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ABSTRACT. In some professional services markets, the consumer is
faced with the decision of whether to use a professional provider or per-
form the task himself. In this paper we explain the drivers for a consumer
to use a professional service provider rather than choosing to become a
do-it-yourselfer. Using immigration law as an example, we suggest some
of the ways in which the provider of a service can market when the com-

petition is a potential-DIY. [Article copies available for a fee from The
Haworth Document Delivery Service: 1-800-342-9678. E-mail address:
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INTRODUCTION

When make-versus-buy decisions are discussed in business litera-
ture, the focus is on industrial purchasing decisions. The determining
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factor for making the decision is typically financial: businesses can de-
vote their resources to making things, or can outsource production of
them, based upon the best return on investment. Little work has been
done on how consumers decide between do-it-yourself (DIY) and con-
tracting for services. In this paper, we focus on the segment of the mar-
ket composed of people wavering between hiring a professional service
provider and doing it themselves. After explaining the evaluation pro-
cess that the prospective consumer uses to make such a decision, we of-
fer ways in which providers can address this market. We then, using
immigration law as an example, show how to implement these sugges-
tions in a professional service area.

There are a number of professional services where the real competi-
tion is not another service provider, but the customer himself. The cus-
tomer is not choosing which provider but whether to have a provider.
While there are certainly a number of services where the customer must
go to a professional provider, e.g., dentistry or surgery, there are a vast
number of services that the customer may be capable of performing, of
being a do-it-yourselfer. These range from hair dressing to plumbing to
tax preparation to buying stocks. The potential-DIY segment has been
largely ignored in the professional services marketing arena, a prime
arena in which many customers do it themselves.

Bookstores are filled with how-to-do-X books, where X ranges from
rewiring your house to getting a divorce. There are computer programs
that help people design their own homes or write their own wills. In the
non-professional services sector, retail stores like Home Depot run
well-subscribed classes on how to repair problems. Service providers
must be aware of why people do-it-themselves, and must develop suc-
cessful marketing programs to draw clients away from doing it them-
selves.

One area in which people may elect to become DIYers is fam-
ily-based immigration services. As with taxation on both a federal and
state level, filing immigration paperwork is something that can be done
by the client himself. The lawyer practicing immigration, therefore,
finds herself in competition not only with other providers but also with
the potential client.

BACKGROUND

There are two elements that provide the background for our propos-
als. The first is the conditions for being a do-it-yourselfer, the process of
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calculations that a consumer makes to come to this decision. The second
is a more complex categorization of the DIY segment, one which takes
into account a time dimension for these decisions. These two parts lead
us to focus on the undecided segment, a group not previously consid-
ered in the literature.

Conditions for Being a DIY

Lusch, Brown, and Brunswick (1992) offer a set of proposals to ex-
plain why an organization or household opts to avoid markets by creat-
ing goods or services internally. They suggest that a person evaluates up
to seven factors before deciding to do-it-himself. They propose that the
factors are expertise capacity, resource (factors of production) capacity,
time capacity, economic rewards, psychic rewards, trust, and control.

Using their definitions, we believe that those factors fall into three
categories: Resources, Reward, and Risk. We define Resources as the
capacities of expertise, production, and time. Rewards are either eco-
nomic or psychic. Trust and control are weighed to determine Risk.

In evaluating Resources, a potential DIY could believe that he has the
ability to develop any necessary expertise, and has the time to develop
the expertise and to perform the service. He may also feel that he can
gather any materials necessary to perform the task himself, meeting the
requirement for resources/factors of production. Shaw and Pirog (1997)
refer to these elements as the costs of information, time, and effort thata
customer must expend.

In evaluating Reward, the potential-DIY could decide that he will
have a net economic benefit, will save money, by being a DIY (see also
Reardon et al. 1999). He may also believe that he will receive the psy-
chic rewards of satisfaction, enjoyment, or external approbation from
successful completion (see also Bush, Menon, and Smart, 1987).

To determine Risk, the potential-DIY must decide if he trusts an out-
side provider to apply the same dedication and care to the task as he
himself would. He may also believe that he can reduce risk by control-
ling the process himself rather than relying upon the efforts of others.

