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MARKET-BASED SANITATION TRAINING
IN-DEPTH TRAINING: ACTIVATING CONSUMER DEMAND
Overview
Date: TBD
Room: TBD
Duration: ~70 minutes
Attendees: NGOs that implement MBS programs
Purpose of the document: This document will guide facilitators on conducting in-depth training on activating consumer demand for MBS.
Learning objectives: After the training, participants will be able to:
· [bookmark: _GoBack]Understand the difference between demand generation, demand activation, and demand fulfillment
· Understand the importance of one-on-one and small group demand activation by demand activators to generate sales
· Identify local actors that can serve as effective demand activators in their contexts
How to use this document
Facilitators should use this document and the accompanying material (a deck and the material) to prepare for the training.
The “Agenda” section provides the structure and duration of the session.
The “Facilitation guide” section provides the structure, suggested duration, scripts, and other requirements for specific sections of the agenda.
The “Notes for the facilitator” provides additional considerations for the facilitator to keep in mind to ensure the learning objectives are met.
Agenda 
· Introduction to the session (2 minutes)
· Difference between demand generation, activation, and fulfillment (7 minutes)
· The importance of one-on-one demand activation (7 minutes)
· Types of demand activators (10 minutes)
· Breakout activity (30 minutes)
· Plenary (15 minutes)
Facilitation guide
Italicized text denotes the suggested script
Introduction to the session (2 minutes)
· Share the objectives and agenda of the training
· This session will focus on a critical aspect of the sales and marketing of MBS interventions – demand activation 
· We will cover the following:
· Describe the difference between demand generation, demand activation, and demand fulfillment
· Highlight the importance of one-on-one and small group demand activation by demand activators
· Do an activity to identify local actors that can serve as effective demand activators in your contexts
Difference between demand generation, activation, and fulfillment (7 minutes)
Structure:
· Introduce the diagram (1 minute)
· Explain demand generation (2 minutes)
· Explain demand activation (2 minutes)
· Explain demand fulfillment (2 minutes)
Detailed script:
· Introduce the diagram (slide 1)
· Let’s start by defining 3 distinct components of the sales and marketing of MBS – demand generation, activation, and fulfillment. People often confuse the 3, but they are distinct.
· Different components are required for different customers, depending on their state of demand.
· Explain demand generation
· Let’s start with customers who have negligible demand for toilets. They will typically find open defecation acceptable and do not see a benefit in using a toilet. 
· Demand generation is the work done to make such customers aware of the benefits of a toilet and to generate general interest in buying one, often by connecting with deep motivations such as comfort, safety, convenience, or prestige rather than health benefits alone
· Most activities under CLTS will fall under this category
· Explain demand activation
· Once demand generation has created a latent demand or intent to purchase a toilet, demand activation comes in. It is the work done to convert the latent demand to a decision to purchase a toilet. Demand activation will include providing guidance on different options available in the market and information about suppliers, addressing concerns, and answering questions about the product. 
· Without demand activation, a customer who has been triggered through CLTS, for example, might not make a purchase decision despite their newly generated awareness and interest; demand generation is only the first step, and more work is needed to get to a purchase
· For instance, I might have an interest in shifting from OD or an unimproved toilet to a basic toilet but unless I get more information about products, where to buy, and most importantly persuasion, I might not actually spend the money and go through with the purchase. This situation is not peculiar to toilets and is the case with most commercial contexts although the degree of persuasion will vary depending on the product or service in question.
