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There are three types of companies; those who make things happen; 


those who watch things happen; those who wonder what happened.


								Anonymous











A Marketing Plan should make things happen!  With a well thought-out marketing plan, the goal is to be one of the companies that make things happen rather than one that wonders what happened!  A marketing plan is one of the most important inputs of the entire marketing process.  It gives form and structure to the future of your organization.  It is a document, usually no longer than 10 pages in length, which outlines the strategy, the market environment, the potential customers and competition as well as the goals for sales and profits for the upcoming year. The marketing theories and concepts we have been discussing and analysing over the past few days are the fundamental elements of a marketing plan.  This session will detail the contents and the purpose of the eight basic steps to creating a marketing plan.





The steps to a marketing plan can best be represented in a table:








�


�Section					Purpose


�1.  Executive Summary			A brief overview of the proposed 						  		plan 


2.  Current Marketing Situation		Background data on the market, 						   		product, competition, & 									business environment


�3.  Opportunity Analysis			Presents SWOT analysis


��4.  Objectives				Defines goals for sales volume, 								market share, and customer 								service 


5.  Marketing Strategy			Presents the marketing 									approach to meet objectives


�6.  Action Program				Answers: What will be done? 								Who will do it?  When will it be 								done? How much will it cost?


�7.  Budget					Forecasts expected financial 								outcomes of the plan


��8.  Controls					Indicates how the plan will be 								monitored











As you can see, most of this analysis is what you have undertaken in the past few days through the presentations and the working groups.  Now, it is a matter of pulling together 











these thoughts and analytical conclusions into a clear picture for yourself and your organization.  This is what a marketing plan is all about--summarising the analysis and decisions into a formal, but simple document, that can be understood and used by all levels of management.  After you have compiled the data, analysed it, and presented it in a marketing plan, the final crucial step is implementing it and making sure that progress it being made.





Now let’s briefly look at each step of an effective marketing plan.








1.  Executive Summary





An executive summary is a useful tool when presenting a marketing plan or other types of reports to busy managers.  It is a brief few paragraphs which summarise the main goals and recommendations of the marketing plan.  In this manner, even a manager who is pressed for time will be able to quickly locate the major points of the document.  The executive summary is usually the last section that you write, but it is the first section that you report--this is because it is a brief summary of the various sections of the marketing plan.  It includes the proposed budget and sales target for the different market segments.  In addition, it can present internal company action plans to help meet the objectives.  








2.  Current Marketing Situation





This section presents background information on the market, the products and services, the competition, and distribution factors.  Much of this information you have already analysed and presented in the working groups discussions that have taken place up to this stage.  The current marketing situation identifies the major trends in the market and the macro-economic situation affecting the market.  The targeted market segments of customers and their needs are reviewed.  The major competitors are listed and other valuable data could be included such as their size, goals, product and service range.  Additionally, this section addresses the questions of distributing the products and services to the customers and any major developments in this area.  








 3.  Opportunity Analysis





This section is based on the SWOT analysis (Strengths, Weaknesses, Opportunities, and Threats) which you have developed.  As you recall, the strengths and weaknesses are generally internal factors in the organization which may affect your marketing and sales plan.  You must also look ahead and identify the major threats and opportunities in the telecommunications sector and anticipate important developments that can have an impact on your organisation.  You should rank the opportunities and threats so that the most important ones receive special attention.  Taking into consideration the organisation’s objectives and resources as well as potential returns on investment, you should highlight those opportunities which are the most attractive and realistic.
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4.  Objectives





Each company has objectives based on its mission statement, but the marketing plan is the place to concentrate on those objectives that can be reached during the plan’s term.  The objectives include financial and marketing goals as well as accomplishments in the important area of customer service.  The objectives should be stated in measurable terms with stated periods of time to accomplish the goals.  For example, “Produce net profits of 10,000 (amount of local currency) in 1997”.  Another example could be: “Expand customer awareness of the telecommunications products and services that we offer by 15% over the course of the plan”. 





The following are some examples of objective topics:  reaching target markets, instilling customer service orientation, number of employees, percentage of new business, price levels, marketing priorities and budget.  Can you think of some other topics which can be developed into objectives? 





The objectives must be consistent with internal goals and resources.  It is also helpful to rank the objectives in a hierarchical manner with the lower objectives being derived by the primary objectives.  Finally, the objectives should be challenging enough to stimulate maximum effort but also realistically attainable in order to keep managers and employees motivated.  








5.  Marketing Strategy





This section of the marketing plan outlines the strategies for achieving the objectives and details the targeted market segments that the organization will focus on.  Developing a marketing strategy with specific goals is not an easy task; it takes a solid understanding of all the issues we have discussed and cooperation among the different divisions that will be involved in implementing the strategy.  Communication within the organization is crucial for the success of a marketing strategy and plan.  





