
5Marketing planning Phase One: the
strategic context

The strategic marketing planning process for services

1. Mission

2. Corporate objectives

3. Marketing audit

4. SWOT analyses

5. Key assumptions

6. Marketing objectives and strategies

7. Estimate expected results

8. Identify alternative plans and mixes

9. Budget

10. 1st-year detailed implementation programme

Phase One
Goal setting

Phase Two
Situation review

Phase Three
Strategy formulation

Phase Four
Resource allocation and monitoring

Measurement
and

review

The Strategic Plan
(Output of the planning process)

Mission statement
Financial summary
Market overview
SWOT analyses
Portfolio summary
Assumptions
Marketing objectives and strategies
Three-year forecasts and budgets 

In each chapter, we will stress the difference between the
process of marketing planning and the output of this process –
the strategic marketing plan. What should appear in the
written output of the strategic marketing planning process
was shown in Figure 4.3 in the previous chapter.

We have seen that the first phase of the marketing planning
process involves determining (or re-examining) the mission
statement and setting corporate objectives. In this chapter, we
will look at both of these issues in some detail, using examples
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from the service industry to illustrate how some companies have
set about these tasks. Particular attention will be given to the
problematic issue of mission development. These two steps form
the strategic context and provide the pivotal link between the
corporate plan and themarketing plan, as outlined in Figure 4.2.

Step 1 Mission

A mission for services

Business strategy is a top management responsibility that involves both
identifying the future direction of the organization as well as managing
the creative interaction of the functional disciplines of operations, mar-
keting, finance and human resource management. It is both a process
and a way of thinking which leads to the development of a set of strate-
gies that assist the business in achieving its corporate objectives.

Virtually all companies have a business strategy; however, this may be
implicit or explicit. While some companies are successful with only an
implicit strategy guiding the chief executive and the management team,
it is our experience that companies developing an explicit strategy
through a planned approach have a greater chance of long-term success.

The process of business strategy formulation should commence with a
review and articulation of the company’s mission. As briefly explained
in Chapter 2, the mission (or vision) encapsulates the company’s iden-
tity in terms of what it is, what makes it special, what it stands for, and
where it is heading. It should explicitly reflect the basic beliefs, values
and aspirations of the organization, providing an enduring statement
of purpose that distinguishes the organization from its competitors
and an important device for coordinating internal activity.

Studies conducted over the past 25 years reveal two important points.
First, companies have been slow to develop mission statements that
add value. Second, companies that develop well-thought-through
mission statements and achieve high levels of employee engagement
derive strong benefits. We briefly review these studies below.

Research in the late 1980s showed a relatively low take-up of mission
statements by US organizations. One study1 based on 181 of the top
1,000 corporations in the USA showed that 50% had not developed a
formal mission. Another study by Byars and Neil2 examined 157
mission statements from 208 members of the Planning Forum (the
world’s largest membership organization on planning and strategic
management) and concluded that most of these were so broadly
written that they had little meaning.

A 2001 study by three Canadian professors examined the relationship
between the mission and organizational performance.3 Drawing on

If the organization
has no clear notion
about its vision and
values, it may be in a
quandary regarding
the way forward

Mission statements
must not be so
broad as to make
them meaningless
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data from 83 large North American organizations they found that
commitment to the mission, and the degree to which an organization
aligns its internal structure, policies and procedures with its mission,
were both associated with employee behaviour. It was this latter varia-
ble which was observed to have the most direct positive relationship
with financial performance. This highlights the importance of engag-
ing employees with the mission.

A study published in 2004 assessed the quality of 56 European,
Japanese, and US firms’ mission statements.4 A number of quality
measures were identified. The study results showed that the mission
statements generally fell short of meeting these quality criteria.

A 2009 study by two European professors argued that mission state-
ments can only be considered effective or successful if they stimulate
organizational members to (a) process the information within the
mission statement and (b) to reach a common understanding about
the meaning of the information within the mission statement with
respect to the conveyance process.5 This study’s results indicated
that mission statements fulfil their expected role. The results also
suggested that organizational employees are satisfied with their
formal mission statement if the organizational image expressed by
the mission statement is seen to be (1) difficult but feasible, (2) reason-
ably clear and understandable, (3) worthy/worthwhile, legitimate,
(4) interesting, exciting, (5) important, influential, and (6) distinctive.

By the latter part of the 2000s, most large organizations had developed
mission statements. A 2006 study found that 415 Fortune 500 firms, or
83% of these firms, had posted a mission statement on their website.6

A later study published in 2010 found that 96% of the top 50 Fortune
companies had adopted mission statements.7 This study also compared
the changes in the mission statements of the top 50 Fortune companies
in 2000 and 2008. It found that there was a significant increase over this
period in the number of companies that emphasized ‘ethical behaviour’
and ‘global reach’ in their mission statements. There was also a real
increase in the number of companies that include ‘employees’ in their
mission statements. Most of these companies also underlined the
importance of creating excellent goods or services for the customers.

These investigations and our own research suggest that most large
service organizations have developed formal mission statements.
However, this adoption is much less in medium-sized and smaller
firms. We conclude that across the whole service sector many organi-
zations have yet to develop effective mission statements.

In contrast, service companies that have taken the develop-
ment of a mission seriously have benefited significantly from
the discipline and direction it has provided.
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A study of the top 25 management methods and techniques deployed
by senior managers around the world, published by US consulting firm
Bain & Company in 2009, found that the mission statements were rated
as one of the top five management tools. However, while senior manag-
ers’ satisfaction rates with mission statements had improved in recent
years, they lagged behind their satisfaction rates with strategic planning.8

It seems that, as with marketing planning itself, there still is some con-
fusion among companies regarding how to define a mission. As a
result, instead of a mission that reflects a unique commitment to
corporate values and direction, what emerges can be a bland set of
generalizations and meaningless statements. Not surprisingly, such
missions are greeted at best with scepticism, at worst with derision.

