Marketing Plan



1.0 Introduction & Mission, Vision and Values Statements

1.1	Introduction

You might find it easiest to write the introduction last, as it should contain a brief statement on each of the following:

· A brief summary of your business
· Your overall strategy
· Key actions or areas you plan to exploit
· Any major factors which will affect the plan 

1.2	Mission Statement

Make it meaningful – a practical, clear summary what your business does and how it does it.

1.3	Vision Statement

A statement of where you want your business to be in the future.  Are you seeking a stable business or significant growth?  What will your business look like in five years’ time?

1.4	Values

What are the driving principles behind your business?  What will you always do?  What will you never do?  Why should these things matter to your customers?



2.0 	Current Situation

This information comes from your marketing audit. 

You need to consider the PESTLE factors that affect your market environment:

· Political
· Economic
· Social
· Technological
· Legal
· Environmental 

And also the elements of your marketing mix:

· Product:  What products (goods or services) are you selling? What competitive products are on the market?
· Place (or Distribution):  Through what channels are you currently selling your product?  How does this compare to competition?
· Price:  What is your pricing policy? Do you discount? How does this compare to competition?
· Promotion:  What types of promotional activities are you currently carrying out?
· People:  Do you have the right people with the right skills?  How do you recruit?  What training to you carry out?
· Processes:  What procedures you have in place to ensure consistency of service?  Are they focused on customer needs?  Does everyone understand how to apply them consistently?
· Physical Evidence:  What message does the appearance of your premises or your people send out to your customers? 


3.0	Market Overview

Summarise what you see as your key markets and what you consider to be the key factors currently affecting them.  Remember that your business will be affected by the actions of your competitors and external factors that are outside your control.  This section of your plan might refer back to key elements of your PESTLE analysis that you see particularly affecting your chosen markets.

Which are the products and markets that are most likely to be able to provide your business with the best opportunities?


4.0	SWOT Analysis

A SWOT Analysis outlines the Strengths and Weaknesses of your business and the Opportunities and Threats that face it.  You need to be objective as it is easy to get too close to your own business.  Make sure that your SWOT Analysis is not merely a “brain dump” of everything you can think of about your business – follow these guidelines to ensure your SWOT Analysis is meaningful and a useful decision-making tool.

4.1	Strengths and Weaknesses

Remember, Strengths and Weaknesses are internal to your business and are things you can take direct decisions over.

Strengths should be:

· Valuable to the business or to its customers;
· Not shared with competitors;
· Difficult or expensive to copy;
· Able to be put to use for the business.

Weaknesses should be:

· Significant to the business or to its customers;
· Not shared with competitors or could give the business a competitive advantage if addressed;
· Not easy or cheap to fix;
· Not counterbalanced by other factors.

4.2	Opportunities and Threats

Opportunities and Threats are outside your business and you therefore have little control over them – but you can determine how you will react to them.

Opportunities should be:

· Unlikely to prevent the business taking advantage of other opportunities;
· Large enough to be worth cost/effort;
· Accessible, i.e. they can be taken advantage of by the business;
· Likely to be around long enough to be worth taking advantage of.

Threats should be:

· Not mitigated by other external factors;
· Large enough to make an impact;
· Not mitigated by actions the business is already taking;
· Likely to be around long enough to have a significant impact.

4.3	Key Issues and Opportunities

From your SWOT Analysis identify any key issues and opportunities – and the actions you need to take in order to take advantage of them.

4.3.1	Key Issues


4.3.2	Key Opportunities


4.3.3	Key Actions



5.0	Competitor Analysis

Identify your key competitors and conduct a SWOT Analysis for each – it will be difficult to get a thorough view of each one so ensure you note any assumptions you make.



6.0	Assumptions

You cannot know every detail of everything that affects your market, nor can you accurately predict every possible change.  You will therefore need to make some educated guesses.  Note these so that should new information come to light or should your assumptions need to change significantly you can adapt your marketing plan appropriately.




7.0	Objectives and Targets

Objectives should be SMART:

· Specific
· Measurable
· Agreed by all involved
· Realistic 
· Timed and Targeted

Express them in quantitative terms where possible.  Consider:

· Turnover and profit;
· New customers and/or repeat business;
· Revenue from new products or services;
· Breaking into new markets;
· Additional or changes to distribution channels.



