Chapter 10

MEDIA PLANNING AND STRATEGY

Chapter Overview
Chapter 10 introduces the concepts involved in media planning. The chapter begins with an overview of media planning by introducing some key terms and concepts. At this point, the text points out that media planning is as much an art as it is a science. A number of problems associated with the planning process are discussed. The role and purpose of the media plan follows with a presentation of the steps required in developing this plan. After an in-depth discussion of the elements of the media plan, the chapter presents information regarding the use of computers in the planning process. The characteristics of various media and sources of media information are presented at the end of the chapter, as is an actual media plan as developed and implemented by BumbleBee Tuna. 

Learning Objectives

1.     To understand the key terminology necessary in media planning.

2.     To know how a media plan is developed. 

3.     To know the process of developing and implementing media strategies.

4.     To be familiar with sources of media information and characteristics of media.

Chapter and Lecture Outline

I.
AN OVERVIEW OF MEDIA PLANNING

This overview presents a brief discussion of the factors involved in the media planning process and illustrates the fact that media planning is an involved process influenced by a variety of factors including the nature of the media, the overall marketing strategy, and the product or service being advertised.

A.
Basic Terms and Concepts—some of the critical terms necessary for understanding media planning are presented including:

· media planning—the series of decisions involved in delivering the message to the target audience

· media plan—the actual document detailing these decisions

· media objectives—the objectives sought by the media plan

· media strategies—the plans of action designed to attain the media objectives

· medium—the general category of media channels such as broadcast, print, etc.

· media vehicle—the specific carrier in a media category (television, magazines, etc.)

· reach—the number of potential audience members exposed once to a media vehicle in a given period of time

· coverage—the potential audience that might receive a message through a vehicle

· frequency—the number of times the receiver is exposed to the media vehicle in a given time period

B.
The Media Plan—the goal of the media plan is to find a combination of media that will enable the marketer to communicate the message in the most effective manner possible at minimum cost. The activities involved in this plan are detailed in Figure 10-2.

C.
Problems in Media Planning—a number of problems are identified, each of which directly impacts the planning process. These include: insufficient information, inconsistent terminology, time pressures, and problems in measuring effectiveness. An understanding of these problems is critical to the proper design of the media plan.
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II.
DEVELOPING THE MEDIA PLAN

The process of developing the media plan involves a series of steps (see Figure 10-3). These steps are essentially the same as those presented in the decision sequence model presented in Chapter 1, except now they are involved directly with media decisions. These steps include: market analysis, establishment of media objectives, media strategy development and implementation, and evaluation and follow-up.

III.
MARKET ANALYSIS AND TARGET MARKET IDENTIFICATION

A.
To Whom Should We Advertise? The discussion of target marketing is reviewed, though now the emphasis is on media, and some of the sources of information that are available to assist in making this decision. Secondary sources of information such as Simmons Market Research Bureau, and Mediamark Research, Inc. are described. A brief discussion of the use of index numbers and their use in determining target markets is also provided

B.
What Internal and External Factors May Be Operating? As in the overall situation analysis, both internal and external factors will directly influence the media decisions. An example of using secondary sources to gain competitive information is provided, with an example of COMPETITIVE MEDIA REPORTING data shown in Figure 10-1.

C. Where to Promote? The decision as to where to promote at this point involves geographical considerations. Once again, the discussion turns to the use of secondary information and indices as aids in making this decision. A number of critical terms are introduced including: The Survey of Buying Power Index, the Brand Development Index, and the Category Development Index. The calculation of both BDI and CDI is provided, based on actual examples. Figures 10-11 and 10-12 are a useful way of presenting strategies evolving around BDI and CDI.
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IV.
ESTABLISHING MEDIA OBJECTIVES

Media objectives relate to the goals to be attained by the media program, and as such should be limited to those that can be accomplished through media strategies. Such objectives are often expressed in terms of coverage, reach, frequency, scheduling, etc.

V.
DEVELOPING AND IMPLEMENTING MEDIA STRATEGY

A.
Developing a Media Mix—many media strategies require a combination of media to be used. The media mix involves the determination of the various channels to be used. The objectives of the plan, the budget and other factors, will directly impact this decision.

