
13 A step-by-step marketing
planning system for service
businesses

Introduction

This chapter is in two parts, as follows:

Part 1:

� A summary of the strategic marketing planning process for services

Part 2:

� A step-by-step approach to preparing a strategic marketing plan

� A step-by-step approach to preparing a tactical marketing plan

� A format for those who have to consolidate many strategic market-
ing plans

� Forms and templates are provided to turn the theory into practice

It is, of course, possible to complete the pro-formas provided without
reading this book, but we stress that this is very dangerous and may
well lead to a plan without any real substance. Consequently, we
advise readers to consult the relevant sections of the main text.

Part 1 Marketing planning summary

The purpose of marketing planning

The overall purpose of marketing and its principal focus is the identifi-
cation and creation of competitive advantage.

What is marketing planning?

Marketing planning is simply a logical sequence and a series of activi-
ties leading to the setting of marketing objectives and the formulation
of plans for achieving them.
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Why is marketing planning necessary?
Marketing planning is necessary because of:

� Increasing turbulence, complexity and competitiveness

� The speed of technological change

� Services are often less tangible, variable and perishable

� The need for you

� to help identify sources of competitive advantage

� to force an organized approach to develop specificity

� to ensure consistent relationships

� The need for superiors

� to inform

� The need for non-marketing functions

� to get support

� The need for subordinates

� to get resources

� to gain commitment

� to set objectives and strategies.

What should appear in the strategic marketing
plan for a service organization?

A summary of what appears in a strategic marketing plan and a list of
the principal marketing tools/techniques/structures/frameworks
which apply to each step is given in Figure 13.1.

It must be understood, however, that marketing planning never has
been just the simple step-by-step approach described so enthusiasti-
cally in most prescriptive texts and courses. The moment an organi-
zation embarks on the marketing planning path, it can expect to
encounter a number of complex organizational, attitudinal, process
and cognitive problems, which are likely to block progress (see Chap-
ter 11). By being forewarned about these barriers, there is a good
chance of successfully using the step-by-step marketing planning sys-
tem which follows in Part 2 of this chapter and of doing excellent
marketing planning that will bring all the claimed benefits, including
a significant impact on the bottom line, through the creation of com-
petitive advantage. If they are ignored, however, marketing planning
will remain the Cinderella of business management.
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The marketing
planning 
process

Phase 1

Phase 2

Goal setting

Situation review

Phase 3

Strategy
formulation

Phase 4

Resource
allocation,
monitoring
and detailed
planning

Market structureMarket overview Market audit

Gap analysis

Market research

Issue management

Key success factors matrix
Market research

BCG matrix
Directional policy matrix

Porter matrix
Ansoff matrix
BCG matrix
Directional policy matrix
Gap analysis

Market segmentation studies
Market research
Response elasticities
Competitive strategies

Forecasting
Budgeting

Price
Promotion
Place
People
Processes
Customer service

Resource requirements

Marketing strategies

Marketing objectives

Issues to be addressed

Product/service
(Positioning/branding)

Strategic focus
Product/service mix
Product/service development
Product/service deletion
Market extension
Target customer groups

(By product/service)

(By product/service)

(By product/service)

(By segment)

(By segment)

Strengths/Weaknesses

Opportunities/threats

(By segment)

(Overall)

(Overall)

(Overall)

(By product/service)
(By segment)
(Overall)

Measurement and review

Downside risk assessment

Market segmentation studies

Forecasting
Ansoff matrix
Diffusion of innovation
Product life-cycle analysis

Market research
Market segmentation studies

Market trends
Key market segments
Gap analysis

Financial summary

Mission statement

Marketing theory
(structures, frameworks, models)

Portfolio summary

Assumptions

The output of the marketing planning process
strategic marketing plan contents

Figure 13.1 Principal marketing tools which can be utilized at different phases of the
marketing planning process
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Part 2 A Marketing Planning System

Introduction

This chapter contains a step-by-step system for completing:

� a strategic marketing plan

� a tactical marketing plan

� a consolidated multi-SBU strategic marketing plan.

Section A takes you through a step-by-step approach to the prepara-
tion of a strategic marketing plan. What actually appears in the strate-
gic marketing plan is given under the heading ‘Strategic marketing
plan documentation’, which appears later in this chapter.