While recognizing that different service organizations might use other
terminology such as business definition, credo, statement of business
philosophy, belief statement, vision statement, statement of purpose,
and so on, we define a mission as follows:

A mission is an enduring statement of purpose that provides an
animated vision of the organization’s current and future business
activities, in service and market terms, together with its values
and beliefs and its points of differentiation from competitors. A
mission helps determine the relationships with each of the key
markets with which the organization interacts, and provides a
sense of direction and purpose which leads to more correct inde-
pendent decisions being made at all levels of the organization.

As already mentioned, it has to be recognized that some organizations
might have a mission which, although strongly embedded in their
culture, does not appear in writing. Such might be the case in smaller
organizations, or in those with a strong, charismatic leader.

Thus, while it is not essential for the mission to appear in writ-
ing, we would recommend that it should do, in order that it
does not run the risk of being misinterpreted or loses its
impact at lower levels within the organization.

The nature of corporate missions

An examination of what has been written about missions suggests that
a number of key issues are important and need to be taken into consid-
eration. They are:

1. It is dangerous to define the mission too narrowly or too
broadly.

2. The audience for the mission should be considered carefully.
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3. It is crucial to understand the business one is in.

4. The mission should be unique to the organization prepar-
ing it.

5. The mission should be need-oriented, rather than offer-
oriented.

6. Within any organization, there will need to be a hierarchy
of mission statements.

Each of these issues gives rise to a number of interesting questions
which need to be addressed.

1. How does one get the balance between too narrow
and too wide?
One of the classic examples of a services sector business which defined
its mission too narrowly was the railway industry in the USA. In his
early seminal paper on the topic, Levitt9 argued that by defining itself
to be in the locomotive business, rather than helping customers solve
their transportation needs, the industry as a whole failed to identify
and capitalize on opportunities, and thereby hastened its own demise.

Another example would be football clubs in Europe and elsewhere,
whose narrow focus on the game itself obscured the fact that their cus-
tomers’ needs for entertainment could be met by other more sociable
and comfortable alternatives. They just did not perceive themselves to
be in the entertainment business and, with only a few exceptions,
attendance figures fell dramatically.

Gestetner, a UK duplication machine manufacturer, defined its business
narrowly as the duplication market. In 1995 Gestetner, along with other
companies such as Lanier, Savin and Rex-Rotary, was taken over by
Ricoh, the Japanese electronics and office equipment manufacturing
company. In the 1990s IBM moved away from its long-standing mission
and defined its business too narrowly as mainframe computers, with
disastrous consequences, subsequently it developed a new mission and
a focus on services and it eventually recovered – more about this later. In
the last decade many diverse ‘product’ companies, including IBM with
its consulting services, photocopier manufacturers which have devel-
oped bureau services, and jet engine manufacturers such as Rolls-Royce
with their services-based concept of selling ‘power by the hour’, have
successfully broadened the scope of their mission to embrace services.

However, just as there are dangers in defining the business
too narrowly, to have no bounds can be equally ruinous.

Indeed, this might be the more common of the two faults. For example,
the deregulation of the financial services sector in many countries led
to banks diversifying away from their core business into stockbroking

The mission
statement has to

provide some focus
on the activities of

an organization
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and investment banking, with disastrous results. Similarly, retailers
have undertaken diversification away from what customers perceived
to be their traditional realms. Finding they were unprofitable in these
areas, they struggled to get back to their core retailing business. The
fashion retailer Laura Ashley provides a good example of this.

Sometimes, their identity gets lost in the process. For example, with
hindsight the attempts of Woolworths in the UK to diversify might
now be seen as a fit of corporate folly, where all its old strengths were
thrown away and nothing of substance put in their place. Another
example is US energy services company Enron. This company entered
into deals and projects which were beyond the scope of its mission.
Creative accounting and corporate fraud added to their problems
which led to their demise in the early part of the 2000s. Enron clearly
did not emphasize ‘ethical behaviour’ in their mission and behaviour.

In these cases, if effective missions had been formulated, with
the requisite strategic focus that this implies, it is questionable
if some of them would have diversified into the non-core,
non-profit-making, non-integrated business areas that they
entered in recent years.

2. Who is the target audience for the mission and what are its
expectations?
The reasons for writing a mission statement can vary. Some organiza-
tions might do it for public relations purposes; some might do it
because they see that other companies have them. As we said earlier,
however, it should be for the purpose of strategically focusing
the business activities. By being clear about the mission’s purpose, it
becomes easier to define the target audience and to know the level of
sophistication of their requirements.

Figure 5.1 identifies how a bank might consider its key audiences and
their expectations, in terms of formulating a mission. This is based on a
consideration of all the stakeholders described in the opening chapter.
For some types of business, like water services, there might be
additional stakeholders to consider such as environmentalists, whose
concerns will be about issues like the extraction of water from rivers
and the effluent pumped back into rivers or the sea.

While this framework can be extremely useful for identifying and
mapping the relative importance of each of these groups, clearly a
mission which tried to embrace every group and issue equally could
end up exceedingly long. Therefore, some decisions have to be made
regarding which target audiences the company wants to recognize
within the mission. The context for such decisions will be the nature of
the service product, the current position of the firm in its industry
sector, and who the key players are among the stakeholders.

It is important that
the mission
statement is not too
long

84 Marketing Plans for Services

c05 11 July 2011; 17:29:30



There is a view in many service organizations that the key
messages in the mission should be concerned primarily with
providing a sense of strategic direction and motivation of the
internal staff.

When necessary, a modified version of this statement can be used for
external purposes and reflect the considerations of other stakeholders.

There is, however, an obvious danger that, in producing an
internally focused mission statement, the interests of two
other principal stakeholders – the shareholders/owners of the
business and the customer – are neglected.