B.
Determining Target Market Coverage—Figure 10-14 provides a graphic illustration of market coverage possibilities. Of course, the marketer would like to achieve full coverage through a combination of media. As noted, this is not a likely outcome, and decisions have to be made that involve trade-offs between less than full market coverage and over coverage or waste coverage.

C.
Determining Geographic Coverage—The strategy of geographical weighting, in which geographic areas receive differential amounts of media emphasis, is discussed.

D.
Scheduling—Because it may not be feasible (or necessary) to maintain a constant advertising schedule, marketers will typically employ one of three scheduling alternatives:

1.
Continuity refers to a continuous pattern of advertising—that is every day, week, or month (food products, laundry detergents, etc.)

2.
Flighting is a scheduling method in which there are intermittent periods of advertising and nonadvertising (snow skis, etc.)

3.
Pulsing is actually a combination of the two previous methods, in which a continuous schedule is used, though the amount of monies spent will vary throughout the time period (automobiles).

E.
Reach versus Frequency—Given that advertisers have differing objectives, and are constrained by budgets, the media decision usually involves a trade-off between reach and frequency. This decision is essentially one of exposing more persons to the ad, or exposing fewer persons more often. In making this decision, the media planner must take into consideration a number of factors involving reach and frequency including:

1.
The determination of what levels of reach and frequency are needed

2.
The establishment of reach and frequency objectives 

3.
Using gross ratings points (GRP's)

4.
The determination of effective reach (the percent of the audience reached at each effective frequency increment)

F.
Creative Aspects and Mood—Creative aspects of the ad may require the use of specific media. For example, television may be required to implement certain types of creative campaigns. Likewise, the mood that a medium creates may carry over to the ad itself. For example, certain magazines may create various moods as they are being read

G.
Flexibility—the media strategy must be flexible enough to respond to marketing threats and opportunities, as well as to adjust for changes regarding availability and/or in the media themselves. Flexibility may need to address the following:

· market opportunities

· market threats

· availability of media

· changes in media or media vehicles

H.
Budget Considerations—it is obvious that costs must be considered in the determination as to which media will be employed. Two types of costs must be addressed—absolute cost—which is the actual cost to place the ad in the medium—and relative cost—or the relationship between the price paid for advertising time or space and the size of the audience delivered. A comparison of media vehicles is usually necessary, using criteria such as cost per thousand (CPM), cost per ratings point (CPRP), daily inch rates, and readers per copy. (Each of these is explained in detail in the text.)
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VI.
EVALUATION AND FOLLOW-UP

As with other elements of the advertising/promotional program, the media program also requires evaluation to determine its effectiveness. Essentially, two questions need to be answered: (1) How well did these strategies perform the media objectives established; and (2) How well did this media plan contribute to the attainment of the overall marketing and communications objectives?

VII.
THE USE OF COMPUTERS IN MEDIA PLANNING

Computers are becoming more and more an integral part of the media planning process. Computers are being used for market analysis, developing media strategies, determining reach and frequency levels, etc. Many of the secondary sources of information available to the media planner (such as Simmons, Arbitron, VALS) are now computer based as well as in print. It is now quite common for media planners to integrate these databases in developing their media programs. 

A.
Computers in Market Analysis—A number of computer programs include demographic, geographic, psychographic, and product and media use information that can be used for media planning. Census tract information and socioeconomic data are also accessible. Analyses of these data can help planners determine which markets and which groups should be targeted for advertising and promotions.

B.
Computers in Media Strategy Development—The text discusses a few of the many programs that assist media planners in development of media strategy.

1.
Reach and frequency analysis—listed below are just a few of the software programs that are available (p.328):

· ADplus

· Adware

· IMS

· Media Control

· Strata Marketing

· Tapscan

· Telmar

· TV scan

· TV Conquest

VIII.
CHARACTERISTICS OF MEDIA

There are a number of sources of information available which define the various advantages and disadvantages of media. Figure 10-30 lists the major media, and the characteristics of each.

APPENDICES  A and B

Appendix A provides an updated cross-reference guide to advertising media sources.