Section B takes you through the preparation of a one-year marketing
plan. What actually appears in a one-year marketing plan is given
under the heading ‘The one-year marketing plan documentation’.

Finally, Section C refers to the need for a headquarters consolidated
plan of several SBU strategic marketing plans and provides a sug-
gested format.

Section A Step-by-step approach to the
preparation of a strategic marketing plan for a
services strategic business unit (SBU)

A strategic business unit:

� will have common segments and competitors for most of its
products

� will be a competitor in an external market

� will be a discrete and identifiable unit

� will have a manager who has control over most of the areas critical
to success.

SBUs are not necessarily the same as operating units and the definition
can, and should if necessary, be applied all the way down to a particu-
lar product or customer or group of products and customers.

The marketing planning process is formally expressed in two mar-
keting plans, the strategic marketing plan and the tactical market-
ing plan, which should be written in accordance with the format
provided in this system. It is designed for strategic business units
(SBUs) to be able to take a logical and constructive approach to
planning for success.
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Two very important introductory points should be made about the
marketing plan:

1. The importance of different sections – in the final analysis, the strategic
marketing plan is a plan for action, and this should be reflected in
the finished document. The implementation part of the strategic
plan is represented by the subsequent one-year marketing plan.

2. The length of the analytical section – to be able to produce an action-
focused strategic marketing plan, a considerable amount of back-
ground information and statistics needs to be collected, collated
and analysed. An analytical framework has been provided in the
forms, included in the database section of the ‘Strategic marketing
plan documentation’, which each SBU should complete. However,
the commentary given in the strategic marketing plan should pro-
vide the main findings of the analysis rather than a mass of raw
data. It should compel concentration upon only that which is essen-
tial. The analysis section should, therefore, provide only a short
background.

Basis of the system

Each business unit in the organization will have different levels of
opportunity depending on the prevailing business climate. Each busi-
ness unit, therefore, needs to be managed in a way that is appropriate
to its own unique circumstances. At the same time, the chief executive
officer of the SBU must have every opportunity to see that the ways in
which these business units are managed are consistent with the overall
strategic aims of the organization.

This system sets out the procedures which, if adhered to, will assist in
achieving these aims.

Sections A, B and C set out the three basic marketing planning formats
and explain how each of the planning steps should be carried out.
They explain simply and clearly what should be presented, and when,
in the three-year marketing plan, in the more detailed one-year opera-
tional plan and in the headquarters consolidated marketing plan.

The overall marketing planning format is described in Figure 13.2.
(Note that, for the sake of simplicity, it has been assumed that the
organization’s year runs from January to December.) The following
sections explain how each of the steps in the planning process should
be completed.

The marketing audit

(For completion between February and May each year.)

Note: the marketing audit is not for inclusion in the plan or its
presentation.
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For the purpose of a marketing planning system, it is usual to provide
users with an agreed list of what should be audited so that all SBUs
using the system use similar nomenclature for products and markets.

All managers carrying out their audit should use internal sales data
and the SBU marketing information system to complete their audit. It

This is the marketing planning
process. It must not be confused
with what appears in the plan
itself, which is described on the right

March
This is what SBU managers
must present in their strategic
marketing plans
(instructions on how to do this
are contained in the following
sections of this chapter)

Between March and May

May

1. Unit mission statement
2. Summary of SBU's
  performance last year
3. Summary of financial
  projections for the next
  three years
4. A market overview
5. SWOT analyses (of major
  products/markets)
6. Portfolio summary
7. Major assumptions
8. Marketing objectives
  and strategies for next
  three years
9. Financial projections
  for next three years

Between Sept. and October

Prepare detailed one-year
operational plan with
forecasts and budgets

May

Stage 1
meetings

Stage 2
meetings

November

December

Present amended three-
year plan and detailed
one-year plans to
planning team

HQ consolidation of
one- and three-year plans

Planning team discuss
three-year business plans
with SBU managers and
amend as necessary

Unit managers carry out
marketing audits
Unit managers complete
gap analyses and agree
them with the planning team

Planning team ‘kick-off’
meetings with SBU
managers to discuss
overall guidelines for
the three-year planning
period

Figure 13.2 Marketing planning timetable
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is helpful at this stage if the various SBU managers can issue to any
subordinates involved in the audit a market overview covering major
industry and market trends. The audit will inevitably require consid-
erably more data preparation than is required to be reproduced in the
marketing plan itself. Therefore, all managers should start a running
reference file for their area of responsibility during the year, which can
also be used as a continual reference source and for verbal presenta-
tion of proposals.

