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Citrus
Standard Operating Procedures for Account Service

This document was the Standard Operating Procedures document prepared for
incoming Account Managers to Portland’s advertising agency Citrus.

Our goal was to instill the ideas of client service, high-consciousness, the
agency goal of excellence, and the importance of teamwork to create the most
effective and well-managed marketing communications for our clients.

And, importantly, to run a profitable agency.

Account Service Team Function

Welcome to Citrus. Our Account Management team is an integral element in the
agency’s maintaining client relationships and ensuring that the agency delivers
our best thinking and work.

The best Account Managers help our clients meet their business goals through
the development of highly-effective marketing communications programs and
have a successful working relationship with the agency. You are also
responsible for helping the agency grow profitability.

Background

The following Standard Operating Procedure (SOP) for our Account Service
team is based on my years running major accounts at Saatchi & Saatchi
Advertising Worldwide, as CEO of two digital companies (clients of agencies)
and as CEO of Citrus.

If I learned anything along the way, it is that delivering excellent client service is
a key objective of a marketing communications agency.

Thinking like our clients, understanding their issues and opportunities and
delivering answers and guidance ahead of their “ask” is critical to agency
success.

The Plan
The Account Service team is responsible for the daily contact between Citrus

and clients. The team interfaces with the various departments of the agency to
move projects through our system on behalf of the client. Account Managers
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and Coordinators manage meetings and communication with clients and agency
departments including but not limited to creative, production, financial and,
increasingly, freelance agency partners.

The Account Service team is also responsible for managing agency strategic
planning including writing Creative Briefs and media planning documents.

Because the Account Service team is the liaison between clients and the various
agency departments, the following SOP’s are important to follow in order to
keep client work and the agency running smoothly.

As an Account Manager and/or Coordinator, you should always strive to
become an extension of your client’s marketing team and help your client’s jobs
meet objectives and to make the marketing process seamless. Our clients hire
an agency to handle things that they can’t or don’t know how to; therefore we
as an agency have the opportunity to become indispensable to our clients.

From planning through execution, your goal should be to establish yourself as a
valuable and necessary business partner. Here on some tips and basic steps
and procedures on how to do meet our client’s needs:

1. Getting to know your client’s business

One of the most important aspects of being a client partner is to know their
business issues, their strengths, their goals, competition, industry trends, etc. If
you don’t know your client’s business, you cannot bring solid solutions to the
table. Also, the better you know your clients, the easier it will be to recognize
additional work that we can initiate and handle for them.

Simply put, getting additional business from existing clients is more efficient
than pitching and acquiring new clients, period.

We discuss gaining additional work from existing clients in our quarterly
business development management meetings.

Important action items include staying current on various industry trends,
reports, information, etc. by reading trade and consumer publications, websites,
e-newsletters, RSS feeds, podcasts, blogs, etc. Use Google Alerts and sign up
for industry specific “briefs” that deliver top line news for a particular industry.

Ask your clients what they read to stay up on their business. This not only shows
you care and that you are on top of it, but also gives you great insight to their
world.
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2. Talking to your clients and building relationships

The relationship between the agency and the client is more than half the battle
when it comes to keeping clients happy. As the Account Manager and/or
Coordinator, you are the gatekeeper of the relationship. As with any relationship,
you need to nurture it to make it strong.

Be dedicated and knowledgeable when it comes to communicating with your
clients. Talk to them on a regular basis. Call them (don’t just rely on email or
messaging apps) and get to know them. See them face-to-face when possible.

Note: There are clients that simply do not want to meet face to face. If you
sense that this is the case, don’t push it.

3. Managing meetings

Holding consistent and effective client and/or internal account meetings is a
critical part of the Account Service team’s job. If you have not seen your client in
a while, don’t let status emails and phone calls be the only form of
communication with your clients. Set up a meeting to go over an estimate or
project so that you are communicating on a regular basis. Every client is
different, so figure out a meeting schedule that works for him or her.

Managing a face-to-face client meeting is ultra important for good Account
Service, particularly if it’s a meeting that the agency has initiated. The same
holds true for internal account/creative meetings.

Always have a written agenda for a client meeting and a clear objective of why
the meeting is being held. If it’s a client-initiated meeting, give the client the
agency’s agenda ahead of time so that the client can work the agency agenda
into his/her’s. If you are managing an internal account/creative meeting, again,
have a clear objective of the meeting and make sure the team knows what that
is.