Appendix B provides an actual media plan implemented by BumbleBee Tuna. This plan can be very useful in demonstrating the use of many of the concepts discussed in the chapter via a "real world" example.
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Teaching Suggestions

Both the length and complexity of this chapter make it a difficult one for students to comprehend. The chapter contains a large number of terms, definitions, and formulas. Unfortunately, there is no way to ignore all of these, as they are critical to the students' learning of media planning and strategy, and are the "buzzwords" with which they will need to become familiar to participate in the advertising world, regardless of which side of the buying-selling process they may be on.

One suggestion is to break the chapter into two lectures. In the first, the terms, formulas, etc., as well as an overview of the planning process can be discussed. The second lecture can be more specific, focusing on some of the objectives to be accomplished, discussing reach and frequency trade-offs, effective reach, etc.

The BumbleBee Media Plan in Appendix B should be very useful for demonstrating how the concepts are actually used, as well as to show how a plan would appear. A variety of computer programs could also be used to demonstrate reach/frequency calculations, calculations of GRPs, etc. 

Answers to Discussion Questions

1. Describe the three methods of promotional scheduling. Give examples of products and/or services that might employ each method. 

Pages 314-316 of the text discuss the various scheduling options available to the marketer. Given the fact that there are always budgetary constraints, and that some products/services do not need to be marketed year round, scheduling allows for more efficient allocation of advertising and promotional dollars. The scheduling options available are:

Continuity--  A continuous schedule refers to constant advertising throughout the year, either daily, weekly or monthly. Products that would be most likely to employ this scheduling method include products that would be used consistently throughout the year with no seasonal variations. For example, toothpaste, mouthwash, laundry detergent, etc.

Flighting—This schedule has intermittent periods of advertising, with times when there is advertising and others when there is none. The “on” advertising time is referred to as flights. Seasonal products (snow skis), swim wear and other products primarily consumed at some times of the year but not all year round would employ this method. Banks have used flighting, recognizing that consumers are much less involved in making banking decisions around the holiday season in November and December. One of the advantages of flighting is the ability to extend the limited ad budget.

Pulsing—A combination of the previous two methods, pulsing employs a continuous schedule with periods of increased advertising to take advantage of intermittent opportunities. A good example of this is beer advertising, which takes place continuously, but increases at holiday times, particularly Memorial Day, The 4th of July and Labor Day. 

2. The text notes that one problem in media planning is that ratings information is gathered during sweeps periods. Explain what sweeps periods are, and why this might pose a problem.

In the largest markets in the U.S., television audience measurements are taken on a daily basis, however, the measures used to determine advertising rates are taken only four times a year—February, May, July and November. These four data collection periods are referred to as sweeps periods ( many in the television industry place less emphasis on the July period).

Data collection during sweeps may result in inaccuracies for a number of reasons:

· the networks schedule more interesting programs during sweeps

· the networks and individual stations run more promotions during sweeps periods

· the viewing audience may actually be aware of sweeps, and as a result "vote" with their viewing habits

All of the above may lead to an overestimation of audience size that is then generalized to succeeding non-sweeps periods.

The summer sweeps periods are often discounted by the industry. Because television viewing is less in summer months and re-runs are often shown, the number of persons watching is less. Station and network programs designed to increase these numbers are less effective. As a result, the data is often ignored or downplayed.

The arguments about the problems with sweeps and calls for improvement have been on-going for years. In 2003 there have appears to have been some movement in this regard, as Neilsen as agreed to consider doing away with this research methodology in favor of continuous measures on an experimental basis in the top metered markets. 

3. Figure 10-30 notes some of the advantages and disadvantages associated with various media options. Referring to Figure 10-30, provide examples of products and/or services that might most benefit from the use of each medium.

Without repeating the information provided in Figure 10-30, it is obvious that each medium will have its specific advantages and disadvantages. Following is a list of products for which each medium might prove to be an advantage or a disadvantage:

Medium


Advantage



Disadvantage
Television
Mass marketed products, soda,

Targeted products, niche detergents, beer, etc.


products

Radio
Local businesses/services

Visual or targeted products

Magazines
Specialized interest products;

Mass marketed products; equipment, snow skis, etc.                       products requiring demos

Newspapers
Local retail; local services

Visual/emotional products

Outdoor
Local stores;attractions;services

Complex products

Direct mail
Targeted products/services

Mass market products

Internet/Interactive
Variety of products/services

New products

4. Describe what is meant by waste coverage. The decision must often be made between waste coverage and under-coverage. Give examples of when the marketer might have to choose between the two, and when it may be acceptable to live with waste coverage.