It is essential to stress that the audit, which will be based on the run-
ning reference file, is not a marketing plan and under no circum-
stances should voluminous documents relating to the audit appear in
any marketing or business plans.

The contents of a strategic marketing plan

The following sections describe what should be presented in strate-
gic marketing plans. These should be completed by the end of May
each year.

The actual documentation for the strategic marketing plan is also pro-
vided in this section.
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Strategic marketing plan documentation

Form 1 Unit Mission Statement

Unit mission statement

This is the first item to appear in the marketing plan.

The purpose of the mission statement is to ensure that the raison
d’être of the unit is clearly stated. Brief statements should be
made which cover the following points:

1 Role or contribution of the unit
e.g. profit generator

service department
opportunity seeker

2 Definition of the business
i.e. the needs you satisfy or the benefits you provide. Don’t be
too specific (e.g. ‘we sell insurance’) or too general (e.g. ‘we’re
in the communication business’).

3 Distinctive competence
This should be a brief statement that applies only to your spe-
cific unit. A statement that could equally apply to any competi-
tor is unsatisfactory.

4 Indications for future direction
A brief statement of the principal things you would give serious
consideration to (e.g. move into a new segment).

380 Marketing Plans for Services
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Form 2 Summary of SBU’s performance

Summary of SBU’s performance

This opening section is designed to give a bird’s eye view of the
SBU’s total marketing activities.

In addition to a quantitative summary of performance, as follows,
SBU managers should give a summary of reasons for good or bad
performance.

Use constant revenue in order that comparisons are meaningful.
Make sure you use the same base year values for any projections
provided in later sections of this system.

3 years ago 2 years ago Last year

Volume/turnover
Gross profit (%)
Gross margin (000 euro)

Summary of reasons for good or bad performance

13 – A step-by-step marketing planning system for service businesses 381
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Form 3 Summary of financial projections

• Financial Summary Products

Existing New

E
xi

st
in

g

1 2

Revenue
Profit

M
ar

ke
ts

N
ew 3 4

t.0 T+1 T+2 T+3

Key: 1 from productivity by service for market for existing services in existing markets
 2 from new services in existing markets
 3 from existing services in new markets
 4 from new services in new markets
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Form 4 Market overview

Market overview (with ‘market map’, if appropriate, together
with implications for the organization)

It is also helpful if the principal segments can be described here.

� Market definition

� Market map showing vol/rev flows from supplier through to
end user, with major decision points highlighted

� Where appropriate, provide a future market map

� Include commentary/conclusions/implications for the company

� At major decision points, include key segments.

13 – A step-by-step marketing planning system for service businesses 383

c13 11 July 2011; 17:10:53



F
o
rm

5
S
tr
a
te
g
ic
p
la
n
n
in
g
e
x
e
rc
is
e
(S
W
O
T
A
n
a
ly
s
is
)

(N
o
te
:
T
h
is
fo
rm

sh
o
u
ld

b
e
co

m
p
le
te
d
fo
r
e
a
ch

se
rv
ic
e
fo
r
m
a
rk
e
t
a
n
d
se
g
m
e
n
t
u
n
d
e
r
co

n
si
d
e
ra
ti
o
n
.)

C
om

p
C

S
F 1 2 3 4

T
ot

al
(s

co
re

w
ei

gh
t)

Y
ou

C
om

pe
tit

or
A

C
om

pe
tit

or
B

C
om

pe
tit

or
C

C
om

pe
tit

or
D

5

4

S
tr

at
eg

ic
 p

la
n

n
in

g
 e

xe
rc

is
e 

(S
W

O
T

 a
n

al
ys

is
)

(N
ot

e:
T

hi
s 

fo
rm

 s
ho

ul
d 

be
 c

om
pl

et
ed

 fo
r 

ea
ch

 p
ro

du
ct

/m
ar

ke
t s

eg
m

en
t u

nd
er

 c
on

si
de

ra
tio

n)

6 
K

ey
 is

su
es

 th
at

 n
ee

d 
to

 b
e 

ad
dr

es
se

d

O
pp

or
tu

ni
tie

s/
th

re
at

s
W

ha
t a

re
 th

e 
fe

w
 k

ey
 th

in
gs

ou
ts

id
e 

yo
ur

 d
ire

ct
 c

on
tr

ol
 th

at
ha

ve
 h

ad
, a

nd
 w

ill
 c

on
tin

ue
 to

ha
ve

, a
n 

im
pa

ct
 o

n 
yo

ur
 b

us
in

es
s?