The strategy considers factors in the marketing mix of the “Four P’s”: Product and services, Prices, Place (distribution), and Promotion.  What types of products and services will be offered at what prices?  Where and how will you distribute these to the customers?  What types of promotion are necessary, to whom do you address the promotion to and how?  These variables can be used in various combinations that best fit the organisation’s marketing goals.  In this section of the marketing plan, you will be able to describe how the company can most effectively design the marketing mix.





Additional information included in the strategy are ways to improve the salesforce training, promotion, and expansion and how you propose to meet the customer service objectives of the company.





An example of the components of a marketing strategy may include:  





*Target Market�
*Services offered and where�
�
*Positioning�
*Advertising�
�
*Product Range�
*Promotion (sales, company, education)�
�
*Price�
*Research and development�
�
*Distribution outlets�
*Marketing research�
�
*Salesforce size and structure�
�
�



6.  Action Programs





An action program turns the analysis, the objectives, and the strategies into specific actions that answer the following types of questions about the marketing plan:
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Who will be responsible?


What will need to be done?


Where will the program begin?


When will it be done?


Why is this important, relevant, and necessary?


How will it be implemented?


How much will it cost?


How can it be monitored and controlled?











This is a crucial section of the marketing plan because if there is not a clearly stated action program, the marketing plan will just collect dust.  The action plan must also be specific about the activities that will be started, reviewed, and completed.  The deadlines must be realistic and challenging so as to motivate the managers and employees to achieve their part of the overall plan.  Neither the action plan nor the marketing plan can be accomplished by an individual; it will take team work, cooperation, and commitment to succeed.








7.  Budget





The marketing budget is essentially a projected profit-and-loss statement.  This is a breakdown of revenue and expenses to determine the potential profit.  As we have discussed in an earlier presentation, the revenue side shows the forecasted sales volume and price while the expense side takes into account the salaries, cost of supplies, rent, and marketing expenses.  The difference between the revenue and expense should be the projected profit or loss.  This is of course one of the most important sections of the marketing plan because it details the financial results for which you are aiming.  








8.  Controls





This section indicates how the plan will be monitored and evaluated.  Usually the objectives and budget are outlined for each month, which allows for a monthly review of progress and feedback to the responsible people.  This enables the manager to find out which areas are meeting their goals and assist the areas which are not meeting them.  Equally important is the feedback from the customers--making it easy for customers to tell you what they think, assessing this information, and when necessary, including their advice in the company’s plan.  This is the most stringent control because it is your customers that you are responsible to and if they are not happy, they will let you know.  Customer and employee feedback monitors the progress the organization is making to meet the objectives and the plan.











Controls also serve an important function when it comes to implementing the marketing plan.  Controls should establish short-term and long-term goals for the departments and the company.  This makes the implementation process more organised.  
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Wood may remain ten years in the water, 


but it will never become a crocodile.


								African Proverb














This astute African Proverb holds true for a Marketing Plan as well.  A Marketing Plan is virtually meaningless unless it is enacted and implemented to the best of your ability.  This means that management from the highest levels must be involved in making sure that the company mission and long-term goals reflect the marketing plan and objectives.  It is also important for all people in the organization to understand why a marketing plan is necessary as well as what role they can play in implementing it.  





Implementing a marketing plan is not an easy process and you may run into problems.  Some of the most common problems are the following...  





Employees and managers may be resistant to the changes.  Change is occurring in every aspect of telecommunications and the entire organization must be educated about the changes and why they are occurring.  In most cases, these changes will bring increased efficiency, new technologies, and development.  Employees and customers must understand the benefits and be prepared for the challenges.





Some managers may only be looking at the short-term.  Although the short-term objectives must get adequate attention, you can not lose sight of the longer-term objectives for the organization and for the development of the country.  





If the implementation plans and marketing plans are not specific, concrete, and attainable, it will be difficult to motivate employees and to convince customers.  Objectives, plans and implementation must be detailed and specific tasks assigned to specific employees who are accountable for the action.





Marketing plans must involve all of the relevant departments so that everyone has ownership of the plan and commitment to the implementation.  These are not papers that should be designed by upper management and then left in a drawer; these are dynamic and active documents that involve the managers, employees, and customers.  Some companies have organised small committees or workgroups to facilitate the implementation of marketing plans.  Teamwork is an important role in any organization and the marketing plan can be a great test of teamwork.  





�



Despite the obstacles, marketing plans must be implemented and controlled in a way that allows continuous improvement of the organization.  With this commitment comes the duty to serve the customers in the most efficient and effective manner so as to ensure the continued success of your telecom entity.  It is a difficult process, but one that will have long-term rewards.  
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