
IMPROVING THE EFFECTIVENESS 
& EFFICIENCY OF MARKETERS
& THEIR AGENCIES

MaxiMizing the 
Value of Public 

SPending in 
Marketing

2013



IMPROVING THE EFFECTIVENESS 
& EFFICIENCY OF MARKETERS
& THEIR AGENCIES

introduction

government agencies and organizations are among the largest 
purchasers of marketing in the developed world. The processes for 
tendering however are often poorly understood and opaque. This 

develops barriers to entry particularly for SME agencies. Reduced levels 
of competition can mean that purchasers do not receive value for money 
and the exclusion of the best qualified parties to deliver campaigns. This 
white paper examines:
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the current 
aPProach

The size of the market, the impact on industry, a 
high-level overview of developed nation’s tender-
ing processes

the PercePtion How agencies see the process and how they 
meet the challenges they face in this sector

the recoMMended 
aPProach 

Best practices for ensuring a fairer and wider 
process with a focus on diversity and value for 
money

the outcoMe    Case Studies of how best practice has been ap-
plied in key markets
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MethodologY
this paper was developed through interviewing senior marketing  and 

agency leaders as it relates to working for and with Government 
clients. We spoke to 13 media and creative agencies as well as 

several government agencies. We also draw on our own experience in 
developing government sector competencies for evaluating and improv-
ing the marketing tender process.

This report is designed to help further improve the government tendering 
process in the creative sector and to provide a best practice framework to 
drive these improvements.
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executiVe
SuMMarY
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goVernMent Marketing SPending iS attractiVe 
to agencieS

Agencies want government business. Yet, they feel constrained in their 
ability to approach the tender process. The key drivers for agencies are 
interest, reputation, recognition, development, relationships and of 
course return on investment.

With government agencies globally spending up to 20% of their budgets 
on marketing activities there should be no shortage of reasons for crea-
tive agencies to get involved with the process.

However there are reasons beyond spending. There is a sense of national 
pride in working for a government business. Whether it is communicating 
for the defense organizations like army or navy to recruit candidates or 
promoting your country to the world, marketing for a government organi-
zation gives agencies an opportunity to develop work that is altruistic and 
fans patriotic passions.

barrierS to entrY
Despite this many SMEs choose to stay outside of the process. There’s a 
strong perception that the tendering process is unclear in many respects 
and offers no opportunity to learn for future tenders. The cost of partici-
pation then becomes too high to be sustainable and governments lose 
the ability to access the broadest range of creative talent.

deVeloPing a Value driVen tendering aPProach
The key is to invest in developing value driven tendering approaches. This 
means a move away from viewing creative disciplines as commodities 
and towards an understanding of how these disciplines think, work and 
add value to a government organization.

This requires a shift in mindset of government marketers to think beyond 
the ‘check list’ requirements to make way for the ‘creative magic’. There 
needs to be combination of science and art.

It means recognizing some of the inherent weaknesses in the current 
process and investing in training and mentoring for those conducting 
evaluations of bids. Most importantly, the processes need to be transpar-
ent and equitable to encourage local talents to mix it up with established 
multi-national agencies to offer the best fit for local needs and demands.

One of the simplest means of achieving this may be to partner with an es-
tablished, experienced consultant that can guide the tender development 
process, provide benchmarks for fee structures, and clearly communicate 
both with the government entity and with agency partners. 
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detailed
findingS

goVernMent 
Sector oVerView
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It is difficult to compare apples with apples 
when it comes to the total spend on advertising 
by governments. Each nation reports its spend-
ing differently and while there are often figures 
for central government, local government and 
government agency figures are often harder to 
obtain.

Fox News reports that in 2010 the United 
States’ government spent at least $945 million 
on advertising services. The Congressional 
Research Service which provided the figure 
reported; “It is unclear how much the executive 
branch, let alone the federal government as a 
whole spends on communications each year.”

The United Kingdom allocated £285 million 
($450 million) for central government spend-
ing on marketing in 2012-2013 according to 
Cabinet Office figures released to the BBC. This 
figure does not include local authority spending 
or the investment in marketing from Quangos 
(Quasi-Non-Governmental Organizations) all of 
which is subject to the same purchasing rules 
as central government spending.
The EU (as a government entity) refuses to 
classify its’ marketing spend separately in its 
accounts preferring to include it in the informa-
tion and translation line items in its budgets. 
Thus no accurate figure can be deduced for its 
total investment but estimates of 1 billion Euro 
($1.4 billion) or more would not be unreason-
able. This of course does not take into account 
the individual spending of each member state 
in addition to EU spending.

