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Why Won’t They Do What You Want ? An Insight From Organic Food
This newsletter shares some research we [1] did for the UK Soil Association, a group concerned to promote organic farming. Although the question [2] discussed here is about food, the principle may apply to many other campaign problems. 
Among other things, the nationally representative survey asked who bought organic food. Here are the topline results for that question:
- I always buy organic food 1%
- I regularly buy organic food 11%
- I sometimes buy organic food 49%
- I never buy organic food 37%
- Don’t know 1%
For those in the food and farming business these bald figures are probably unsurprising. The numbers of people buying organic food in the UK have increased steadily, with sales growing at about 10% a year. Most of the food (representing around 1% of that consumed in the UK) is however bought by relatively few people. In 2001 data from Taylor Nelson Sofres (TNS) showed that 75% of UK households made at least one organic purchase in the previous year, t he average purchase frequency was once per month and 7% of buyers account for 61% of money spent on organic food [3]. Our 2005 survey looks rather similar.
Say like the Soil Association you wanted to increase the uptake of organic food. All campaigns will want to reinforce or change a behaviour. In this case a great deal of attention has focussed on buyers of organic food. But what about those who aren’t buying ? 
Rather than base campaign ideas on what ‘people’ are or aren’t doing, it’s more useful to know which types of people. If we can sort them out, or as marketers say 'segment' them according to motivation, then we're also looking directly at why they do or don’t do something.
Our survey segmented people into value groups, defined by their main psychological drivers or needs [4]. Meeting these needs frames their behaviour. By understanding these needs campaigners can help influence behaviours. This is a more robust ‘segmentation’ than for example socio-economic (wealth) based systems because in that case we’d have to guess about motivation based on how much money people had. 
The three main Motivational Groups [5] revealed by this research are
         Settlers who currently make up 21% of the UK population
         Prospectors, currently making up 44% of the population
         Pioneers, making up 35% of the population
By comparing the question results to these proportions we can see where a particular motivational group is over or under associated with any particular response. (Broadly the settlers are traditionalist, conservative and cautious, seeking security, belonging and identity. This is where we all start in life. Some then become prospectors, seeking success, self-esteem and esteem of others. Lastly some move on to meet new needs, becoming pioneers. The pioneers start things and try things out, and the other groups follow in their different ways. For more detail visit www.cultdyn.co.uk. Pioneers = inner directed; prospectors = esteem driven, settlers = security driven). 
Pat Dade of Cultural Dynamics says:

"The most obvious people to study are those who already know and approve of one’s offerings, the current buyers. That said, organisations can be blinded by the obvious and, as a result, can miss opportunities to develop new strategies to expand their influence. So it is a useful exercise to occasionally turn things upside-down. So …Who Never Buys Organic Food? 37% of respondents said that they never buy organic food. This is quite a large proportion of the population given the nature of the product – food, a necessity.
Pioneers comprise 35% of the population, but only 26% of those who never buy organic foods. If the % agreeing with this response is divided by the % of the Group within the culture we get an index of 74. So fewer pioneers than would be expected by chance ‘never’ buy organic. They are in fact the least likely of the three Motivational Groups never to buy.

Prospectors - the largest Motivational Group in Britain at 44% - make up about 47% of those who never buy organic food, giving them an index of 105, about average.
Settlers make up about one in five of the British population, but make up over one in four of those never buying. As a result, they index quite highly at 131.
These raw and basic figures give analysts and planners a quite robust picture of the dynamics within each section of the population, making it possible to begin to identify the different reasons why people may or may not choose to buy organic food. (It is possible to go much further and break down the population into 12 ‘value modes’, four in each of the three main motivational groups).
So here’s a possible issue. Campaign planners and strategists may pick a behaviour they want to alter – for example, persuading non-buyers to buy – but may choose a strategy that only works for those that already buy. 
This sounds obviously wrong when put this way but it’s a natural thing to do – repeat what works – if you don’t have the research on your audiences to understand the diversity within them. Moreover, it’s an easy mistake to make if you have no research but are a cause based group run by people who believe in the cause. Driven by enthusiasm and conviction, such campaigns may attract people like them. This may be enough to succeed – depending on the tactics, strategy and context. Or it may not. Without research that’s a question decided by pure luck. What is certain, is that if your strategy involves trying to change the behaviour of all people, you are unlikely to succeed by simply projecting onto all, what worked for a few self-starters.
Pat Dade of Cultural Dynamics comments: "On organics, this profile is very similar to others on this issue that we have been collecting over the last 15 years. The only significant changes are in the total volume of people never buying organic food - it has steadily declined over the years". 
"But" says Dade, the dynamic between the groups "is always the same: Pioneers are the ones most likely to try new offerings - and if the product (organic food in this instance) is up to their desired requirements, they will change their behaviours very quickly. It is likely that Pioneers in this ‘never buy’ sample have tried organic food at one time and found that it doesn’t meet their requirements, whatever they may have been".