Side note: For internal meetings that include the creative team, we try to
schedule those meetings between 8AM-10AM and 3PM-5PM. This gives the
team a good portion of the day to actually get work done. Sometimes we all
have to be flexible, but try to schedule internal creative meetings within this
timeframe.

The basics:
* All meetings must start on time. Make sure attendees know they have to

show up as scheduled. | have seen clients and agencies regularly start
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meeting 20 late. It is rude to keep anyone who shows up on time waiting
for you.

» State how long you expect the meeting to take.
* Have a clear objective and agenda.

* End the meeting when it is over. Everyone is busy and wants to get back
to work.

Whether it is an internal account meeting or a client meeting, the Account
Service team is responsible for taking notes during the meeting. Post client
meeting, it is very important that the Account Service person completes a client
contact/conference report (use our templates) that recaps the meeting and
notes any decisions made.

Contact reports should be thorough, yet concise. They should be well
organized, easy to read and recap any client or agency action items including
deadlines of deliverables. Have a team member who was in the meeting read
the report for inclusiveness and accuracy. Always post contact reports to the
Citrus Extranet and make sure they are housed on the Share.

4. Managing Projects

As a Citrus Account Manager and/or Coordinator, it is your responsibility to
manage projects so that they are on time, on budget and meet the expectations
of your clients and the agency. This includes starting every job with a defined
and agreed to scope of work, budget estimates, project timelines and making
sure the client and the agency team working on the project is fully aware of all
decisions to the above. You will work closely with the Production Manager
and/or Coordinator to help traffic jobs through the agency to stay on schedule,
and work closely with the COO/CFO to stay on budget.

Tips for staying on time and on budget:

1. Update and manage the daily “hot sheet” religiously so that each day’s
deliverables are clearly communicated to those responsible.

2. Stay in communication with production department on job deadlines, etc.

3. Maintaining agency profitability is key. Pull “Time to Dates” (billing
worksheets showing exactly how much time is in a job on that date) for
projects that are large in scope and you know have/will have a lot of
agency time spent on them. Monitor the project budget and talk to the
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COO/CFOQO, Director of Client Services, Account Supervisor and/or
Production Manager if it appears we may go over budget. Figure out why
and how we can proceed without breaking the budget parameter.

If budget is a factor because of client and/or vendor changes, you need
to communicate that information to the client immediately. The number
one thing to remember about client timelines and budgets is to
communicate changes immediately. No surprises! Talk with the Account
Supervisor and/or Director of Client Services as well as the COO/CFO
and Production Manager on how and what to communicate with the
client.

4. Always make sure you are clear on your client’s expectations and that
he/she is clear on yours/the agency’s before starting or continuing on
with a project.

5. Here’s a step-by-step guide to preparing client estimates.

* See past examples of estimates on the Share and/or Extranet that have
been prepared for your clients.

* Use the agency template for all estimates that are being presented to the
client.

* Make sure you know what billing rates and out-buy mark-up rates each of
your clients is currently billed under. Refer to COO/CFO and/or the
master client contact list for this information.

* Work with the Production Manager and/or Production Coordinator to
prepare numbers that are relevant to the scope of work defined. You
many need to have multiple meetings/conversations with your client to
make sure the scope of work is clearly defined and meeting their and our
expectations.

* Make sure the important details of the job are covered in the description
of the project. Although there are somewhat standard ways of describing
Agency Services, think about the job at hand and customize
appropriately. For instance, if the job doesn’t include concepting, make
sure to take concepting out of the description.

* Always have COO/CFO review the prepared estimate and sign it before
you present it to the client. You can also have the Director of Client
Services, Account Supervisor and Production Manager review estimates
(particularly the more complicated ones) before they go to the client.
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Know the estimate intimately so if a client asks a question, particularly
“Why is the estimate so high?” you can answer the question confidently
and provide the details needed to help the client understand how we
arrived at the estimate we did.

Make sure the disclaimer and contingency statement is correct for each
estimate. Sometimes that section of the estimate document needs to be
customized so there is no question in terms of what is NOT covered in
the quoted cost.

If the estimate is still too high for the client, work with the client on
changing the scope of work to fit their budget. Do not just say you can
cut the budget down without changing the scope of work. That sends the
wrong message—we are not selling used cars!

The Process

Once you have client agreement, it is time to get the agency working.

Here’s an overview of the step-by-step creative process:

1.

Cut a work order. Include all pertinent information known at the time.
Include all accurate publication specs. Once the work order is submitted,
the Production Coordinator or Office Manager processes it, puts into the
“system” and it becomes a real job.