Developing nations lack the proper reporting 
structures to demonstrate their overall invest-
ment in advertising and marketing activities. 
The rise of China, India, Brazil, etc. ensures that 
their spending may soon be reaching equivalent 
levels to developed nations. 
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coMPariSon of 
tendering ProceSSeS

the ViewS 
of agencieS

Developing nations are also beginning to invest heavily in 
marketing. However, their processes tend to be far less 
transparent. When competitive tendering does occur, 
participants for the process may be selected in advance 
for their strong ties to government. Corruption may be 
a factor in the decision making process. Guidance is 
generally weak and evaluation completely opaque. These 
governments often fail to attract the right talent for their 
marketing and usually do not get value for money from 
their tendering arrangements.

Agencies learn about government tenders in 3 ways; they 
either use the electronic portals provider or learn about 
tenders through their informal and professional networks 
with government agencies or they learn about specific 
tenders in the trade press.

When it comes to considering whether or not to partici-
pate in the process there are four key factors for agencies: 
Fun, Fame, (Good) Faith, and Fortune. 

We’ve found that typically agencies around the world identify similar barriers when it comes to the 
tender process. 

Can I gain recognition through the work?

Will this take my agency further 
and develop new opportunities?

How long is the contract tenure? 

Is the client going through the tender 
for the sake of doing it? 

What is the value of the business? 

How long is the contract tenure? 

What is the value of the business? 

How long has the client been
working with incumbent?

FUN

(good) 

FAITH

FAME

FORTUNE

4 F’s

Agencies have told us that there are; “unclear selection criteria, unclear 
decision makers, limited access to those decision makers, rounds of 
re-presentations to new and more senior audiences, unclear budgets 
and thus unclear profit potentials. Our rule of thumb is that government 
accounts lose money in the first year. They only start to make money 
thereafter. However, most tenders are for limited period and then they 
must be re-pitched.”

They’ve also said; “What’s most frustrating is 
that there is absolutely no feedback whatsoever. 
We put in weeks and weeks of effort and let’s 
not forget money into the process. Then agencies 
have no idea of where their hard work sits in the 
pile until the selection or shortlist is announced.”

It’s these frustrations that deter agencies from 
participating in the tender process. In particular, 
SMEs find that they cannot develop their offer-
ings due to the lack of feedback and have to walk away from government 
tendering activities even when it is clear they can contribute.

Agencies identified four other major areas of concern; relationships with 
tender owners, the low level of marketing competency of some tender 
owners, the levels of bureaucracy coupled with lack of transparency and 
the low return on investment in the overall time and effort spent on the 
process. 
 

Opaque Processes  
Difficult to understand 
and follow

Unclear Briefs 
Objectives are poorly 
communicated

Unclear Evaluations  
Lack of clear criteria and 
understanding of decision 
makers

Lack of Meeting  
Agencies often cannot 
present their work or 
thinking during the 
process

Lack of Feedback 
Agencies who don’t make 
the grade can’t learn from 
the experience

Protracted process 
The timelines are rigid 
for the agencies, but 
clients tend to stretch 
the process for their own 
conveniences and to 
account for length 
internal approvals. 

Agencies feel that there 
is a lack of respect for 
their effort and time 
from tender owners

What’s most frustrating is that there is 
absolutely no feedback whatsoever. We 
put in weeks and weeks of effort and 
let’s not forget money into the process. 
Then agencies have no idea of where 
their hard work sits in the pile until the 
selection or shortlist is announced.”
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beSt Practice 
aPProach

gests compliance but in reality is administered 
by largely technically oriented and less experi-
enced staff members. The end result is usually 
work of debatable quality.”

Tender documents should clearly state the 
evaluation criteria with the weightings so agen-
cies are aware from the get go what they will 
judged on.

So how can government organizations approach the rela-
tionship with agencies during the tender process better? 
What are the key areas to focus on to ensure the maxi-
mum levels of participation?

ProceSS 
iMProVeMent
The current level of bureaucracy often stymies the engagement of bidding 
agencies with the tender owners. Creative industries need to be able to de-
velop a relationship with decision makers and demonstrate their credentials to 
conduct the work. 

Agencies feel strongly about this. They’ve told us; “…it seems that most ten-
ders have been appointed or decide on before they even go out. True or not, 
that’s what we think. It might be somewhat cynical but it’s the reality. If you 
know someone on the inside and already have a relationship you must be 
more likely to win.” 

This can be overcome through the involvement of independent parties in-
side the organization and/or using a 3rd party to manage the process on the 
organization’s behalf. It’s essential to ensure that face-time is made available 
early in the process to all interested parties.

coMPetencY 
iMProVeMent
Agencies often feel that their work is not being evaluated 
by skilled marketers. They feel that their submissions are 
“evaluated by junior clients…” or that “filling in forms is a 
serious and cumbersome pain. We’ve been knocked out 
of tenders just because we didn’t fill in a form correctly… 
did they even look at our work? Form filling has become 
more important than the work… it’s silly.”