Perhaps the approach to recruitment attributed to Bill Marriott of
Marriott Hotels puts this in context. When he interviews prospective

Customers
•  Good service quality
•  Trustworthiness
•  Fair prices

Internal staff
•  Recognition
•  Rewards
•  Security
•  Opportunity for advancement

Referral sources
•  Reliability
•  Performance
•  Recognition
•  Reciprocation

Influencers

2 Government and regulators
•  Credit rating
•  Compliance
•  Reliability
•  No surprises

1 Shareholders
•  Returns
•  Growth
•  Compliance
•  Good corporate citizen

Employees (potential)
• Job supply
• Image of ‘first choice’
  employer
• Courteous treatment

Suppliers
•  Clear requirements
•  Partnership
•  Large orders
•  Reliable settlement 

Bank

Figure 5.1 Key audiences and their expectations in a bank
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managers he says, ‘There are three important groups we need to
satisfy – shareholders, customers and our employees. Which is the
most important one to focus on?’ To get the job you have to answer
‘the employees’. Marriott argues that it is only by focusing on employ-
ees that he will have happy customers and only through happy
customers will he provide good return to his shareholders.

3. What business are we in?
This question is closely related to the earlier one about defining the
business too narrowly or too broadly. While many companies might
claim that the answer is obvious, we have found that when asked to
write it down without conferring, senior managers from the same
service organization rarely come up with the same answer. This then
poses another question: ‘If they are confused, how must those at lower
levels feel?’

The trap managers fall into is that they are guided by the nature of
their output rather than the company’s specific competences. Thus,
the claim that their company was in the ‘retail business’ could, on
deeper analysis, be found to be actually in the ‘getting latest fashions
into the High Street quickest’ business. Similarly, the company
that claims that it is in ‘computer software’ is likely to be really in the
business of helping other companies to resolve managerial control
problems, perhaps of a very specific nature.

Too often, companies fail to recognize their distinctive competences
and, as a result, miss valuable opportunities to play to their strengths.

4. How unique is the mission statement?
Service organizations are in different sectors, have different facilities,
staffing, levels of morale, geographic locations, track records, manage-
ment styles, expertise, values, hopes and ambitions. Taking these into
account, it is unlikely that all these areas of potential difference should
lead to one company having a mission much the same as any other.
Yet, in our dealings with many service companies, that is what we
find. This is especially true of banks and professional service firms.

It is as if the mission has been bought off the shelf rather than
made to measure.

Not only may a service organization have specific competences, but it
should also seek some differential advantages over its competitors.
It might be closer to markets, be more efficient, be more aggressive,
and so on. Any of these things ought to make the mission somewhat
different. (Of course, the corollary of this statement is that, if the com-
pany genuinely cannot identify any differential advantages, it should
seek to establish some.)

Failure to recognize
distinctive
competences can
lead to lost
opportunities

All service
organizations are
different and this
should be reflected
in the mission
statement

86 Marketing Plans for Services

c05 11 July 2011; 17:29:30



The underlying philosophy in striving for uniqueness is that success
lies in obtaining a competitive advantage, in a preferred way, with a
selected customer base. The acid test which discloses whether or not
this has been achieved is to substitute a competitor’s name into your
mission. If it still makes sense, then you are implying that both compa-
nies are the same – something which is usually untrue.

5. Is the mission market-oriented?
Organizations that focus too closely on their service product rather
than market needs can have an inclination to develop new improved
services or spin-offs which, brilliant though they might be, may not be
required by the market. The message is clear. In order to avoid this, the
mission should be market-oriented and focus on customer needs.

Increasingly, organizations such as airlines, hotels and banks are con-
sidering customer needs and using this knowledge to make an input
into the design of the services they offer.

6. At what level in the service organization is the mission
statement being prepared?
Service organizations may have international headquarters, several
national headquarters, divisional headquarters and, almost certainly,
a number of individual service product, or business, centres. Clearly,
then, it is unlikely that one central mission statement will suffice in
providing the direction to these several hierarchical levels in the orga-
nization. It is suggested, therefore, that all the guidelines provided in
this section can be applied equally well to any organizational level.
This issue is expanded on later in this chapter.

Here, we can see two levels of mission. One is a corporatemission state-
ment; the other is a lower level or purpose statement. But there is yet
another level, as shown in the following summary:

Type 1 – These are generally found inside the annual reports and are
designed to make shareholders feel good. They are invariably
full of ‘motherhood’ statements and organizational puffery. As
missions, they have little practical use and should not be confused
with Type 2.

Type 2 – The real thing. A meaningful statement, unique to the
organization, which impacts on behaviour at all levels of
the company.

Type 3 – This is a ‘purpose’ statement (or lower level mission state-
ment). It is appropriate at the strategic business unit, departmen-
tal or service level of the organization.

An example of Type 1 is given in Figure 5.2. This statement could apply
equally to almost any organization in the world. They achieve nothing
and it is difficult to understand why these pointless statements are so
popular. Employees mock them and they rarely say anything likely to
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give direction to the organization. We have entitled this example ‘The
Generic Mission Statement’ and they are to be avoided.

The following should appear in a mission or purpose statement, which
should normally run to no more than one page:

1. Role or contribution – For example, charity, profit seeker,
innovator, opportunity seeker.

2. Business definition – This should be done in terms of bene-
fits provided or needs satisfied, rather than the services
offered.

3. Distinctive competences – These are the essential skills,
capabilities or resources that underpin whatever success has
been achieved to date. Competence can consist of one par-
ticular item or the possession of a number of skills compared
with competitors. All should be considered in terms of how
they confer differential advantages, i.e. if you could equally
well put a competitor’s name to these distinctive compe-
tences, then they are not distinctive competences.

4. Indications for the future – This will briefly refer to what the
firmwill do, what it might do and what it will never do.

Example of service organization mission statements

In examining actual mission statements for service companies, it is
clear that there are vast differences in their length, structure and con-
tent. Some are more general statements of philosophy, while others are
much more specific. In this section, we will review some examples of
different approaches to the development of service organization
missions and illustrate the wide range of approaches that are adopted
which, in the view of the authors, represent good practice.