The esteem-driven Prospectors, says Dade, "are also quite likely to have tried organic food in some form or another over the last decade or so, and have found that the experience does not meet their needs".
"However, it is quite possible that the Settlers in this survey have never tried organic food, preferring to stick to the tried and tested they have ‘always’ eaten".
Hence the reasons for not-buying organic food may well be very different for this group. How do you reach Settlers? For one thing, most under 15s are Settlers (though most of then don’t buy their own food – they have arguments with their parents instead !). So says Dade – "picture a 40-year old housewife with the same Settler values set as the 9-year-old. Now think Jamie’s School Dinners !" (the UK tv series aired earlier this year featuring celebrity chef – see below for additional analysis of Jamie's campaign troubles as captured on tv).
"The strategy to persuade her to buy organic food for the first time", notes Pat Dade, "will need to be very different from the strategy designed to persuade Prospectors to try organic food again "
Things we might want to research: 
· Why do the Settlers never buy organic food?
· Is it for a different reason than Prospectors? Or Pioneers?
· Can organic food ever attract these people?
· What are the keys to any communication about the purchase andconsumption of organic food?
· Will they be different for the different Motivational Groups? 
The key insight which this example gives to any campaign planner is that we really need to do research, preferably qualitative research. Even if it isn’t using value modes, any sort of segmentation is likely to help, so that you don’t fall into the trap of projecting ‘messages’ at people which are unsuitable for those people. 
This finding also shows why it’s usually much more cost effective to try and devise campaigns which get big outcomes by influencing few people, than campaigns which can only work if they influence many (or in the extreme case, everyone). This is a far from trivial point as more and more campaign groups seem to be getting drawn into trying to influence the ‘behaviour of society’, often because governments are failing to lead or regulate. Such projects are likely to be extremely resource-heavy, and can only work if they use the techniques of mass marketing as well as alliance building, partnership working (etc).
Taking the situation where we have a campaign group which wants to work by campaigning, then the values work tells us that ‘upsetting the applecart’ is unlikely to be successful in reaching the settlers. At least they are unlikely to be attracted to an inner-directed pioneer type pitch aimed at symbols of authority (be that Tesco or Asda or the Government). They are likely to prefer family-oriented, homely local actions. In the food case for example, we might guess that they’d be attracted to the idea of food more like it used to be, more local, from known sources, with ‘organic’ in the small print. 
In the case of the esteem-driven prospectors – a whopping 44% of the UK population and, latest studies suggest, 55% in the US and rising – it’s brands which may well be key. They don’t usually want to join a campaign for something new but to buy things that are successful, signs of success, what’s fashionable or desirable. Finding ways to devise campaigns to trigger or support (but rarely front) the emergence of successful brands, is key to mobilising behaviour change with these groups.
Campaign organisations accustomed to very public working can find this unpalatable. It depends partly on whether they have the research and marketing skills to craft such efforts, and partly whether they have the inclination. Business of course has no such qualms, and on the ‘organic’ front is already bet-hedging with investments in brands that may currently appeal mainly to pioneers but which are anticipating the major purchasing surge that takes place once the prospectors move into a market. Rita Clifton of Inter-Brand points out for example, that ‘alternative’ cosmetics brand Aveda (‘Caring For You And The Earth’ etc – www.aveda.com) is owned by mainstream Estee-Lauder, and the organic Seeds of Change range, popular with greenies, is owned by equally mainstream Mars (www.seedsofchange.co.uk ). 
Lastly, campaigners must consider what affect it will have on the people who are already ‘converted’, if they are seen to go after the hold-outs. A tv campaign for instance to pursue settler non-purchasers of organic food might look to the pioneers, who mostly buy already, as if a group such as the Soil association was becoming more ‘commercial’ and less of a ‘trusted source’. This speaks to the use of discrete channels which are closely tailored to specific audiences. On the other hand prospectors are more likely to see any such profile as a good thing, because it’s a sign of success (but not if it’s a controversy that you ‘lose’).
Coming up in future newsletters:
· what are the values of supporters of green groups ?
· what do people think about more airports and air travel ?
 
Additional Analysis Of Jamie's School Dinners Campaign [6] – Campaign Strategy gains this insight from Pat Dade of Cultural Dynamics …
Viewers of the Channel 4 tv series watched week by week as Celebrity Chef Jamie Oliver struggled to turn around ‘school dinners’ (lunches) cooked for children at a Greenwich Primary School (SE London). His troubles made good tv – but why was it so tricky?
Using conventional research (eg segmented by age, sex and socio-economics) the 9 year old schoolboy rejecting the fresh food from the dinner lady in Jaime's series – the maybe 40 year old woman also objecting to the food they have to make to Jamie's recipes – would never be included in the the same segmentation group ...but if Values are used as a segmentation it can be seen for the first time that they are both settlers and adverse to "new" or "different" ideas and behaviours. In other words resistance had nothing to do with "food" and everything to do with "changing behaviour".
This is a key understanding when communications strategies are created to change the behaviour of Settlers, i.e. it is not a "food issue", it is a "change issue". (So for climate campaigners for example – read not climate but change – and so on, - ed.)