Of course, the optimal situation would be one in which there is a perfect match between the target market sought and the media coverage, with everyone getting potential exposure to the message, and those  not in the market not being exposed. In reality, this is not going to happen, so the marketer must choose between the options of under-exposure or paying for coverage for recipients not in the target market.  In some instances, the budget may not allow for full market coverage under any situation. In other situations, the communications objective sought, the cost of the media buy and other factors must be taken into consideration. Most marketers would likely argue that they would rather live with waste coverage, insuring that most if not all in their audience were exposed, rather than under-coverage, as those not exposed are much less likely to purchase the product or service.

A recent trend in business to business advertising is to buy time and/or space in consumer oriented media rather than the more targeted trade publications. While perhaps only a small percent of the audience or readers is in the target audience, media buyers have found that it is still more cost efficient to purchase the less-targeted medium than it would be to buy trade magazines, etc., even though there is a high degree of waste coverage. A final consideration is the potential to convert non-prospects into buyers. While the market may be defined as a specific group (let’s say 18-24), those on the fringe (17, 25) may end up seeing the ad and ultimately purchasing—even though not in the primary target audience. In such cases, what was thought to be waste coverage really was not. 

5. Figure 10-4 provides a profile of the cola user. Using the indices, describe the profile of the cola user. Now describe the profile of the heavy cola user. 

As noted in the text, the more the index number exceeds 100, the more it describes the profile of the user. From Figure 10-4, one can see the regular cola user is: slightly more likely to be male than female (105 v. 95), in the age group 18-45, less than a college degree, and an employed male. The heavy consumer of cola is: male, under the age of fifty (highest is 18-34), an employed male without a high school degree. 

6. The text lists both internal and external factors that might impact the media strategy. Provide examples of each and discuss how they might impact the media plan. 

Both internal and external factors may affect the development of the media plan. Internal factors include the size of the media budget, managerial and administrative capabilities or the organization of the agency. External factors include the economy, changes in technology, competitive factors, and the like. The size of the media budget will obviously impact the number of media vehicles that the buyer can consider. Obviously, the larger the budget, the more options that can be considered. Managerial factors may include the number of employees and the experience and/or expertise that they have regarding media strategy development. Should there not be enough managerial talent to develop a media plan, outside agencies may be required. The organization of the external agency may also have an impact on the media plan. Larger, IMC oriented agencies are more likely to be involved with more media options. Smaller agencies may focus attention of advertising and/or public relations or other media with which they feel comfortable.

Changes in the economy may directly impact the media plan. As the economy improves or recesses, media costs may rise and/or fall, making some media cost prohibitive. In addition, more advertisers may result in lessmedia available. Changes in technology—for example, the advent of cable television and the Internet—may make more options available to the media planner. Finally, the competition may also force the planner to reconsider his/her media strategy. For example, in the business to business market, having a website is no longer an option, it is almost a requirement. Companies that do not have a website may find themselves at a distinct disadvantage, and lose business to those who do. It has become an expected medium for buyers to use.

7. Using the BDI and CDI indices, explain the least desirable market situation for marketers. Provide an example. Then do the same for the most desirable situation.

The least desirable situation is one in which the BDI and the CDI are both low. In this situation, there appears to be little potential for either the category or the brand. For example, consider typewriters. If they are still marketed at all, the category is in the decline stage, and any brands would be as well. No amount of advertising is likely to bring back the category or the brand. 

The most desirable situation is one in which BDI and CDI are both high. In this case, the category is growing, and the potential for the brand to grow is high as well. An example might be PC’s. The use of computers is growing, and new brands may have the potential to grow as well. The advertiser would be more likely to be successful by investing in this situation.