8.0	Strategy

State broadly how you will go about achieving the marketing objectives.  You will go into greater detail later in the plan so you might find it easier to complete the more detailed parts first and summarise them here.

8.1	Strategy Overview

Your broad strategy will be determined by the information, issues, opportunities and decisions you have identified so far.  Refer back to your SWOT Analysis and the Key Issues and Opportunities sections.

8.2	Market Segments

It’s a rare business that really has “everybody” as its target market.  A small business needs to focus its efforts and resources on the market segments that will be most profitable.  Think about:

· Who are your customers?
· Is there a market niche which has not been catered for?
· Are customers in this market satisfied or are they looking for a change?
· Can you offer them something which really meets their needs?
· Will you generate enough business in this segment to survive?
· Alternatively, is there too much business? Will you overreach yourself?
· How will competitors react?
· Can you communicate to this market effectively?

8.3	Your Positioning Statement

A Positioning Statement defines what you offer, for whom and by offering what advantage over your competition.  It is really for internal use rather than promotional purposes; use it as a touchstone for your marketing decisions.  Answer these questions to determine your Positioning Statement:

Who? (i.e. your business)____________________________________________________

What business are you in? ___________________________________________________

For whom?  The target market. ________________________________________________

What need is met for the market?  ______________________________________________

Against whom? The competition.  ______________________________________________

What is different?  __________________________________________________________

So… The benefit to the customer is… ___________________________________________


8.4	Brand Strategy

Many businesses presume that their customers buy for practical, logical reasons.  The reality is that most purchase decisions are driven by emotional reasons.  Even in business to business environments, the expression “No one ever got fired for buying IBM” highlights that that purchasing decision was motivated more by risk-averse concerns about making a mistake than by a bolder approach to innovation.

A strong brand builds loyalty and trust, creating a willingness to pay a higher premium and to generate word of mouth recommendations.

Your brand strategy is aimed at making an emotional connection with your customers.  Consider:

· The Values of your business as detailed in section 1.
· How these translate into a personality for your brand – if your brand was a person, who would they be?
· The emotional reasons why people would buy from you.
· How you want them to respond emotionally to their experience of dealing with you.
· How you will use visual cues, tone of voice and your choice of promotional tools to support your brand values.

8.5	Product (Goods or Service) Strategy

Is your current product offering valued by your market?  Is it profitable?  How can it be improved and/or adapted to changing market conditions?

8.5.1	Features/Benefits/Advantages Analysis

The term Features applies to what you offer.  Benefits are what your customer experiences from using it and therefore their motivation for buying.  Advantages are what you offer that is valued by your customers and not offered by your competitors.

Think about:

· Do you need to adapt or add to your current product offering?
· Are there features that you are offering that are not valued by customers but that add to your costs so could be dropped with no disadvantageous consequences?

8.5.2	Unique Selling Point

From the Features/Benefits/Advantages Analysis, summarise what makes your offering different to your competitors, from your customer’s point of view.

Since “Unique” means one of a kind, it’s unusual these days for a business to come up with one thing that is truly unique and cannot be replicated.  You might therefore be wise to look at “bundles” or advantages or advantages based on the emotional connection your brand creates as these are less tangible and so more difficult to copy.

8.5.3	Proposed New Products

If your market is changing you might need to think about introducing new products or reshaping your existing ones.  Think about:

· Is your product range “future proofed”?
· Do you have seasonal products?  Can they be adapted to become more “year round”?
· Can future products be made more profitable?

8.6	Pricing Strategy

Pricing can be a difficult decision for many small businesses and there is not hard and fast rule for setting prices.  You will need to consider:

· The cost of producing or delivering your product.  
· Establishing true costs can be difficult – don’t overlook anything.
· Does the cost mean you can’t sell at a price the market is willing to pay?
· Is the market price sensitive?
· How much demand is there for your product?  Does that affect how much you can charge?
· How does the price you set affect customer perceptions of quality?  That is, charge too little they might undervalue what you are offering and not buy; charge more and you need to deliver the right quality.
· What is your competition charging?  Can you charge more for differentiating your business in ways that your customers are willing to pay for?
· How might your competitors react to your pricing strategy?
· Does your pricing reflect your market positioning?  Upmarket or cheap and cheerful?
· Can you/should you charge differently for different market segments?  Does this affect how you “package” your product?