Jamie's program was an absolute case study of firstly how to get it wrong when he defined his objective as a food issue and was shocked and frustrated at the rejection of his "good food" by the dinner ladies, theoretically the people most concerned with supplying "good food" to children. Once he apparently realised that it was a "change issue" (the Settler dinner ladies didn't want to - or couldn't - change) he had to change his development strategy and communicate in a very different way than he was used to in his kitchens filled with Prospector and Pioneer chefs looking to create the "best food possible" and wanting to constantly change their behaviours to achieve the standards they aspired to.
Once this was achieved, with a lot of soul searching and fascinating personal growth by Jamie (teaching women old enough to be his mother and as resistant to change as was possible with our society) he then faced the challenge of change resistance from people that he felt he "should" have a connection with, ie the students.
The second lesson he learned, and the viewers learned, is that the students and the dinner ladies were in effect the same people, i.e. Settlers. Jamie brought his very Pioneer world view, his value set, into their world and met with resistance that should have been expected, if he had understood values modes and values systems. 
Decision makers that don't understand and "measure" the extent of the values of their targets are likely to run into the same resistance as Jamie.
Those that do understand will create programmes similar to those evolved by Jamie...when Settlers are the target the first objective of any project is to develop communications designed to change existing behaviour, rather than making "better" products. Without this focus the first thought of the Settler is to reject anything new, and by default, different. Making something familiar (not different) is the first rule in getting the Settlers to change their behaviour.   
Splitting it into audiences:
The basic difference between what Jamie started to do and what he ended up doing was this:
He started with his needs, to provide good food, and never checking the psychological needs of his target audience.
What he ended up doing was to satisfy the needs of his target audience (for familiarity, safety, family and belongingness) which then lead to them changing their behaviour.
He had to learn how to communicate with the target audience; which turned out to be target audiences, before they would change their behaviours.
All his targets were Sustenance Driven, which is why he had such a hard time introducing something new!
Audience one:
The dinner lady went to work in his kitchens to see how good food was produced "in bulk" and to a timed finish...she then became a "champion" of the task and help spread the gospel according to Jamie. This is a classic Sustenance Driven strategy to enable quick adoption...win the approval of the "big dog" and the pack will follow!
Audience two:
The kids got to "play" with food and menus to make it familiar. Food became a fun thing to learn about, and trying something which they about was much easier than trying to "interest" them about some thing they weren't interested in. In the end the kids who still weren't trying the new food began to lose their sense of belonging and would become "late adopters" rather than lose their sense of safety in the group.
Audience three:
The families of the children. If the mother was expressing her caring needs (making the children happy) through supplying the children with what they wanted (sweets and TV advertised snacks) they would find it difficult to encourage them to try the "weird" food Jamie provided. By physically going into the homes of a few parents and showing them that their kids behaviour changed radically when they stopped feeding them sugar. The parents were gob-smacked as their kids behaviour changed within hours! No more carb driven bickering and tantrums! He was able to satisfy their need for "good kids" and then the "weird food" was seen as a "mothers little helper", i.e. something they knew about! The parents got what they needed, a lovely family, and Jamie and the kids got good food.
Audience Four:
The politicians. Their needs were also Sustenance Driven, they needed to be seen as Family-friendly via "it's education, education, education"; and delivering on this so they could guarantee their own safety and security (through having a job!) Charles Clarke, probably for the first time ever - and since, was actually seen in a "friendly light".
 [1] Campaign Strategy Ltd and Cultural Dynamics, for the Soil Association in the UK. 
In February 2005 Campaign Strategy Ltd and Cultural Dynamics (CDSM Cultural Dynamics Strategy and Marketing) commissioned a nationally representative telephone survey of over 1000 adults, who were asked a number of questions about political identity and other issues. The political results and some on climate have already been reported in newsletters and are posted, with the full methodology, at this website. The interviewees, questioned by BRMB, were also asked ten questions about their lives which enable Cultural Dynamics to place them into 12 ‘Value Modes’ groups, within three broad psychological Motivational Groups. 
Cultural Dynamics Strategy & Marketing (www.cultdyn.co.uk) advises organizations of all kinds on the implications of changing Cultural and Individual Values on policies, processes and procedures. Its methods are based on quantitative research that has been conducted since 1973, measuring the Values, Beliefs and Motivations of (primarily) the UK population.  For more information contact: Pat Dade - Cultural Dynamics - +44 (0)7742 333 372 Thegurupat@aol.com. 
[2] download the (Organic Food) data set for this question at www.campaignstrategy.org/newsletters/organic_question.pdf 
[3] http://www.organicts.com/organic_info/countries/uk/consumer.shtml
[4] It also segmented them by age, sex, education, location, socio economic and lifestyle groups - see data set
[5] The dynamics of these groups are described at the website www.campaignstrategy
[6] see http://www.feedmebetter.com and http://www.channel4.com/life/microsites/J/jamies_school_dinners/campaign/
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