Figure 5.2
The generic mission
statement

The generic mission statement

Our organization’s primary mission is to protect and increase the value
of its owners’ investments while efficiently and fairly serving the needs
of its customer. [ ... insert organization name] seeks to accomplish this
in a manner that contributes to the development and growth of its 
employees, and to the goals of countries and communities in 
which it operates.
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The mission statement for Bain & Company, shown in Figure 5.3,
emphasizes special competence in creating added value through a
commitment to mutually productive relationships between the firm
and their clients. This was developed as a result of a five-day intensive
workshop retreat by senior management at Bain. We consider this
to be an especially useful way of structuring a mission statement –
starting with a general statement of strategic intent, followed by spe-
cific bullet points on what is required to achieve the mission. In 2011,
commenting on Bain & Company’s mission statement, a partner of the
firm stated that even though this mission statement was developed in
1985 ‘every time we peer into it, it’s just as real, it’s just as current, it’s
just as vibrant as it was years ago’.10

The Bain & Company example is a good illustration of the possible
longevity of a carefully constructed mission statement. However,
for many service firms, mission statements need to evolve over time.
The following discussion of mission statements for IBM and British
Airways illustrates this process of evolution.

Thomas Watson, IBM’s founder, articulated his company’s philosophy
in the phrase ‘IBM means service’. IBM defines itself as a service com-
pany and the corporate philosophy articulated by Watson was not just
to be a good service company, but to be the best service company in the
world. The IBM mission espoused by Watson in the 1960s is shown in
Figure 5.4.

Watson argued that the basic philosophy of the organization was more
concerned with its customer service performance than with technical

Bain & Company mission statement

• Bain & Company’s mission is to help our clients create such high
 levels of economic value that together we set new standards of
 excellence in our respective industries

– The Bain vision of the most productive client relationship and 
 single-minded dedication to achieving it

– The Bain community of extraordinary teams

– The Bain approach to creating value, based on a sharp 
 competitive and customer focus, the most effective analytic 
 techniques, and our process for collaboration with the client

• We believe that accomplishing our mission will redefine the
 management consulting business and will provide new levels of
 rewards for our clients and for our organization.

• This mission demands:

Figure 5.3
Bain & Company
mission statement
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or economic resources, organizational structure, innovation or timing.
Some 20 years later, the then IBM chairman stated: ‘We’ve changed
our technology, changed our organization, changed our marketing
and manufacturing techniques many times, and we expect to go on
changing. But through all this change, Watson’s three basic beliefs
remain. We steer our course by those stars.’

The problems suffered by IBM in the 1990s stemmed from a
lack of focus on these basic beliefs. A number of books writ-
ten on IBM’s problems provide evidence that during this
period they began to focus more on technology than on
customer needs. Their subsequent turnaround in the 2000s
was based on a renewed emphasis on the customer and trans-
formation to a service-based company.

Missions which are statements of business philosophy, such as this,
give overall guidance in terms of values, but do not give much focus
to service and product areas on markets. Clearly in the case of IBM
during the 1990s this proved to be a weakness. Since then IBM has
reinvented itself by focusing on services rather than products.

IBM is now more focused on articulating who they are, what they do,
and what they offer as outlined in their new mission statement, the
statement of values and business model shown in Figure 5.5. In devel-
oping these values all IBM staff around the world and selected other
parties were invited to engage in an open ‘values jam’ on the IBM
global intranet. The ‘values jam’, held over a 90-hour period in October
2008, had some 90,000 log-ins that generated over 32,000 posts. In their
responses staff were thoughtful and passionate about the company
they want to be a part of and were also brutally honest.11 Such a Web-
based initiative provides an opportunity to canvas a large number of
staff and receive their views on the mission and values of the firm
within a short time period.

Figure 5.4
Organizational
statement of
philosophy for IBM

IBM

• Pursue all tasks with the idea that they can be accomplished in a 
 superior fashion.

• Respect for the individual

• Provide the best customer service of any company in the world
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British Airways is a further example of how mission statements need
to evolve over time. In the 1990s, the British Airways mission focused
on a number of key themes including corporate charisma, creativity,
business capability, competitive stance and training philosophy.
In 2004 British Airways developed a new set of vision, values and
goals. Entitled the ‘The BA Way’ this new mission represents a state-
ment of British Airways’ business strategy, values and goals which
was communicated across the company. This initiative involved defin-
ing targets and measurements for their non-financial business goals

IBM Mission Statement

At IBM, we strive to lead in the invention, development and manufacture of the industry's most 
advanced information technologies, including computer systems, software, storage systems and 
microelectronics.

We translate these advanced technologies into value for our customers through our professional 
solutions, services and consulting businesses worldwide.

IBM Values 

- Dedication to every client's success

- Innovation that matters, for our company and for the world

- Trust and personal responsibility in all relationships

IBM Business Model

The company's business model is built to support two principal goals: helping clients succeed in 
delivering business value by becoming more innovative, efficient and competitive through the use of 
business insight and information technology (IT) solutions; and, providing long-term value to 
shareholders. The business model has been developed over time through strategic investments in 
capabilities and technologies that have the best long-term growth and profitability prospects based 
on the value they deliver to clients. The company's strategy is to focus on the high-growth, 
high-value segments of the IT industry.

The company's global capabilities include services, software, hardware, fundamental research and 
financing. The broad mix of businesses and capabilities are combined to provide business insight 
and solutions for the company's clients.

The business model is flexible, and allows for periodic change and rebalancing. The company has 
exited commoditizing businesses like personal computers and hard disk drives, and strengthened its 
position through strategic investments and acquisitions in emerging higher value segments like 
service oriented architecture (SOA) and Information on Demand. In addition, the company has 
transformed itself into a globally integrated enterprise which has improved overall productivity and is 
driving investment and participation in the world's fastest growing markets. As a result, the company 
is a higher performing enterprise today than it was several years ago.

The business model, supported by the company's long-term financial model, enables the company to 
deliver consistently strong earnings, cash flows and returns on invested capital in changing 
economic environments.