8. Discuss the role of optimizers in media planning.

In recent years, the US market has been introduced to computer programs commonly employed in the United Kingdom. These programs, called optimizers, purport to optimize the media buying decision regarding reach and frequency.  The programs, use cost, reach, and target points to provide either the highest reach or the lowest cost schedule based on Nielsen data. The buyer specifies whether he or she wants to achieve highest reach or lowest cost. Once this specification is made, the second is optimized (for example, highest reach, then lowest cost, etc.) If one specifies lowest cost, then the highest reach attainable for that cost is optimized. While proven to be successful in the United Kingdom, skeptics have argued that the programs are not as well suited to the US market. In addition, some critics have argued that the focus is entirely on CPM’s and ignores the quality of the consumer being reached. Because of their relatively short time of exposure in the US, the jury is still out on optimizers. If they are proven to be successful, they will contribute greatly to the media buying process. If critics are correct, they will be of little more value than criteria currently being used. 

9. Media planning involves a tradeoff between reach and frequency. Explain what this means and give examples of when reach should be emphasized over frequency and vice versa.

In an ideal world, advertisers would like to maximize reach and frequency. Unfortunately, in the real world, they are faced with budgetary constraints. Given budget limitations, the media planner is forced to choose between reach and frequency. Given specific objectives of the plan, one or the other may be emphasized.  Maximizing reach at the expense of frequency is more logical when the message is simple and easily understood, the receiver is in the early stages of the response hierarchy (for example, awareness and/or interest) and the target audience is broad. For example, campaigns targeting cola users use very simple messages (Coke is it!) and are targeted to a broad audience. Thus reach is important.

When the consumer is at a higher level in the response hierarchy, for example, comprehension, retention, etc., or the message is more complex, and/or the target audience is narrowly defined, frequency may be a more important objective. For example, messages that have a lot of copy, and may be more difficult to comprehend must consider the importance of effective frequency. One or two exposures may not be enough to achieve the media objectives. Likewise, a narrowly defined target market may allow for an emphasis on frequency, and the minimization of waste coverage, thus placing less emphasis on reach.

10. One long term advertising  agency executive noted that buying media is both an art and a science, with a leaning toward art. Explain what this means and provide examples.

There is a wealth of secondary information available to advertisers and media planners. As noted throughout this chapter, audience profiles, media usage, media costs, and competitive information is readily available. However, even given these large volumes of data, media buying may be less scientific a process than one might think. A number of reasons can be offered for this position. First, the validity of the data is often suspect. As noted in the chapter, methodological difficulties often result in the data being questioned. A close scrutiny of MRI and SMRB data will demonstrate some obviously illogical indices. The ratings data provided by A.C. Nielsen is constantly being criticized, and media buyers and sellers alike are constantly doing battle with the provider.  

Secondly, there are factors that just don’t show up in the numbers. The content of the material, the audience’s impression of or attitude toward a specific DJ, or newscaster, etc. may not be reflected in the numbers, and must be evaluated more qualitatively. Monthlies may offer greater potential for frequency of exposure than weeklies, etc.

Even when the numbers are valid, one must look purely beyond just the data per se. For example, local news ratings for NBC stations may often be highest on Thursday nights because of the network’s prime time programming. While the numbers may be there, this doesn’t indicate the fact that the stations are more popular on Thursday nights, only that people haven’t switched away from the station they were on. While one might say, “so what, the numbers are there”, the quality of the viewer may not be the same as on other nights when they specifically tuned into the news broadcast. The discussion on CPM’s vs Readers per Copy is another example when the media must be looked at and evaluated on criteria other than just the numbers.

Most good media buyers know that numbers are important. Most also know, however, that they must look beyond just the numbers in making their decisions. Qualitative aspect, or the “art” of media buying may be as important at the hard data. 

Additional discussion questions (not in the text).

11.
What is meant by readers per copy? Explain the advantages and disadvantages associated with the use of this figure. 

Many magazine advertisers argue that the circulation figure is an underestimate of media reach. They contend that because many magazines may be read by more than one person, that the CPM is an underestimate of cost efficiency. They believe a more accurate figure is readers per copy. Readers per copy is determined by including a pass-along rate—a figure that includes readers who may not subscribe or have paid for the copy. Exhibit 10-27 on page 325 demonstrates how this figure is calculated and used.

An advantage of using this number is that it may more accurately reflect potential exposures to the medium. For example, it is well accepted that there is not always a one to one circulation to readership ratio. Smart buyers may be able to actually be able to gain more exposure to their ads than they are paying for if they can find a medium with high pass along readership. Consider a magazine like Time or Sports Illustrated. More than one person may read each issue, whether the readership is taking place in the household, fraternity, etc. In this case, the media buy based on circulation underestimates the reach, and the buy becomes more efficient. 