Most potential-DIY probably do not assess each of the seven factors
when deciding whether to perform a particular service themselves. For
an individual consumer of a service, some factors may be more or less
salient, as we discuss later. It is likely, however, that any potential-DIY
is doing some evaluation in each of the three categories of Resources,
Rewards, and Risks.
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Types of DIY

Where the DIY segment has been discussed, the typology has been
simple: to be or not to be a DIY. In their empirical study, Giacobbe and
Segal (1996) identified two types of customers: DIY and Non-DIY
(NDIY). They found the tendency to be a DIY for a specific service was
related to the customer demographic characteristics of gender, age, and
income. The conclusion was that one could identify, by demographic
characteristics, NDIY potential customers for a service.

In some professional services, though, the market may be segmented
by another characteristic. We contend that there is also a time dimen-
sion to the decision process. The choice to “make versus buy” may be
mutable over time, even for a single service task. There may be discrete
decision points in time, and some customers may opt in or out of per-
forming a service at these points. When first presented with a task, some
will immediately select an external service provider, some will start to
do it themselves, and some will be undecided. Among those who elect
to become a DIY, there will be a subset that successfully completes its
task, and a subset that gets into trouble and then turns to a professional
service provider.

The decision process and timing faced by each of these four groups,
the ND1Y, the undecided, the successful DIY, and the unsuccessful
DIY, is different. Consider, for example, a woman who is considering
coloring her hair for a class reunion. She can go to a beauty shop for the
coloring, defer the decision, or purchase a DIY coloring kit in a drug-
store. If she makes the first choice, she needs only to select a provider. If
she defers the decision, she can spend more time contemplating the pros
and cons. If she buys the coloring kit, she can successfully complete the
job to her satisfaction. Or she may be faced with a disaster, e.g., her hair
turning green, and then seek (often in panic) an expert to solve the prob-
lem. A similar scenario occurs with regard to professional services like
tax preparation or immigration law. Thus, the service providers must
market to three of the four groups: the NDIY, the undecided, and the
failed DIY.

To the NDIY and failed DIY groups, the message is similar and
should include criteria for comparing providers. Those who comprise
the middle group, the undecided, are faced with a two-step decision.
First they must decide whether to select a provider. Only after they
make this decision can they turn to selecting among competitive provid-
ers. This middle group, then, consists of the swing voters, those a mar-
keter is trying to convince to use professional services.
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It is on this middle group that we focus in order to show how success-
fully to compete against the consumer’s potential choice to DIY. Using
the modified Lusch et al., factors that may lead to the decision to DIY,
we discuss how a professional service provider could compete and give
a specific application involving immigration law.

MARKETING IMPLICATIONS

Given that the potential-DIY segment will make their decisions
based upon their assumptions about resources, rewards, and risks, ser-
vice providers should focus their messages on those topics. In this sec-
tion, we discuss appropriate messages for each motivating factor and
then offer the pros and cons of various message delivery media.

The first question that any marketer should ask is: what is the cus-
tomer really buying? In the case of many services, prospecta are buying
both an end result and the process of getting there. They can attain the
end result either with or withouta professional. Therefore, what the pro-
vider is selling to the undecided DIY segment is a simplification of the
process. By evaluating consumers’ motivations for being a DIY, it is
possible to determine messages that will alter their views on the wisdom
of being a DIY.

The messages to be used will depend upon the factors that the con-
sumer has used in his calculations. If he has focused on Resources, i.€.,
information to be gathered, time to be spent, or effort to be expended,
appropriate messages could be:

+ We buy you time. Your time could be better spent. We understand
the system. We clarify the complex process.

If the focus has been on economic or psychic Rewards, the messages
could be:

« Your reward is the same, but the process for you is less stressful.
Time is money.

If he has been concerned with Risk, including trust in the provider or
control over the process, the service provider may want to communi-
cate:

» We give you peace of mind. We explain the alternatives and you
make the decisions. We help you analyze your potential for a suc-