5

S
B

U
 d

es
cr

ip
tio

n
H

er
e,

 d
es

cr
ib

e 
th

e 
m

ar
ke

t f
or

 w
hi

ch
th

e 
S

W
O

T
 is

 b
ei

ng
 d

on
e

1

1 2 3 4 5

O
pp

or
tu

ni
tie

s
T

hr
ea

ts

1 2 3 4 5 6 77 
K

ey
 a

ss
um

pt
io

ns
 fo

r
   

th
e 

pl
an

ni
ng

 p
er

io
d

8 
K

ey
 o

bj
ec

tiv
es

9 
K

ey
 s

tr
at

eg
ie

s
F

in
an

ci
al

co
ns

eq
ue

nc
es

C
rit

ic
al

 s
uc

ce
ss

 fa
ct

or
s

W
ha

t a
re

 th
e 

fe
w

 k
ey

th
in

gs
, f

ro
m

 th
e 

cu
st

om
er

’s
po

in
t o

f v
ie

w
, t

ha
t a

ny
co

m
pe

tit
or

 h
as

 to
 d

o 
rig

ht
to

 s
uc

ce
ed

?

2 1 2 3 4 5
T

ot
al

10
0

W
ei

gh
tin

g
H

ow
im

po
rt

an
t i

s
ea

ch
 o

f
th

es
e 

C
S

F
s?

S
co

re
 o

ut
 o

f
10

0

3
S

tr
en

gt
hs

/w
ea

kn
es

se
s 

an
al

ys
is

S
co

re
 y

ou
rs

el
f a

nd
 e

ac
h 

of
 y

ou
r 

m
ai

n 
co

m
pe

tit
or

s 
ou

t o
f 1

0 
on

 e
ac

h 
of

th
e 

C
S

F
s.

 T
he

n 
m

ul
tip

ly
 th

e 
sc

or
e 

by
 th

e 
w

ei
gh

t

c13 11 July 2011; 17:10:53



Fo
rm

6
C
o
m
p
e
ti
to
r
a
n
a
ly
si
s

(N
o
te
:
T
h
is
fo
rm

sh
o
u
ld

b
e
co

m
p
le
te
d
fo
r
e
a
ch

se
rv
ic
e
m
a
rk
e
t
se
g
m
e
n
t
u
n
d
e
r
co

n
si
d
e
ra
ti
o
n
.)

N
o

te
: T

h
is

 f
o

rm
 s

h
o

u
ld

 b
e 

co
m

p
le

te
d

 f
o

r 
ea

ch
 s

er
vi

ce
 m

ar
ke

t 
se

g
m

en
t 

u
n

d
er

 c
o

n
si

d
er

at
io

n

M
ai

n
 c

o
m

p
et

it
o

r
Se

rv
ic

ed
 p

ro
d

u
ct

s/
B

u
si

n
es

s 
d

ir
ec

ti
o

n
 a

n
d

St
re

n
g

th
s

W
ea

kn
es

se
s

C
o

m
p

et
it

iv
e 

n
oitis

o
p

d
na

sevitcej
b

o
t

nerr
uc

stekra
m

st
ra

te
g

ie
s

c13 11 July 2011; 17:10:53



Form 7 Portfolio summary of the SWOTs

Portfolio summary

Business strengths
High Low

M
ar

ke
t a

ttr
ac

tiv
en

es
s

Lo
w

H
ig

h

Show pictorially:

� the attractiveness of the segments over the next 3�5 years

� the current competitive position of your organization in each segment

� the planned competitive position of each segment over the next 3�5 years
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Form 8 Assumptions

Assumptions

Overall, assumptions should be few in number. If the plan can
happen irrespective of the assumption, it should not be
included.
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Form 12 Summary of marketing objectives and strategies

Summary (in words) of main marketing objectives and strategies
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Section B The one-year marketing plan

(This should be kept separate from the three-year strategic marketing
plan and should not be completed until the planning team has
approved the strategic plan in May each year.)

