such a plan will provide you with a
pathway to profits.

When planning this pathway you should consider the following questions:

e What is my business?

e Where is my market?

e Who will buy?

* Who is the competition?

e What is my sales strategy?

e What marketing strategy will I use?

e What software and equipment will be needed?
* How much capital and cash flow do I require?
e How and with whom will the services be provided?
e What management controls do I need?

e How can they be accomplished?

e When should I review and revise my plan?

e Where can I go for assistance?

Answering the above questions will lead to the development of the overall plan which
then becomes a concise, logical progression that satisfies those same key questions.

23
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Planning Benefits

1. Your plan gives you a path to follow. The plan furthers the pursuit of the
goals that you want to attain. Nobody can predict or control the future. A
plan with goals and objectives permits you to guide your practice through
turbulent economic times and consistently work toward success.

2. A written, well-conceived plan provides the basis for financing your business.
By reviewing the details of the plan, bankers and investors gain insight into
your situations to help them decide whether to provide financing.

3. The completed plan is a communications tool to orient potential affiliates,
vendors and others who may be important to your practice about the
business’s operations and goals.

4. The plan helps your team develop. It gives them insight in thinking about
competitive conditions, marketing opportunities and situations that can be
advantageous to the firm.

The Executive Summary

Provide a synopsis of your entire business and marketing plan at the very
beginning. Describe the firm’s services and operations. Explain what makes those
services unique or better than the competition. Explain why your prospective
clients will turn to you rather than a competitor. Discuss your target markets — the
clients most likely to buy your firm’s services. This requires a client profile. It
should describe the prospective clients in terms of the characteristics and criteria
you have identified. The market size should be measured in order to build the
practice and marketing plan around it.

The executive summary should:

1. Briefly describe your practice.

2. Highlight your firm’s services and capabilities.

3. Identify the market you serve.

4. Point out exactly what will be sold.

5. Answer the question of to whom the services will be sold.

6. Demonstrate your firm’s competitive edge.



The Business

e When was your practice established?

e Why was it formed?

® The specific needs for your services at that time?
e Does that need still exist today?

e If yes or no, in what direction is the firm heading in the future?

By reviewing the history of your practice, a guideline is set for what has and has
not worked in the past, and what can be applied to future operations. Establish
and quantify goals in order to set up timelines that relate to the success of the
practice, consequential so they have an impact on the business and feasible so that
they are not beyond the bounds of actual realistic achievement.

Your Practice’s Services

Once you describe your practice you should detail the specific services currently
marketed and those that are planned to be marketed in the future. This is the place
to emphasize and unique features or variations from concepts that are typically
found in the industry. Strive for the USP or unique selling proposition if at all
possible. Be specific in showing how your firm gives its mission a competitive edge.

Marketing
The marketing plan is the core of your practice’s rationale. The two key elements are:

1. Description of competition, including strengths and weaknesses, by means
of a competitive analysis.

2. Explanation of the factors critical to success in the marketplace.

25
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Competitive Analysis

A vital component of your marketing plan is the development of a competitive
analysis. The purpose of this analysis is to determine the strengths and
weaknesses of your competitors, the strategies that will provide your clients with
distinct advantages and the barriers that can be developed to prevent competition
from encroaching on your markets.

Consider all competitive sectors, including direct competitors (both in terms of
geography and services) as well as online services which are similarly or
marginally comparative.

Competitive Intelligence

Concisely detail the following information, based on the questions concerning each
of your competitors:

* Who are your competitors?

* How are their practices [ businesses similar or competitive to yours?

* Do your competitors have a unique niche? Describe it.

* How are your competitors’ services better or more marketable than yours?
* Are your competitors’ businesses growing? Stable? Declining? Why?

e What can be learned from observing their operations and /or talking to their
present or former clients?

* Do you have competitive advantages or disadvantages in relation to your
competitors? Answer this honestly!

A competitive strength grid is a useful tool to determine you’re your target market
niches. Develop this grid by listing all the key assets and skills down the left side
of a spreadsheet. Across the top, include column headers of strengths and
weaknesses. For each asset or skill category, place all the competitors who have
weaknesses in that particular category under the weaknesses column. Place all
those who have strengths in the appropriate column. Once completed, you will be
able to determine just where you rank in relation to your competition.

Prologue to Implementation

Selling yourself and your colleagues on the benefits of client acquisition marketing
constitutes the primary step in implementation. For marketing to become fully
integrated into your practice, it must become efficient and effective...and there’s
no better time to get started than right now. Take the time and make the
effort necessary to apply the principles in this book. You will be rewarded with
gratifying results.
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