Independent consultancies can help bridge the gap. Not 
only can they manage the end-to-end process on behalf of 
the organization they can also assist with developing the 
competencies of in-house evaluation teams.  This adds a 
layer of objectivity to the process that enables agencies to 
trust it.

increaSed 
tranSParencY
Agencies are all too often unclear how the eval-
uation of bids will be conducted. In many cases 
they are unaware of who the decision makers 
actually are. They feel that the only important 
criterion is the overall cost of the project. That’s 
something that can be difficult to quantify in a 
service industry like advertising. Most frustrat-
ing of all is the lack of feedback at the end of 
the process leaving them little opportunity to 
learn from the experience and improve their 
future approach to tenders.
For example one agency said; “On a recent 
pitch that we did for one of the government 
agencies, we were told to think ‘out of the box’ 
during the briefing session. Then we were given 
a prescribed list of ‘mandatory items’ to be 
evaluated against. We went ‘out of the box’ and 
were told that we weren’t selected for the next 
round for failing to meet 
the checklist. In fact, 
some of the channels and 
media we recommended 
were highly innovative 
and impossible to cost 
prior to submitting the bid. The whole process 
was very contradictory between the briefing 
and the actual evaluation.”

Increasing transparency is straightforward. 
Tender owners need to be clear from the outset 
on the end-to-end process including evalua-
tion criteria. Criteria should be broad and not 
just focused on price – costs simply aren’t an 
effective way of evaluating creative pitches. 
Timelines and the scope of work must be well 
defined in the tender documentation. All agen-
cies bidding for work should be included in a 
tight communication process – they should 
have the opportunity to meet and understand 
the decision makers and should not be left 
guessing as to what’s happening and when it is 
happening.
This should help avoid situations like the one 
described by another agency; “The situation be-
comes more frustrating when an agency knows 
that after many sleepless nights working on a 
bid that the need for a deliberation process to 
be ‘democratic’ means ‘votes and ticks’. It sug-

“filling in forms is a serious and cumber-
some pain. We’ve been knocked out of 
tenders just because we didn’t fill in a 
form correctly… did they even look at 
our work? Form filling has become more 
important than the work… it’s silly.”

note This is merely an illustration. The criteria and weightings would 

change depending on client needs.
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increaSed return 
on inVeStMent

in eSSence
Advertising and marketing services should not be treated 
like a commodity. It’s a creative industry and the best 
work is derived from the passions and emotions of the 
people involved. 

That’s not to say that creative strategic ideas can’t be 
measured tangibly, they can. However, the process re-
quires rigorous discipline and experience. That’s a skillset 
that many government organizations have yet to develop.

It’s vital that face-time and proactive communication are 
given their weighting in developing a tendering process 
that allows agencies to communicate their strengths 
effectively and for government organizations to better 
outline their wants and needs.

In many instances government bodies are going to need 
to partner with an expert in tender management for crea-
tive agencies. This will allow them to receive impartial ad-
vice, improve the skills of their own talent and give those 
bidding, confidence in the overall process.

There needs to be a move from the ‘lowest common 
denominator’ approach that ticks most boxes by the most 
number of people, to an approach which enables appoint-
ing an agency that is most suited to the client’s needs. 
And can help clients leverage the best opportunities and 
thus have a partner in business growth. 
 

This is what agencies are looking for before they begin 
bidding on a tender. However, far too many government 
agencies try to conducting their marketing tenders on 
an annual basis. It puts off many agencies from joining 
the process and those that do often need to add ad-
ditional financial costs to offset the risks of single year 
contracts. 

In order to maximize the relationship for both parties; 
government agencies should be considering an in-
crease in the length of commitment to 2 year (+2 year) 
contracts.

diligent 
ProceSS 
& ScheduleS

benchMarking & feeS

caSe StudieS
R3 has worked with 
several government 
entities to help 
develop their tender 
processes.

SingaPore airlineS
Singapore Airlines have worked with the same 
supplier of marketing for over 35 years. They 
few years ago moved to an open tender with 
the intention of total transparency to see if their 
work could be handled more effectively. Given 
their long-established relationship they needed 
to bring in an independent body to help them 
develop their skills to bring the right results 
from the tender process.
Together we developed an independent frame-
work for the process that offered total neutral-
ity to ensure transparency. Benchmarks and 
criteria were put in place that emphasized a mix 
of financial and non-financial targets. A com-
munication strategy was adopted to ensure that 
senior management was completely aligned 
throughout the tender management process. 
External communication ensured that agencies 
received timely and consistent messages from 
the team.
The industry responded enthusiastically; the 
tender was rated at the highest level by the 
agencies involved. Singapore Airlines were able 
to live up to their reputation for responsiveness 
in relationship management.