Specific sub-objectives for services and segments, supported by more
detailed strategy and action statements, should now be developed.
Here, include budgets and forecasts and a consolidated budget. These
must reflect the marketing objectives and strategies, and in turn the
objectives, strategies and programmes must reflect the agreed budgets
and sales forecasts. Their main purpose is to delineate the major steps
required in implementation, to assign accountability, to focus on the
major decision points, and to specify the required allocation of
resources and their timing.

If the procedures in this system are followed, a hierarchy of objectives
will be built up in such a way that every item of budgeted expenditure
can be related directly back to the initial financial objectives (this is
known as task-related budgeting).

Thus when, say, advertising has been identified as a means of achiev-
ing an objective in a particular market (i.e. advertising is a strategy
to be used), all advertising expenditure against items appearing in
the budget can be related back specifically to a major objective. The
essential feature of this is that budgets are set against both the overall
marketing objectives and the sub-objectives for each element of the
marketing mix.

The principal advantage is that this method allows operating units to
build up and demonstrate an increasingly clear picture of their mar-
kets. This method of budgeting also allows every item of expenditure
to be fully accounted for as part of an objective approach. It also
ensures that when changes have to be made during the period to
which the plan relates, such changes can be made in a way that causes
the least damage to the SBU’s long-term objectives.

Contingency plan

It is important to include a contingency plan in the one-year marketing
plan. Notes on this are included below.

Guidelines for completion of a one-year
marketing plan

Because of the varying nature of strategic business units, it is
impossible to provide a standard format for all SBUs. There is, how-
ever, a minimum amount of information which should be provided
to accompany the financial documentation between September and
October. There is no need to supply market background information,
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as this should have been completed in the three-year strategic market-
ing plan.

Suggested format for a one-year marketing plan
1. (a) Overall objectives (see Forms 1 and 2 in the one-year marketing

plan documentation) – these should cover the following:

Volume or Value last year Current year Budget next year
value estimate
Gross margin Last year Current year Budget next year

estimate

Against each there should be a few words of commentary/
explanation.

(b) Overall strategies – e.g. new customers, new services, advertis-
ing, sales promotion, selling, customer service, pricing.

2. (a) Sub-objectives (see Form 3 in one-year marketing plan documenta-
tion) – more detailed objectives should be provided for services,
or markets, or segments, or major customers, as appropriate.

(b) Strategies – the means by which sub-objectives will be achieved
should be stated.

(c) Action/tactics – the details, timing, responsibility and cost should
also be stated.

3. Summary of marketing activities and costs (see Form 4 in the one-
year marketing plan documentation).

4. Contingency plan (see Form 5 in the one-year marketing plan docu-
mentation) – it is important to include a contingency plan, which
should address the following questions:
(a) What are the critical assumptions on which the one-year plan is

based?
(b) What would the financial consequences be (i.e. the effect on the

operating income) if these assumptions did not come true? For
example, if a forecast of revenue is based on the assumption
that a decision will be made to buy a new plant by a major
customer, what would the effect be if that customer did not go
ahead?

(c) How will these assumptions be measured?
(d) What action will you take to ensure that the adverse financial

effects of an unfulfilled assumption are mitigated, so that you
end up with the same forecast profit at the end of the year?
To measure the risk, assess the negative or downside, asking

what can go wrong with each assumption that would change the
outcome. For example, if a market growth rate of 5% is a key
assumption, what lower growth rate would have to occur before a
substantially different management decision would be taken? For a
capital project, this would be the point at which the project would
cease to be economical.

5. Operating result and financial ratios (see Form 6 in the one-year
marketing plan documentation. Note: This form is provided only
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as an example, for, clearly, all organizations will have their own
formats) – this should include:

� Net revenue

� Gross margin

� Adjustments

� Marketing costs

� Administration costs

� Interest

� Operating result

� ROS

� ROI.

6. Key activity planner (see Form 7 in the one-year marketing plan documen-
tation) – finally, you should summarize the key activities and
indicate the start and finish. This should help you considerably
with monitoring the progress of your annual plan.