8.7	Distribution (Place) Strategy

Do you deliver your products/services directly, through distributors and agents, by selling online or through your own retail outlet?  Think about:

· Are you currently selling through channels that your customers expect?
· Do they reflect your brand in terms of perceived quality and ease of use?
· Are there opportunities to deliver through other channels?
· What impact do your competitors have on your distribution decisions?
8.8	Promotional Strategy

This is what many small business owners think of when they talk about “marketing”.  It should not be about ad hoc activities but, rather, should be about bringing together a range of tools and tactics to:

· Create awareness and understanding
· Maintain awareness and understanding
· Generate new enquiries
· Generate repeat business
· Resurrect old customers

Consider:

· Key messages that communicate for USP.
· What imagery and tone of voice is going to best convey your brand personality.
· The main elements of the “Promotional Mix”.  Not all elements are necessarily appropriate for your business so choose accordingly:

· Public Relations
· Advertising
· Sales Promotion
· Direct Marketing
· Personal Selling 

Balance the relative benefits of each type of activity and don’t expect instant results.  You need to set SMART targets so that you can monitor the effectiveness of your activities and assess your return on investment.

In each case you will need a clear focus on the message you send and ensure that the audience understands your Call to Action – what it is you want them to do as a result of this “touchpoint” with your business.

8.8.1	Public Relations

Public Relations is about all the way you maintain relationships with your “publics”, not just about media coverage.  It could also include your brochures, networking, attending exhibitions, your company web site, blogging, social media, etc.

8.8.2	Advertising

Advertising is when you take out paid-for space in a medium including press, web sites, TV and radio.

8.8.3	Sales Promotion

Sales Promotion covers discounts, competitions, prize draws and other such short-term tactics that might be used to attract new customers, smooth out seasonal peaks, clear old stock, etc.



8.8.4	Direct Marketing

Direct Marketing is maintaining direct communications through post, email, telephone or some social media means.  

8.8.5	Personal Selling

Personal Selling is, as it sounds, about selling directly to a customer or client.  Consider what support materials you might need to help you make your case.

8.9	People Strategy

If your business involves any element of service – from direct delivery of the service you sell to customer care – you need the right people on board.  Consider:

· What skills, attitudes and aptitudes do your people need?
· Do they need any specialist knowledge or sector experience?
· Are you able to recruit the right people directly or will you need to provide further training?
· Have you created and communicated a culture within the business based on your values and clear customer focus?  Do you people know how their role should support this?
· What behaviours and presentation standards are important?

8.10	Process Strategy

Remember, eight times as many people will talk to others about bad service as they will about good service.  To avoid getting the reputation that would produce, you need to ensure that “being easy to do business with” is a priority.  Think about:

· How routines can make a seamless experience for your customers.
· How little touches can make that experience especially notable.
· When you want to allow your people to break away from the routine and show enough initiative to solve problems and please customers.
· What data management systems you need in place to help this along – and what data you need to collect.

8.1.1	Physical Evidence Strategy

Service businesses face a particular problem that those that sell goods don’t.  Because it’s more difficult to provide tangible evidence of quality before a purchase, they need to provide as much proof of quality as they can.  

This means ensuring that every piece of physical evidence – from your premises, to staff uniforms to any physical evidence when you’re “out and about” – reflect your brand values.

It’s not irrelevant for product-based businesses though.  You might think about those items that people take away with them such as loyalty cards or free gifts.




9.0	Resources and Budgets

Identify all resources (in-house or those you need to source externally) required to put your marketing plan into action.  Identify the budgetary requirements too.

9.1	One-year Operational Plan

Identify all actions that you need to take in the short term to move towards your long term strategic objectives.  

Start with your SMART objectives for the year and set detailed action plans to support them.  Set any costs against these actions.

Identify any financial expectations that you have for your revenues and profitability.

It might help to include a spreadsheet or other means of charting when key activities start and finish and how they connect to or support each other.


10.	Monitoring, Evaluation and Control

Identify appropriate points at which you will assess your one-year plan for effectiveness.  Remember, your marketing environment and competitor activities might change during this period and this will mean re-assessing your plan.

If you are running specific promotional campaigns you need to monitor and evaluate against the SMART targets you have set.  You might wish to trial different versions of a campaign to see which version is most effective before.

Assess any activity before you carry it out a further time to improve on your performance.  Build what you learn into future marketing plans and one-year plans.



For more free resources to help with your marketing visit www.clarity-in-communication.com 

		www.clarity-in-communication.com