Before calling out a “kick off” date/time on the work order, talk to the
Production Manager and/or Production Coordinator about who will be
working on the job. Then, schedule the kick off meeting with appropriate
parties. Keep meeting small.

The goal of the kick off meeting is to inform the creative and production
teams of what the project is, define the scope of work, timelines, start the
budget conversation, etc. This is the time to report everything there is to
know about the project. All client expectations are brought to the table for
discussion.

A creative brief should be written by the Account Manager and/or
Coordinator and approved by the client before the kick off. See past
creative briefs on the Extranet for examples and use the Creative Brief
corporate template for consistency. As a rule, we use the shorter brief
template for “single component” jobs and the lengthy template that
includes greater details for multi-faceted jobs or new clients where we
have a lot to learn.
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5.

The Account Manager and/or Coordinator presents the brief to the team
during the kick off meeting.

Then, the Account Manager and/or Coordinator manages the project as it
moves through the agency. Always keep clients apprised of when
deliverables are coming, any delays in timeline, budget checks, etc.

Make sure to review creative presentations internally and within plenty of
time for modifications before you are scheduled to show/present to the
client.

When you review creative concepts internally, refer to the client-approved
creative brief to ensure that concepts are in line with the brief and client
marketing objectives.

Always stay in clear communication with the creative and production
teams to make sure you are providing the information needed and
contributing what they need from you as they create/develop creative. Do
not assume the creative team has everything “wrapped up” without your
involvement. This goes for not only creative develop for clients, but in-
house new business proposals as well. Don’t assume the creative team is
“handling it.” You are in charge of managing every aspect of every project
(internal or client) to ensure the job gets done in a timely, successful and
efficient manner.

10.When the team is ready to present ideas to the client, you are responsible

for working out with the creative team who will present how and what in
the client meeting. Remember that when it comes time to present work to
a client, you and the team are “selling” the work you are not just saying,
“here it is”. You need to know the work and assignment intimately and
believe in it. You should be able to walk the client through all of the
reasons the work being presented will meet the desired objectives and be
able to defend it.

Also, be proactive and try to prepare for any questions / concerns the
client might have regarding what you are presenting. Prepare your
answers / comments in advance so that you are ready for whatever
the client “throws” your way.

Read my book, “Buy This Book. Win More Pitches.” It will help you
become a master pitch person.
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Client Billing

As an Account Manager and/or Coordinator, you are responsible for reviewing
your client’s billing worksheets.

Get ahead of any billing issues and questions.

Always strive to anticipate and handle billing issues before they become “big
issues”. For instance, if the client or a vendor changes the scope of work mid-
project and increases the cost of the job, don’t wait until you are about to bill for
the change to tell the client. Give them a heads up right away. Always strive to
stay in clear communication and be proactive when it comes to client billing.

Use the Citrus Extranet
The Citrus Extranet is our online account history.

Always post documents / creative presentations for client review to the Extranet,
even if the information was given to the client in hard copy format. It’s extremely
important to keep up-to-date activity on the Extranet for future reference by you,
the client and other team members.

If you have a client that does not use the Extranet, try to figure out why. Offer to
give him/her a crash course in using it — and its long-term value. If you need help
with this, the Director of Client Services and/or Production Manager can help
you.

One final note about Account Service

Strive every day to NOT be an “order taker”, but be a true marketing partner. If
the client asks for an “ad” or any form of marketing communication, step back
and ask the client for his/her objectives and then think through our 360-process.
Maybe what your client wants to accomplish can done more effectively via
something other than an ad, video or Instagram program. Think beyond the day-
to-day and what the client is asking (that’s not to say don’t listen to the client)
and provide good, innovative, efficient and “beyond the norm” type of marketing
solutions to your clients.

Remember, you are not alone. Always have a second set of Account Service
eyes help you proof work. Always have the Director of Client Services and/or
Account Supervisor review your creative briefs and/or contact reports for input.

And, finally, put your client hat on when working on projects, presentations,

proposals, issues, etc. on behalf of your clients. Try to think like a client—if you
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were the client, how would you like your agency to work with you? This will help
keep good communication flowing between you, the agency and the client.

Always remember that “No Surprises” is a key element of agency service.
Thank you and welcome to the Citrus Account Service team!

Peter

Peter Levitan & Co. The New Business of Advertising.
peter@peterlevitan.com www.peterlevitan.com