7. Other – there may be other information you wish to provide, such
as sales call plans.
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Form 4

Summary of marketing activities and costs

t 1 t0 t 1 Comments

Depreciation

Salaries

Postage/telephone/stationery

Legal and professional

Training

Data processing

Advertising

Sales promotion

Travelling and entertainment

Exhibitions

Printing

Meetings/conferences

Market research

Internal costs

Other (specify)

Total
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Form 6

Operating result and financial ratios

t 1 t0 t 1

Net revenue

Gross margin

Adjustments

Marketing costs

Administration costs

Interest

Operating result

Other interest and financial costs

Result after financial costs

Net result

Section C Headquarters’ consolidation of
several SBU strategic marketing plans

The authors are frequently asked how several SBU strategic marketing
plans should be consolidated by senior headquarters’ marketing per-
sonnel. A suggested format for this task is provided below.

Directional statement

1. Role/contribution – this should be a brief statement about the com-
pany’s role or contribution. Usually, it will specify a minimum
growth rate in turnover and profit, but it could also encapsulate
roles such as opportunity seeking service and so on.

2. Definition of the business – this statement should describe the needs
that the company is fulfilling, or the benefits that it is providing
for its markets, for example ’the provision of information to
business to facilitate credit decision-making’. Usually, at the
corporate level, there will be a number of definitions for its strategic
business units. It is important that these statements are not too
broad so as to be meaningless (e.g. ‘communications’ – which could
mean satellites or pens) or too narrow (e.g. credit cards – which
could become obsolete if a better method of fulfilling the need for
credit is found).
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3. Distinctive competence – all companies should have a distinctive
competence. It does not have to be unique, but it must be substan-
tial and sustainable. Distinctive competence can reside in integrity,
specialist skills, technology, distribution strength, international
coverage, reputation, and so on.

4. Indications for future direction – this section should indicate guide-
lines for future growth. For example, does the company wish to
expand internationally, or to acquire new skills and resources? The
purpose of this section is to indicate the boundaries of future busi-
ness activities.

Summary of the main features of the plan

1. Here draw a portfolio matrix indicating the current and proposed
relative position of each of the strategic business units. Alterna-
tively, this can appear later in the plan.

2. Include a few words summarizing growth in turnover, profit, mar-
gins, etc.

3. Draw a graph indicating simply the total long-term plan. At least
two lines are necessary – turnover and profit.

Financial history (past five years)

Include a bar chart showing the relevant financial history but, at the
very least, include turnover and profit for the past five years.

Major changes and events since the previous plan

Here, describe briefly major changes and events (such as divesting a
subsidiary) which occurred during the previous year.

Major issues by strategic business unit

Market characteristics
Here, it might be considered useful to provide a table listing strategic
business units, alongside relevant market characteristics. For example:

SBU1 SBU2 SBU3 SBU4

Market size

Market growth

Competitive intensity

Relative market share

etc.
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Competitive characteristics
Here, it might be considered useful to list the critical success factors by
strategic business unit and rate each unit against major competitors.
For example:

Critical success
factors/competitors

Our company Competitor 1 Competitor 2

CSF 1

CSF 2

CSF 3

CSF 4

CSF 5

Key strategic issues
This is an extremely important section, as its purpose is to list (possi-
bly by strategic business unit) what the key issues are that face the
company. In essence, this really consists of stating the major strengths,
weaknesses, opportunities and threats and indicating how they will be
either built on or dealt with.

Key strategic issues might consist of technology, regulation, competi-
tive moves, institutional changes, and so on.

Strategic objectives by strategic business unit and key statistics
This is a summary of the objectives of each strategic business unit. It
should obviously be tailored to the specific circumstances of each com-
pany. However, an example of what might be appropriate follows:

Objectives Market
Share

Relative
market share

Real
growth

Key statistics

Sales per
employee

Contribution
per employee

etc.

Strategic
business
unit

Now þ5
years

Now þ5
years

þ5
years

p.a. Now þ5
years

Now þ5
years

SBU1

SBU2

SBU3

SBU4

SBU5
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Alternatively, or additionally, put a portfolio matrix indicating the
current and proposed relative position of each of the strategic business
units.

Financial goals (next five years)
Here, draw a bar chart (or a number of bar charts) showing the rele-
vant financial goals. At the very least, show turnover and profit by
strategic business unit for the next five years.

Appendices
Include whatever detailed appendices are appropriate. Try not to rob
the total plan of focus by including too much detail.