· Mechanisms are required to activate this latent demand, which requires enterprises to pursue sales & marketing strategies that often need to developed by MBS programs
· Explain demand fulfillment
· Demand fulfillment is the final piece required to convert the decision of purchase to a constructed toilet. It includes the delivery of products and services required to construct a toilet at the customer’s home; these products and services can all be provided by sanitation enterprises, or by other players such as hardware stores, raw material suppliers, and masons
· MBS interventions typically include demand activation and demand fulfillment as it assumes that basic demand has been generated, but implementers may also undertake demand generation activities in parallel (or in sequence)
The importance of direct demand activation using demand activators (7 minutes)
Structure:
· Explain the different ways to activate demand (2 minutes)
· Highlight the efficacy of one-on-one or small group demand activation via demand activators (5 minutes)
Detailed script:
· Explain the different ways to activate demand (slide 2)
· We can categorize demand activation into 2 broad categories
· First, we have indirect marketing mechanisms, which do not involve direct engagement with a particular customer 
· This can include mass marketing activities such as radio or print advertisement to raise awareness and spread information about particular product options
· This can also include investments made in product branding to build customer recall 
· We can also have more direct marketing mechanisms which engage customers one-on-one or in small groups to build awareness, and address questions and concerns; these activities can be done by entrepreneurs themselves, or via demand activators
· Highlight the efficacy of one-on-one or small group demand activation via demand activators (slide 3)
· Between these 4 options, our research shows that interpersonal communication by demand activators in one-on-one or small group settings (e.g., village meetings) is relatively more effective for activating demand
· Indirect marketing has not been very effective, since it does not address the specific concerns and questions that customers have with respect to purchasing a toilet. For example, customers may be worried about whether a product can be installed on their premises. Indirect branding will not address this specific concern for the customer. Customer surveys have shown the most customers do not cite posters or leaflets as a source of information.
· Indirect marketing mechanisms can also be quite expensive, as it may involve significant advertising and printing costs.
· A 2-way engagement with the customer has proven to be more effective and cheaper to activate demand. This is required to understand customers’ problems and overcome their objections, before persuading them to purchase a toilet. 
· However, even within the direct marketing mechanism, using demand activators has typically been more effective. Entrepreneurs are reluctant to actively market themselves - they have limited time to actively go out and market, and prefer staying in their shop to attend to customers and/ or engage in manufacturing activities.
Types of demand activators (10 minutes)
Structure:
· Describe the demand activator mechanism (2 minutes)
· Describe the different types of demand activators (6 minutes)
· Summarize the type of demand activators (2 minutes)

Detailed script:
· Describe the demand activator mechanism (slide 4)
· Now, let’s talk a bit more about how demand activators work (each sub-bullet is a click of the animation)
· A demand activator meets with customers, persuades them on the benefits of purchasing a toilet, and informs them as to where they can purchase one 
· Interested customers place an order and may even make a token payment 
· Demand activators communicate the order to the entrepreneur
· The entrepreneur then delivers the toilet and receives payment from the customer. 
· In exchange for the order, demand activators get a commission from the entrepreneur if that is the arrangement between them.
· In such mechanisms, programs have to initially provide support by recruiting demand activators (if they don’t already exist) and brokering relationships between demand activators and entrepreneurs. They also provide training and marketing materials that incorporate context-specific emotional and functional messages to persuade customers to purchase a toilet.
· Describe the different types of demand activators (slide 5)
· The next question is – who is the demand activator? Different MBS programs will use different types of actors to play the role of a DA. 
· Different types of demand activators can be distinguished by their primary incentives and the kind of influence they can exert in their communities. Here, we describe 3 common archetypes typically found in various MBS programs based on these two parameters. This is not a comprehensive list, and there may be other archetypes that are relevant in your contexts.
· The first archetype is professional sales agents who typically belong to the community and are primarily motivated by the opportunity of sales commissions and employment 
· They may perform this role part-time and as a means to supplement their primary source of income. We have seen sales agents used in MBS programs in Cambodia, India, and Nigeria. They can be people who are already selling other products (like clothes), or may be fresh college graduates or even dropouts. They can also be part-time.
· They tend to be mobile and cover multiple villages but the challenge is that they may be opportunistic by targeting only “early-adopters” or customers with a ready willingness to buy and make little effort to convince more challenging prospects. Attrition is another challenge if demand and, in turn, their net commissions are too low compared to alternative opportunities. 
· The second archetype is community opinion leaders that hold formal, influential positions such as a head of village or members of local government 
· While sales commissions compensate for their effort, they are primarily motivated by non-financial incentives. For example, selling toilets helps in fulfilling their mandate to increase sanitation coverage or overall community development. We’ve seen local government leaders serve as effective demand activators in Bihar. 