Figure 5.5 IBM mission statement, values and business model

5 – Marketing planning Phase One: the strategic context 91

c05 11 July 2011; 17:29:31



including customer advocacy, safety and security, respected company
and employee motivation. A key principle underpinning ‘The BA
Way’ is that British Airways relies on the active engagement and sup-
port of all stakeholders to deliver business success. This was updated
in the latter part of this decade following the appointment of Willie
Walsh as Chief Executive of British Airways (see Figure 5.6).

DHL, now part of the logistics group Deutsche Post DHL, has had a
number of mission and vision statements over the past two decades. A
recent review of DHL websites in different countries identified a num-
ber of mission and vision statements including a new much shorter
vision for DHL aimed at becoming ‘The logistics company for the world.’12

Some companies adopt such short mission statements. For example,
the Google mission statement is as follows: ‘Google’s mission is to orga-
nize the world’s information and make it universally accessible and useful.’
We view such short statements as ‘straplines’ rather than proper
mission statements. For strategic marketing planning purposes we
recommend a more comprehensive mission statement is developed
such as the earlier version of the DHL mission shown in Figure 5.7.

THE BA WAY OF BUSINESS

British Airways Plc and our subsidiaries strive to be good corporate citizens and to comply with the 
law in the countries in which we operate. Our activities are underpinned by the BA Way values which 
will guide our actions as we seek to maximize our opportunities in the marketplace.

The BA Way in the Marketplace

We will do our best to deliver our promises to our customers and our suppliers. We will manage our 
supply chain consistent with the BA way values.

The BA Way in the Workplace

We aspire to work together as one team, to treat each other fairly, respecting individual and 
collective rights, and striving for high levels of employee motivation and satisfaction through training, 
development and honest communications.

The BA Way in the Community

We will work to be a good neighbour.

The BA Way in the Environment

Recognizing the impact of aviation on the environment, we will work to improve our environmental 
performance.

Figure 5.6 ‘The BAWay’
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The mission for DHL in Figure 5.7 and the earlier example for Bain &
Company in Figure 5.3 both focus on many of the key issues we con-
sider should be addressed in a mission statement for such a firm. It
also illustrates the need to develop corporate objectives which are
highly integrated with the mission statement. Without a strong link-
age, which provides a means of measuring whether the mission can be
achieved, much of the potential value of a mission can be dissipated.
The relationship between corporate objectives and mission has been
well summed up by the chairman and CEO of General Mills:

We would agree that, unless our mission statement is backed up
with specific objectives and strategies, the words become mean-
ingless, but I also believe that our objectives and strategies are
far more likely to be acted upon where there exists a prior state-
ment of belief (i.e. a mission) from which specific plans and
actions flow.

We return to this issue later in this chapter when, in Figure 5.12, we
look at a simple framework for undertaking a consistency check
between a mission and the corporate objectives.

Mission statements can be an empty statement on a piece of
paper, or can reflect and underpin fundamental values of an
organization in pursuit of its strategy.

DHL will become the acknowledged global leader in the express delivery of documents and 
packages. Leadership will be achieved by establishing the industry standards of excellence for 
quality of service and by maintaining the lowest cost position relative to our service commitment in all 
markets of the world.

Achievement of the mission requires:

o Absolute dedication to understanding and fulfilling our customers’ needs with the appropriate 
mix of service, reliability, products and price for each customer

o An environment that rewards achievement, enthusiasm, and team spirit and which offers each 
person in DHL superior opportunities for personal development and growth

o A state of the art worldwide information network for customer billing, tracking, tracing and 
management information/communications

o Allocation of resources consistent with the recognition that we are one worldwide business

o A professional organisation able to maintain local initiative and local decision making while 
working together within a centrally managed network.

The evolution of our business into new services, markets, or products will be completely driven by 
our single-minded commitment to anticipating and meeting the changing needs of our customers.

Figure 5.7 DHLWorld Express – worldwide mission statement
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Levels of mission statement

Just as companies have different levels of objectives, ranging from
strategic objectives through to tactical objectives and action plans, a
service organization should consider to what extent it should develop
mission or purpose statements at lower levels of the organization.
Cranfield University in the UK has, for example, an overall University
Mission Statement, while each of the university’s schools (such as
Aerospace, Computer Science, Management, etc.) has its own mission
statement. Also, within the School of Management, for example, each
group, such as the Marketing Group, has its own mission statement,
all contributing to this university’s outstanding success.

Thus, a bank with diverse financial services operations could have
a mission statement for the bank as a whole, as well as individual
missions for each business unit: it might develop missions for retail
banking, corporate banking, international banking, investment bank-
ing, and its insurance and stockbroking activities.

Many multi-business service organizations are in a similar
position of needing to develop missions for their constituent
parts.

It may also be appropriate to have missions at individual functional
levels. For example, missions could be developed for internal service
functions. An example of a mission for a human resource department
is shown in Figure 5.8. Some organizations develop a range of missions
for internal service activities and departments. A customer service
mission statement, for instance, expresses the company’s philosophy
and commitment to customer service and the need for it follows from
the increasing recognition that service quality is an important means of
gaining competitive advantage. In some cases, customer service and
quality missions are stated separately. In others, they may be combined
as part of the statement of a firm’s overall mission.

In each case, the ‘mission’ should focus on the company, business unit,
or functional service activity. Where missions are formulated, for
example at the departmental level, they should be consistent with
higher level missions within the organization.

From mission statements to vision and values

Some companies have expanded their mission statement to include
vision and values. The most authoritative work on this topic is
that undertaken by consultant Hugh Davidson.13 His research was
prompted by the fact that most of the written materials on missions,
visions and values discuss how important they are and provide guid-
ance on how to design statements, but that there is little published

It is unlikely in most
large organizations
that one mission
statement will
suffice
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work on how to make them really work in organizations. His research
involved interviewing top management (chairpersons and chief execu-
tives) in 125 well-run companies and non-profit organizations in the
UK and USA. The companies included: BP, FedEx, DuPont, Tesco,
Nestl�e, Johnson & Johnson, and IBM.