1

“Agencies don’t normally make money in 
the first year of a new win because of the 
time required to learn the business and 
get the relationship working. So we look 
for a minimum 2 year commitment and 
ideally 3 or more years.”

Even though all tenders would state the timeline from the 
onset, not many actually stick to it. On many occasion 
agencies are given tight turnaround times. This is not 
necessarily a bad thing, as it offers the client to gauge 
how the agencies perform in time sensitive situations. 
However it is unfair to the agencies when clients take 
longer than the scheduled time to make their evaluations 
and subsequent decisions. It gives agency the indication 
that there was leeway in the schedule which only the cli-
ent benefited from.

Clients should set clear milestones and add in sufficient 
buffer for their interval reviews and potential delays. 
Thus the agencies will be aware from the onset on how 
long the process will take and when the final decision be 
reached. 

Finally, there is an opportunity to benchmark the process against simi-
lar processes and to develop fee structures which balance the risks of 
investment between the agency and the government entity.
This means identifying and implementing the tools necessary to de-
termine the value of an agency’s performance, an equitable reward 
structure which is adaptable in the right circumstances, which can be 
adequately administered and delivers results. 
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SingaPore touriSM board
Singapore Tourism Board wanted to completely restructure its agency partner-
ships and the remuneration model in light of changes in their marketing objec-
tives. They also wanted to ensure value for money in light of rising fees from 
their existing agencies.
They worked with us to redevelop their client-agency process model across 3 
types of agencies- Creative, Media and Digital. Their tender documentation 
provided specific scope, dates, decision makers and evaluation criteria. All 
shortlisted partners were involved in the specification of final scope of work, 
resource allocation and fees.
Throughout the process they drove higher levels of transparency and a more 
aggressive margin range. They used us to serve as a single point of contact 
for total clarity and equality in communication with all agencies. All bids were 
reviewed fairly and consistently based on the criteria defined.
The returns were spectacular; the Singapore Tourism Board received a return 
on investment of more than 70 times the fees spent on managing the project.
The process has also been replicated internationally.

touriSM auStralia
Tourism Australia (TA) initially contracted DDB Worldwide back in 2009 
for 3 years. When it came to 2012 they threw the process open again 
with a clear tendering process. This process was so open that even the 
local commercial press could report on who had made it to the shortlist, 
when bids would be submitted, what the evaluation process would be 
and how that process would work.
TA spends nearly $250 million annually on marketing and it was essential 
to get the best value for that investment. The final contract was awarded 
for a year but with two single year extension periods available if the work 
was successful.
The result? Despite strong competition from Clemenger BBDO and Droga 
5 (with Ogilvy) TA decided to retain the services of DDB. DDB recently de-
veloped an online campaign for TA called; “There’s nothing like Australia.” 
The $4 million production budget resulted in over 20 million views on the 
internet. TA say “it’s the most successful advert ever.”

ViSit england
Visit England followed a similar path when they 
were looking for creative agencies to partner 
with during the 2012 London Olympics. With a 
£4 million budget dedicated to boosting tourism 
during the games.
Despite M&C Saatchi handling the global cam-
paign Visit England wanted to diversify their op-
tions. They held an open pre-selection process 
to result in a shortlist of 3 agencies. 
The contract was awarded to Manchester’s Red 
C. The result? The United Kingdom saw over 4 
million additional visitors and over £1 billion in 
tourist spending during 2012.

edb (econoMic deVeloPMent board) SingaPore
EDB saw that agencies are evolving to offer increasingly similar marketing 
solutions. They wanted to develop a tender process that allowed agencies 
from any discipline to respond to their needs for creative, media and digital 
services.
They turned to us to ensure that the participants in the process met their 
tender requirements. They wanted to ensure that they had regular meetings to 
develop “chemistry” with potential agency partners and to give them a better 
understanding of the talent and cultural fit of those partners. Then once the 
shortlisting process was completed they developed a highly specific scope of 
work, resource allocation schedule and fee structures.
The process allowed EDB to remain objective and use easily understood crite-
ria to evaluate bids. They used competitive benchmarks to better develop fee 
structures. They asked us to manage all communication between EDB and the 
agencies to ensure fairness and transparency.
The result was that EDB Singapore was able to uncover daring local talent in a 
home-grown boutique agency that fully met their needs and objectives.
Further EDB appointed R3 as Agency Consultants to evaluate agency per-
formance and monitor scope and fee tracking for the period of the contract 
demonstrating their commitment to the overall client-agency relationship,

2
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ing regional clients such as Samsung, VISA, Johnson & Johnson, BMW, Coca-Cola, VISA, Samsung, 
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