· They tend to be more persuasive, follow-up with prospective customers, and can target households that are not “early adopters” but they may restrict themselves to their village or constituency. 
· The third archetype of community influencers that lack formal leadership positions but enjoy trust or influence over the community
· This can be an elder or religious leader in the village, someone who commands respect in the community, or someone who has held formal government positions in the past. They can be motivated by either monetary or non-monetary incentives. For example, community influencers were used in Benin to sell toilets. They were nominated by the community and did not receive financial incentives for their role, but did receive training and recognition from the government in the form of rewards/ medals and perceived improvement in their social status in the community.
· Similar to formal leaders, they can target households who are not “early adopters,” but their reach may extend beyond their village or community. For example, some religious leaders may exert influence over multiple villages or towns while some may have a more local presence. 
· Summarize the type of demand activators
· As we can see, many different actors can play the role of demand activators, and MBS programs need to make a thoughtful choice about which actor is most appropriate for their context and goals
· Let us now do an activity to explore the factors that influence this choice
Breakout activity (30 minutes)
Structure:
· List potential demand activators (5 minutes): List down the potential actors that can perform the role as demand activators in your context
· Map the actors on the matrix (10 minutes): Map these actors on the basis of their incentives and influence on the 3x2 matrix
· Identify 1-2 demand activators (15 minutes): Identify 1-2 actors that can serve as effective demand activators in your context
Requirements:
Material: 
· 10 copies of the 3x2 matrix printed on A2 paper (available in the material deck)
· Post its
· Markers
Detailed script:
· Provide an overview of activity
· In this activity, we are going to evaluate different actors in your context and identify the actors that are best placed to serve as demand activators
· We’ll split into groups and you will be provided with a 3x2 which that you have to fill with a marker
The facilitator should split participants into groups. Ideally, participants in the same group should be working on similar interventions or markets so they can create a common mapping of demand activators

· Explain step 1 - list potential demand activators 
· Let’s start by developing a list of all the actors in your context that can potentially serve as demand activators; write their names on the post-its
· Do not limit yourself, be creative and go beyond the 3 archetypes we just discussed 
· Explain step 2 - map the actors on the matrix
· Spend the next 10 minutes mapping these actors on the matrix
· Mapping based on the cost to enterprise is straightforward – ask yourself, will this actor be primarily motivated by money or employment? If yes, then the cost to enterprise will be high
· The level of influence can be harder to map because influence can vary by geography and the type of population (early adopter vs the broader market). Someone who has wide geographic reach but can only target early adopters may be medium, but someone who has the reach and can also target the broader population may be “high”
· Take a subjective view now, you can come back to these factors in the next section
· Explain step 3 - identify 1-2 demand activators
· Identify 1-2 actors that can serve as effective demand activators in your context
· You will need to think about a lot of different factors, for example:
· If sanitation enterprises are not willing to pay high commissions, you may want to go for actors that are not motivated primarily by monetary incentives
· If there are limited actors with strong community influence or influence that has wide geographic reach, you want to go with experienced salespeople as they are incentivized to go beyond their immediate geography
· If most of the community is still reluctant to purchase a toilet (i.e., they are not early adopters), you may want to go with someone who has a strong community influence
· We’ve shared some factors to consider, but also think of others that are relevant in your context and for your objectives
Plenary (15 minutes)
· Based on the activity, can you share your thoughts on the following (slide 7):
· Which actors did you identify as potential demand activators? Which actors did you drop?
· What factors did you consider? Why?
· You can refer to the materials on the slide (slide 8) if you want to further explore the concept of demand activation 
Notes for the facilitator
It is important to highlight to participants that choosing effective demand activators is a complex decision and depends on several contextual factors. The facilitator should encourage participants to explore these factors in the final step of the breakout activity. The script and the deck contain examples of some of these factors, but the facilitator should ask the audience to go beyond the listed factors and consider those that are relevant for their contexts.
The facilitator should keep note that certain slides in the accompanying deck contains animations, and get familiar with their sequence.
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