Timetable
The major steps and timing for the annual round of strategic and oper-
ational planning are described in the following pages. The planning
process is in two separate stages, which are interrelated to provide a
review point prior to the detailed quantification of plans. ‘Stage One’
involves the statement of key and critical objectives for the full three-
year planning period, to be reviewed prior to the more detailed quan-
tification of the tactical one-year plan in ‘Stage Two’ by 30 November,
for subsequent consolidation into the company plans.

Planning team’s ‘kick-off’ meetings (to be completed by 31 March)
At this meeting, the planning team will outline their expectations for the
following planning cycle. The purpose of the meeting is to give the plan-
ning team the opportunity to explain corporate policy, report progress
during the previous planning cycle, and to give a broad indication of
what is expected from each SBU during the forthcoming cycle. The plan-
ning team’s review will include an overall appraisal of performance
against plan, as well as a variance analysis. The briefing will give guid-
ance under some of the following headings (as appropriate):

1. Financial

� Gross margins

� Operating profits

� Debtors

� Creditors

� Cash flow.

2. Manpower and organization

� Organization

� Succession
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� Training

� Remuneration.

3. Export strategy

4. Marketing

� Service development

� Target markets

� Market segments

� Volumes

� Market shares

� Pricing

� Promotion

� Marketing research

� Quality control

� Customer service.

This is an essential meeting prior to the mainstream planning activity
which SBUs will subsequently engage in. It is the principal means by
which it can be ensured that plans do not become stale and repetitive
due to over-bureaucratization. Marketing creativity will be the key-
note of this meeting.

Top-down and bottom-up planning
A cornerstone of the marketing planning philosophy is that there
should be widespread understanding at all levels in the organization
of the key objectives that have to be achieved, and of the key means of
achieving them. This way, the actions and decisions that are taken by
managers will be disciplined by clear objectives that hang logically
together as part of a rational, overall purpose. The only way this will
happen is if the planning system is firmly based on market-centred
analysis which emanates from the SBUs themselves. Therefore, after
the planning team’s ‘kick-off’ meetings, audits should be carried out
by all managers in the SBUs down to a level which will be determined
by SBU managers. Each manager will also do SWOT analyses and set
tentative three-year objectives and strategies, together with proposed
budgets for initial consideration by their superior manager. In this way,
each superior will be responsible for synthesizing the work of those
managers reporting to them.

The major steps in the annual planning cycle are listed below and
depicted schematically in Figure 13.3 (shown earlier as Figure 11.19).
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Activity Deadline

� Planning team’s ‘kick-off’ meetings with SBU
managers to discuss overall guidelines for the
three-year planning period

31 March

� Prepare marketing audits, SWOT analyses,
proposed marketing objectives, strategies and
budgets (cover the full three-year planning
horizon)

31 May

� ‘Stage One’meetings: presentation to the planning
team for review

31 May

� Prepare short-term (one-year) operational plans
and budgets, and final three-year SBU managers’
consolidated marketing plans

31 October

� ‘Stage Two’meetings: presentation to the planning
team

30 November

� Final consolidation of the marketing plans 31 December

And finally, a test to check the quality of your
strategic marketing plan

This test has been developed by Brian Smith, one of the author’s PhD
students at Cranfield. It is the result of much in-depth research into the
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Start of
budget year

Issue of strategic planning
letters or chief executive’s
‘kick-off’ meetings
(open loop point 1)
Management audits
Marketing audits
SWOT analyses
Objectives, strategies
Budgets (proposed) long
term (i.e. draft strategic
marketing plans are
prepared)

Headquarters’ review
Revise and agree long-term objectives, strategies, budgets
(open loop 2)
(i.e. strategic marketing plans are finalized)

Preparation of short-
term operational plans
and budgets (1 year)

Headquarters consolidation of
operational and strategic plans

Strategic and operational planning

Figure 13.3 Strategic and operational planning cycle
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output of the process of strategic marketing planning. It consists of 12
tests. Please answer them honestly, otherwise there is no point in
doing them.

If you get a high score, congratulations. If you get a low score, you
have much work to do, but nothing that cannot be accomplished by
implementing what has been written in this book.