Davidson found that the term ‘mission’, which has been widely used
over the past three decades, has become somewhat less popular in
recent years and its use has been subject to criticism because many
companies have not developed missions in a thorough and detailed
manner. He concluded that it didn’t matter which words were used to
describe the business vision; what was important were three funda-
mental questions:

‘What are we here for?’ – ‘Purpose’

‘What is our long-term destination?’ – ‘Vision’

‘What beliefs and behaviours will guide us on our journey?’ –
‘Values’.

A good example of a services company putting this into practice is
Goldman Sachs. They are a market leader in their sector and one of
the best companies in the investment-banking industry. They define
their purpose, vision and values as:

Purpose/Mission: To provide excellent investment and development
advice to major companies

To develop and promote the highest quality human resource practices and initiatives in an 
ethical, cost-effective and timely manner to support the current and future business
objectives of the organization and to enable line managers to maximize the calibre, 
effectiveness and development of their human resources.

This will be achieved through working with managers and staff to: 

• Develop an integrated human resource policy and implement its consistent use
 throughout the organization
• Enhance managers’ efficient use of human resources through the provision of responsive
 and adaptable services
• Be the preferred source of core strategic HR services
• Provide high quality tailored HR consultancy
• Introduce methods to plan for the provision of required calibre and quantity of staff 
• Ensure consistent line accountability throughout all areas within the organization
• Assist the organization in becoming more customer aware and responsive to changing needs
• Define and encourage implementation of an improved communications culture
 throughout the organization
• Maintain an innovative and affordable profile for HRM.

Figure 5.8 Human resource mission statement
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Vision: To be the world’s premier bank in every sector

Values: – Client first
– Teamwork

But just having a statement of mission, vision and values is not
enough. Companies such as Goldman Sachs live these on a day-to-day
basis. Goldman Sachs is no longer a partnership but they still maintain
a partnership ethos. As Davidson points out, where they differ radi-
cally from most other investment banks is on values. They put their
client before profit. Everyone at Goldman Sachs understands the
importance of always putting the client first. They also place team-
work high on their agenda.

Extending the mission to include the vision and its associated
values forms a significant element of an organization’s strategy. Put
simply, without a clear, concise and well-communicated vision, the
organization is unlikely to be highly successful in achieving its goals.
Organizations are increasingly realizing that developing a mission, a
vision and a set of associated values may be a difficult activity, but it
is one that is very worthwhile. Having a strong and appropriate
mission, vision and values can enable companies to develop a distinc-
tive culture and a focus for their employees, resulting in a ‘people
advantage’ that is difficult to imitate.

Developing a service mission

Many of the examples of missions have the advantage of being short and
simple. However, it must be remembered that the few sentences on a
piece of paper represent the end result of a ‘distillation’ process which
has extracted the essential few key elements from amass of rawmaterial.

To arrive at a meaningful mission statement is, therefore, a
time-consuming and sometimes painful experience, not some-
thing that can be rushed.

Bearing this in mind, the organization must be genuinely committed to
developing its mission (and the vision and values that underpin this) if
it is going to get any lasting value out of the investment of time and
energy it puts into it. Speed and compromise are not legitimate in the
mission formulation process.

While the mission can be developed by the chief executive in isolation,
or by a management consultant, such approaches miss the vital part of
the process – that of creating ownership and gaining organizational
acceptance of the outcome. Mission development should therefore be
an enterprise-wide consultative process, which involves input from
different functional areas and management levels. The example above

Time must be
devoted to the
mission statement

Producing the
mission statement
should be a group
process
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of IBM using its intranet shows how many staff in different locations
can be consulted in a short time.

The more managers and staff involved in formulating the
mission, the more committed to it they will be.

There are a number of ways by which the desired level of involvement
can be accomplished. Here are two approaches we have used with
success.

Workshops

These can be held in the context of a broader marketing plan-
ning exercise, or as stand-alone events. Typically, the partici-
pants would be senior executives, but there is no reason why
a representative cross-section of other members of the organi-
zation could not produce valuable inputs.

How the workshop unfolds will vary from company to
company, but it is likely to follow these general steps:

1. Introduction – The chief executive explains why it is impor-
tant for a mission to be formulated. The top-level support
the CEO brings leaves participants in no doubt that they
are working on a real task.

2. Orientation – Time is spent explaining the purpose of
missions and what they contain (much as we have done in
this chapter). Examples from other companies can be used
as visual aids. Participants are encouraged to critique such
examples.

3. Syndicate work – Small groups of 4–6 people are charged
with developing a first draft of the company’s mission.

4. Plenary session – The individual groups present their
missions and all contributions are analysed and discussed
regarding their strengths and weaknesses.

5. Pulling together – Either by further syndicate work, or
through the mechanism of a specially constituted task
group, the draft mission takes shape.

6. Testing – The draft mission is tested out in other parts of
the organization and amended when it is sensible to do
so. Thus, the final mission is developed.

Top team approach

This would involve working with the board of directors and
so the total group size is only about eight, thereby preclud-
ing syndicate work. Here, we adopt a slightly different
methodology:
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1. Orientation – This operates in much the same way as
described above.

2. Individual – Team members work in isolation to formulate
a working mission.

3. Clarification and review – Individual contributions are put
onto flip charts (without attribution) and posted around
the room. Team members then circulate, either:

a. studying all flip charts unaware of the author; or

b. each author in turn answers only questions seeking clar-
ification (there is no critique made).

4. Reformulating the mission – Working individually, team
members, building on the previous phase, reformulate a
second draft of the mission.

5. Clarification and review – Step 3 is repeated, but this time
missions that are essentially the same are grouped
together.

6. Discussion – The team, through detailed discussions,
review the missions, and seek to develop a mission that is
both realistic and one to which they are all committed. (In
some cases this process extends over several meetings.)