The disadvantage associated  with using readers per copy is that pass-along rate is very difficult—if not impossible—to determine. While one may easily estimate the number of persons exposed to Time magazine in a household, for example, the ability to estimate the number of persons exposed to Business Week in a doctor's office, or fraternity house is much more complicated and lacks validity. (If you have ever seen the forms used to make this determination, you would immediately see the weakness!) In many cases, the actual number of readers per copy is little more than a guess. As a result, readers per copy is typically used as the "art" of media buying, rather than relying on the numbers as hard fact.

12.
Explain the difference between CPM and TCPM. Which would be of more relevance to the marketer?

Prior to media changes which allow marketers to more specifically target their markets with what previously were mass media, coupled with the necessity of more effectively targeting, CPM (cost per thousand) figures were used to provide relative cost comparisons among media. Given the need to target and the ability to do so, TCPM’s have almost virtually replaced CPM as the cost basis. In TCPM, the relative cost figure relates to the cost of reaching one’s target audience (in that medium). For example, if a magazine has an equal number of male and female readers, and the relevant target audience is females only, it is of more value for the marketer to know the cost of reaching this audience, not the overall audience. thus the use of CPM’s which include waste coverage is a less valuable number for the marketer to use.

13.
Discuss some of the factors that are important in determining frequency levels. Give examples of each factor.

Exhibit 10-23 describes some of the factors important in determining frequency levels. Rather than list these again here, we refer you to page 322 in the text. The three factors and specific examples of each are:

Marketing factors—these include factors such as brand history, brand share, degree of brand loyalty, purchase and usage cycles, competitive share of voice, and target markets.

Message factors—complexity and uniqueness of the message, length of time the campaign has run, image versus product sell, message variation, wearout and advertising units.


Media factors—clutter, editorial environment, attentiveness, scheduling number of media used, and repeat exposures

14.
Describe the four stages of developing the media plan. Briefly describe what occurs at each stage.

Figure 10-3 in the text illustrates the four steps involved in developing the media plan. These include:

Market analysis—in this stage the marketer conducts an in-depth analysis of the market situation, including competitive spending, competitive media analysis, internal and external factors, determining where to promote, etc. The market analysis is similar to the situation analysis conducted in a marketing plan, but more focused on media.

Establishing objectives- specific media objectives are established. These media objectives are designed to lead to the attainment of higher order communications and marketing goals.

Developing and implementing media strategies—at this stage, the media mix is selected. Decisions are made regarding coverage, scheduling, reach and frequency levels, and creative aspects and mood. All decisions, of course, are bound by budgetary considerations.

Evaluation and follow-up—as in any plan, evaluation and follow-up procedures are established. These procedures are designed to determine the effectiveness of the plan, to assist in setting future goals and making adjustments to the media plan.

15.
Explain why more media are now presenting their relative cost figures as CPM. Discuss advantages and disadvantages of this.

This question relates to the fact that more and more media are presenting relative cost comparisons in terms of CPM rather than CPP (cost per point), milline rates, etc. Part of the reason for doing so is the fact that it is often difficult to make cross media comparisons using various cost figures. For example, what is the CPM equivalent in CPP’s and milline or daily inch rates. By providing the media buyer with a “standard” figure, it makes the media buying process much simpler.

A disadvantage of this consistent use of CPM’s is also evident, however. A message appearing in print is not the same as a message appearing on broadcast. One appearing in a magazine will not have the same impact as one in newspaper. By providing a standard number the media buyer may be somewhat mislead in terms of the impression that the ad carries. (Some have suggested using a comparison called cost per minimum impression unit, but no one seems to know what that means.)

So long as the media buyer remembers that CPM refers to the cost to potentially expose one’s message to a thousand people, there should be no problems associated with this common term. At the same time, as the text warns, media buying is both an art and a science, and other factors must be taken into consideration

IMC Exercise

Many libraries have older copies of Simmons and MRI available. Have students copy the profiles and media usage characteristics for a product. Have them review the indices and to examine them carefully to determine if they seem logical. Have them present their findings to the class, and if there are some indices that seem strange, to explain why this might be the case. 
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