Test 1� Our marketing strategy makes it clear what markets or parts of the
market we will concentrate our efforts on

� If your strategy attacks all of your market sector (e.g. retail gro-
ceries, super-conducting magnets) equally ¼ 0

� If your strategy is focused by descriptor group (e.g. ABC1s, large
firms, SMEs, etc.) ¼ 1

� If your strategy attacks needs-based segments (e.g. efficacy
focused customers with high ego needs) ¼ 2

� If you don’t know ¼ –1

Test 2� Our marketing strategy makes clear what actions fit with the mar-
keting strategy and what do not

� If your strategy allows complete freedom of action ¼ 0

� If your strategy allows a high degree of freedom of action ¼ 1

� If your strategy makes most of your action plan decisions for
you ¼ 2

� If you don’t know ¼ –1

Test 3� Our marketing strategy clearly defines our intended competitive
advantage in the target market segments

� If there is no strong and supported reason why the customer
should choose you ¼ 0

� If there is a reason the customer should buy from you but no
strong proof ¼ 1

� If you can state clearly the reason the customer should buy from
you and not the competitor and substantiate that reason ¼ 2

� If you don’t know ¼ –1

Test 4� Our marketing strategy allows synergy between the activities of the
different parts of the organization

� If the strategy is a compromise of what each department is capa-
ble of ¼ 0
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� If the strategy uses the strengths of only one or two depart-
ments ¼ 1

� If the strategy uses the best strengths of all departments ¼ 2

� If you don’t know ¼ –1

Test 5� Our marketing strategy is significantly different from that of our
competitors in our key market segments

� If we attack the same customers with the same value proposi-
tion ¼ 0

� If we attack the same customers OR use the same value proposi-
tion ¼ 1

� If we attack different customers with a different value proposi-
tion ¼ 2

� If you don’t know ¼ –1

Test 6� Our marketing strategy recognizes and makes full allowance for the
needs and wants of our target customers

� If you only meet the basic functional needs (safety, regulation,
efficacy) ¼ 0

� If you also meet the higher functional needs (efficiency, service,
price) ¼ 1

� If you also meet the emotional and ego needs (brand, confi-
dence) ¼ 2

� If you don’t know ¼ –1

Test 7� Our marketing strategy recognizes and makes full allowance for the
strategies of our competitors

� If you are ignoring the competitors’ strategy ¼ 0

� If you are allowing for some of the competitors’ strategy ¼ 1

� If you are allowing for all of the competitors’ strategy ¼ 2

� If you don’t know ¼ –1

Test 8� Our marketing strategy recognizes and makes full allowance for
changes in the business environment that are beyond our control,
such as technological, legislation or social change

� If your strategy is designed for today’s conditions ¼ 1

� If your strategy allows for one or two changes (e.g. technology or
demographics) ¼ 1
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� If your strategy considers the combined effects of all the external
factors ¼ 2

� If you don’t know ¼ –1

Test 9� Our marketing strategy either avoids or compensates for those
areas where we are relatively weak compared to the competition

� If you have taken little or no account of your relative weak-
nesses ¼ 0

� If you are trying to fix your relative weaknesses ¼ 1

� If your strategy means that your relative weaknesses don’t mat-
ter ¼ 2

� If you don’t know ¼ –1

Test 10� Our marketing strategy makes full use of those areas where we are
relatively strong compared to the competition

� If you have taken little or no account of your relative
strengths ¼ 0

� If you are trying to use your relative strengths ¼ 1

� If your strategy means that your relative strengths become more
important ¼ 2

� If you don’t know ¼ –1

Test 11� Our marketing strategy, if successfully implemented, will meet all
the objectives of the organization

� If your strategy, fully and successfully implemented, does not
deliver your financial or non-financial objectives ¼ 0

� If your strategy, fully and successfully implemented, delivers
only your financial objectives ¼ 1

� If your strategy, fully and successfully implemented, delivers
your financial and non-financial objectives ¼ 2

� If you don’t know ¼ –1

Test 12� The resources available to the organization are sufficient to imple-
ment the marketing strategy successfully

� If you have neither the tangible nor the intangible resources to
implement the strategy ¼ 0

� If you have only the tangible or the intangible resources, but not
both ¼ 1
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� If you have both the tangible and the intangible resources needed
to implement the strategy ¼ 2

� If you don’t know ¼ –1

How did you Score?

� 18–24 – Well done! (are you sure?) – Can I buy some shares?

� 12–17 – You will succeed – If your competition is weak!

� 6–11 – You will survive – If your competition is weak!

� Less than 6 – Oh dear, it was nice knowing you.
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