Both of these broad approaches have worked well for us, because we
played a catalyst role and were not involved in corporate politics,
as well as being unbiased regarding what the outcome should be.
We were also able to challenge corporate assumptions which were
suspect or just not true, hence establishing a more permissive, and
therefore creative, learning environment. As a result of our experien-
ces, we would strongly recommend that a company following the
routes we have outlined seeks out an experienced third party, such as
a consultant or someone from a business school, to facilitate the event.
Furthermore, such a person might also be able to help further develop
the final mission and improve its potential as a communications aid.
Those wishing to explore mission statements in more detail should
refer to the additional references that we provide.14

Once established, the mission should not be susceptible to frequent
change, because what the company wishes to become should remain
more or less the same. The exception to this general rule is if a funda-
mental change takes place, such as, for example, if new technology
develops and renders the company’s current technology redundant,
or a new strategic direction is determined. Nevertheless, while the
mission will not be changed very often, it should be re-examined for
its relevance on a fairly regular basis. It should also be introduced to
new employees on the first day of their induction programme so they
are familiar with the mission and what it represents.

While the mission
statement should
not be changed
often, it should be
reviewed regularly
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The realizable mission

A mission statement, while seemingly simple in its completed form,
may be the result of intensive and critical self-review for the company.
The mission should position the services firm clearly in the markets in
which it seeks to serve its customers and should provide an animated
version with which employees can identify. Describing a mission
statement as an ‘animated vision’ suggests that it should be forward-
thinking, inspirational and dramatized. When the mission is commu-
nicated it should have the capacity to motivate the workforce towards
organizational goals.

Figure 5.9 illustrates that it is necessary to develop a strong overlap
between intellectual agreement (the statement of mission) and emo-
tional commitment (the shared values of employees). It is this linkage
between mission and values, made by management and other employ-
ees, which determines the extent to which the mission is realizable.
This was summed up well by Jack Crocker, President of Super Value
Stores Inc., who said, ‘If a corporation is to succeed and experience
continuing, long-term growth, there must exist a meaningful company
philosophy [a mission] that justifies the personal commitment and
dedication of its people.’

Many missions make the mistake of focusing on shareholders, custom-
ers and managers and do not attempt to motivate the non-managerial
workforce. Companies should make employee engagement a high

The ‘realizable’ mission: combining intellectual agreement and
emotional commitment

Statement of mission
– Customers
– Services and products
– Location and technology
– Economics issues
– Self-concept
– Public image
– Employee concept

– Aspirations
– Desires
– Beliefs
– Values
– Commitment

Creation
of strong
overlap

Share values

Figure 5.9 The ‘realizable’ mission
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priority in their mission statements, as in a service organization it is
often the collective behaviour of employees which brings success or
failure.

Step 2 Corporate objectives

Corporate objectives and strategies

Once the mission has been developed, attention needs to switch to the
corporate objectives and strategies. By way of recapitulation, how
these are related is illustrated by Figure 5.10. From this, we can see
that the corporate objectives and strategies need to be consistent with
the sense of identity and direction provided by the mission statement.
Thus the mission statement and corporate objectives need to be closely
integrated. The corporate objectives should enable the organization to
determine if its mission is being achieved.

As we saw earlier, the language of the corporate objectives will, in most
cases, be in terms of profitability or return on capital invested, for these
measures are universal yardsticks of organizational efficiency.

How these objectives will be achieved gives rise to the corporate
strategies which impact on the various functional areas of the busi-
ness. While there can be no absolutes in terms of what corporate

Figure 5.10
Mission statement and
the hierarchy of
objectives and
strategies
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strategies should address, it is likely that they will cover much of the
following:

1. Market standing, e.g. sales and market share by market
segment and the nature of services provided.

2. Innovation, e.g. new avenues of development.

3. Productivity, e.g. productivity of employees; effective use
of capital and resources.

4. Financing, e.g. the nature of funding; levels of investment
in fixed assets.

5. Staff performance and development, e.g. management
and worker attitudes; preparedness to change.

6. Social responsibility and sustainability, e.g. to the environ-
ment; to the local community; legislative requirements.

From Figure 5.10, it will be seen that what is a strategy at a higher level
may become an objective at the next level down, so giving a hierarchy
of objectives and strategies.

Service companies need to consider which specific functional areas will
make the largest contribution to achieving the corporate objectives and,
in doing this, formulate a mix of strategies which are mutually support-
ive. It is unlikely that any functional area can be completely ignored
because, clearly, all parts of the organization are interdependent.

Service companies approach the setting of objectives in different ways,
as Figure 5.11 shows. Of course, this illustration is fairly general. How-
ever, it does show that when a company focuses on its services at the
expense of its customers, a certain type of organizational ‘culture’

Service company

Focus on its service Focus on its customers

(Stresses)

•  Efficiency
•  Technology
•  State of the art
    developments
•  Things
•  Is inward looking
•  Like a machine

•  Customer satisfaction
•  Customer needs
•  What customers
   actually want
•  People
•  Is outward looking
•  Flexible

(Stresses)

Figure 5.11
Different types of
organization focus
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almost naturally follows. This is equally true when the company
focuses on customers.

That this happens is supported by considering the history of British Air-
ways both before and after its privatization. In its earlier life, it saw
itself as being in the business of flying planes. A consequence of this
was that it was led by objectives which stressed technical efficiency and
customers came a poor second to the pursuit of operational excellence.
A major turnaround in profitability was brought about by privatization,
which forced the company to modify its objectives and recognize that
its future success lay in satisfying passenger requirements. However, as
stated earlier, the company lost its pre-eminent position in the late
1990s and it abandoned its focus on customers to a fiscal, cost-cutting
orientation. Yet, to switch from one type of culture to another is never
easy. In the present competitive environment, it needs to develop a
stronger emphasis on both customer service and its cost structure.

As we have said before, only customer-focused objectives and strate-
gies (and organizations) hold the prospect of corporate success in the
longer term. Those readers wishing to examine corporate objectives in
further detail should consult a strategy text such as Richards.15

Quantitative versus qualitative objectives

While objectives may sometimes be of a qualitative nature for
internal company purposes, they must always be capable of
being measured.

Objectives should therefore be clear and provide specific targets to be
achieved in a given time. If imprecise objectives are allowed, the orga-
nization will never have proper yardsticks against which to measure
its performance. Thus, if a hotel decided that one of the objectives was
to provide the best bedrooms in the area, it would have to spell out the
criteria by which it expected to be judged. Then surveys could be con-
ducted to benchmark competitors and to ascertain whether these crite-
ria were being met.

Here is how a financial services company phrased its objectives in
quantitative terms:

� Profit – Double group earnings over the next five years.

� Growth – Treble revenues over the same period.

� Innovation – At least one new product or service to be
launched every two years, with the intention of its account-
ing for 10% of total sales revenue within two years of
launch.
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� Corporate image – To improve unprompted recognition
(as measured by external research) from 30% to 50% over
three years.

� Services – Improve advisory and value-added services from
15% to 20% of total revenue over four years.

� Staff – Reduce staff turnover by 60% over three years.

Managers working in this organization are left in no doubt about what
they are expected to achieve. Everything can be measured.

However, for broad statements of intent that are made public, such as
in the annual report, qualitative objectives may be justified.

It is important that the company does not have too many high level
corporate objectives. Generally we suggest between six and ten high
level corporate objectives are sufficient; however, this may vary from
one organization to another. In the case of the financial services com-
pany above it had six key quantitative objectives.

A study undertaken by Hackett Benchmarking examined the planning
and control practices of world-class companies with non-world-class
companies. It found that the mediocre company has 372 line items of
objectives and budget detail while the world-class companies have 21.
As Chatterjee concludes: ‘The process of identifying the few core
objectives that drive a top firm’s competitive advantage is not easy,
but it puts the firm in a much better position to manage the risks of
failure than the average company. As a result, the firm does not suffer
from information overload, which facilitates better control and com-
munication. Furthermore, focusing resources on the most mission-
critical objectives avoids wasted effort and misallocated resources. If
something is not performing up to par, it is much easier to spot it from
amongst 21 items than 372. However, to cull a large laundry list of
objectives down to a handful of critical ones requires the utmost possi-
ble clarity as to how your business model is supposed to work.’16

To achieve this process, the organization must identify the top six to
ten high level corporate objectives and a related set of subsidiary
objectives that can be measured and tracked over time. When com-
pany’s control systems attempt to track everything, they’re much less
likely to be successful.

As Tim Ambler, a leading researcher into company performance,
observes, large companies have far too many measures. Further, often
some of the most important measures do not reach board level. He
found that measures of important objectives such as customer satisfac-
tion and customer retention only reached board level in 36% and 51%
of the companies he surveyed, respectively.17
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Once a set of appropriate corporate objectives is established, it is
important to ensure that these are tightly integrated with the mission.
If the mission captures the key strategic essence of what an organiza-
tion is seeking to accomplish, the corporate objectives should enable
the organization to determine if its mission is being accomplished.
Unfortunately, we have found few firms that address this issue. How
might this be done in practice?

Figure 5.12 provides a structured framework for undertaking this task.
It shows the example of how a leading information technology com-
pany has ensured its mission and its corporate objectives are closely
integrated. It commenced this process by undertaking a content analy-
sis of the key elements within its mission statement. These are shown
at the top of this figure and listed with the letters ‘a’ to ‘g’. It then listed
the seven key corporate objectives, which it had identified. These are
numbered ‘1’ to ‘7’ in this figure. It then considered each element of its
mission and determined whether each of the objectives either partially
or fully address this element of the mission. These are shown by the
small and large text in the figure. It concluded from this process that
three new corporate objectives needed to be added to address mission
statement elements relating to ‘outstanding customer value’, ‘enhanc-
ing the company’s role as primary contractors’, and ‘providing best in-
class staff development’. Finally, it identified that the objective of ‘new
products representing greater than 30% turnover in 5 years’ was not
addressed as an element within the mission statement. When the top
team management considered this, it concluded that this element was
so vital to its strategy that it made a further revision to address this
issue in its mission statement.

By undertaking this fairly simple process, firms can make sure that the
key elements in phase one – goal setting – of the marketing planning
process are integrated.

Finally, it must be stressed that for corporate objectives to
have any real meaning, they must be based on a deep under-
standing of customer needs. Consequently, the marketing
process has to take place where the customers are, so that a
mutual interdependency develops between marketing plan-
ning at the operational level and the setting of corporate
objectives and strategies.
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Summary

In this chapter, we have looked at the first phase of the planning process, which we
called the ‘strategic context’. It consists of two steps: formulating the corporate mission
and setting corporate objectives and strategies. We went on to define the mission state-
ment and to discuss its strategic value. Companies who had trouble in formulating their
mission did so partly from ignorance and partly because they fell into some common
traps – they made it too broad or too narrow, were unclear about the audience to which
it was addressed, were confused about the nature of their business, the mission was not
sufficiently unique and representative of the company, it lacked a motivational element,
or it focused on the service products rather than on the customers.

Being clear about what the mission means is one thing, formulating it so that it is both
realistic and acceptable is something else. We looked at participative methods for arriv-
ing at a mission which had organizational value. Methods such as these not only utilized
organizational creativity, but also initiated the communication process which is so essen-
tial if the mission is to impact on the hearts and minds of managers and staff.

Corporate objectives and strategies are designed to make the mission come alive. We saw
that the organization also had to align its objectives and strategies towards meeting cus-
tomer needs and that, sometimes, this could have profound implications for the corpo-
rate culture. Although objectives could be qualitative or quantitative in nature, the
latter must be capable of being measured, because they remove ambiguity. However, we
did see that there was a role for qualitative objectives in terms of providing a broad back-
drop to the organization.

The success of the whole marketing planning process is determined to a large extent by
the way these first two steps are tackled. That is why it should be done very thoroughly.
No marketing plan can be written properly until these elements of the overall corporate
strategy are in place. That they should be in place is the responsibility of top manage-
ment, not the marketing department.

However, as will be seen, these corporate objectives must inevitably be driven by a deep
understanding of customer markets, which entails getting marketing planning done
where the customers are. Thus, both top-down corporate objectives and bottom-up,
customer-driven marketing plans are mutually interdependent.
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