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I.
Out of My Head… 

Marketing is the power of perception and it can be used in extremely effective ways.  Perception is more important than the facts?  Let’s ruminate… 

11-year-old Thomas Adams of Tulsa, Oklahoma saw something on the tube about "Loonatics," this new cartoon about the futuristic descendants of the original Looney Toon characters that's due to debut on the KidsWB in September.   And he decided -- strictly based on brief glimpses of early concept art for the show, not after viewing a completed episode or even seeing any finished animation -- that "Loonatics" was going to be far too dark & futuristic for anyone’s liking.
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So young Mr. Adams launched a website -- www.saveourlooneytunes.com -- on February 28th, 2005. And -- at that site -- Thomas asked people to sign a petition that condemned a program that no one has actually seen yet. 

And -- surprisingly -- people did just what this 11-year-old asked them to do. They signed his on-line petition. And when the number of signatures at saveourlooneytunes.com climbed up toward 25,000, the mainstream media started picking up on this story.

First "Countdown with Keith Olbermann" came calling. Followed closely by CBS's "The Early Show," "Inside Edition" and CNN. Then traffic at Adams' website skyrocketed. Nearly 100,000 people signed Thomas' online petition.

And then – in late April 2005 -- Warner Brothers suddenly announced that it would would retool "Loonatics" and it was ordering the team working on this show to soften the design of the characters, rework its storylines, and change the names of several characters on the program as well as come up with a new title for the show itself.

All because an 11-year-old boy set up a website.  Looney.

II. 
MARKeting’s World: An Overview  


Often times, marketing is considered only to be advertising or sales.  In truth, however, marketing encompasses many different functional areas of a business--even if one may sometimes encounter these functional areas named something OTHER than marketing or if the responsibility for performing these tasks falls in a department OTHER than marketing. 

Marketing can be defined as a series of strategies and tactics that result in a marketing exchange occurring, which is a phenomenon that occurs between two parties who each exchange an item (or a service) with the other for something in return.  95% of the time, one of these parties is exchanging a form of currency, but this is not always the case (non-profit donations, bartering, etc.)

Marketing functions are categorized into the Four Ps of Marketing, which encompass:

· Product   
1)
Determine market needs, wants, and desires

2) Assess internal resources regarding satisfying market needs, wants, 

and desires with innovation

3) Develop process for market research and product testing 

4) Forecast product life cycle

· Price   
1) Understand strategic applications
2)   
Develop Cost-Based or Value-Based pricing depending upon market psychographics

· Place   
1) Establish optimal channels of distribution to maximize sales potential with all defined markets

2)   
Position products for the target market in order to maximize competitive advantage through the use of branding strategies
· Promotion   
1) Manage Promotional mix of Advertising, Public Relations, 

Direct Selling, and Sales Promotion

2)
Evaluate effectiveness of promotional mix through market research 

2) Understand strengths and weaknesses of various available media

3) Strategize utilization of controlled and uncontrolled media

III. 
Strategy
Strategy is the overall detailed planning process for developing tactics with the explicit intent of allocating and deploying resources in order to establish a favorable competitive position maintaining a unifying theme that offers a sense of coherence and direction for the decisions of an individual or organization.  Strategy is not a static rulebook, a blueprint, or a set of programmed instructions.

If you don't know where your want to go, any road will get you there.

What is a Strategic Plan? 

Entrepeneurs and business managers are often so preoccupied with immediate issues that they lose sight of their ultimate objectives. That's why a business review or preparation of a strategic plan is a virtual necessity.  While the presence of a strategic plan is not a guarantee for success, the absence of one increases the risk significantly that a business will fail. A sound strategic plan should:

· Serve as a framework for decisions or for securing support or approval 

· Provide a basis for more detailed planning

· Explain the business to others in order to inform, motivate & involve

· Assist benchmarking & performance monitoring

· Stimulate change and become building block for next plan

A strategic plan should not be confused with a business plan.  A business plan is usually the much more substantial and detailed document although a strategic plan often provides the foundation and frame work for a business plan.  

A strategic plan  should be visionary, conceptual and directional in contrast to an operational business plan which is likely to be shorter term, tactical, focused, implemental and measurable. As an example, compare the process of planning a vacation (where, when, duration, budget, who goes, how travel are all strategic issues) with the final preparations (tasks, deadlines, funding, weather, packing, transport and so on are all operational matters). 

A satisfactory strategic plan must be realistic and attainable so as to allow managers and entrepreneurs to think strategically and act operationally

Common Characteristics of Strategy

1) Strategic Decisions are Important
2) Strategic Decisions Involve a Commitment of Resources

3) Strategic Decisions are Not Easily Reversible
Key Elements of a Strategic Plan

All strategies have four elements that include:

1) Goals that are Simple, Quantifiable, and Long-Term
2) Ability to Forecast the External Competitive Environment

3) Objective Appraisal of Resources

4) Effective Implementation
Additionally, the preparation of a strategic plan is a multi-step process covering vision, mission, objectives, values, strategies, goals and programs. 

The Vision: The first step is to develop a realistic Vision for the business. This should be presented as a pen picture of the business in three or more years’ time in terms of its likely physical appearance, size, activities etc. A vision answers the question:  If someone from outside the organization visited the business, what would they experience? A vision consider an organization’s future products, markets, customers, processes, etc. 

The Mission: The nature of a business is often expressed in terms of its Mission which indicates the purpose(s) of the business, for example, "to design, develop, manufacture and market specific product lines for sale on the basis of certain features to meet the identified needs of specified customer groups via certain distribution channels in particular geographic areas". A statement along these lines indicates what the business is about and is infinitely clearer than saying, for instance, "we're in electronics" or worse still, "we are in business to make money" (what business isn’t). Also, some confuse mission statements with value statements (see below) - the former should be very hard-nosed while the latter can deal with 'softer' issues surrounding the business. The following table contrasts 'hard' and 'soft' mission statements.
	Hard
	Soft

	What business is/does
Primary products/services
Key processes & technologies
Main customer groups
Primary markets/segments
Principal channels/outlets
	Reason for existence
Competitive advantages
Unique/distinctive features
Important philosophical/social issues
Image, quality, style, standards
Stakeholder concerns


Compare the following statements:

	Hard Statement
	Soft Statement

	X Corp. designs, develops, assembles and markets systems for data base management. These systems integrate its proprietary operating system software with hardware supplied by major manufacturers, and are sold to small, medium and large-sized companies for a range of business applications. Its systems are distinguished by a sophisticated operating system, which permits use without trained data-processing personnel. 
	Our mission is to enhance our customers' business by providing the very highest quality products and services possible. Our customer support strategy is based upon total, no-compromise customer satisfaction and we continually strive to offer a complete package of up-to-date value added solutions to meet our customers' needs. We value above all our long term customer relations.


The Objectives 

The third key element is to explicitly state the business's Objectives in terms of the results it needs/wants to achieve in the medium/long term. Aside from presumably indicating a necessity to achieve regular profits (expressed as return on shareholders' funds), objectives should relate to the expectations and requirements of all the major stakeholders, including employees, and should reflect the underlying reasons for running the business. These objectives could cover growth, profitability, technology, offerings and markets.

The Values 

The next element is to address the Values governing the operation of the business and its conduct or relationships with society at large, customers, suppliers, employees, local community and other stakeholders.

The Strategies 

Next are the Strategies - the rules and guidelines by which the mission, objectives etc. may be achieved. They can cover the business as a whole including such matters as diversification, organic growth, or acquisition plans, or they can relate to primary matters in key functional areas, for example: 

· The company's internal cash flow will fund all future growth. 

· New products will progressively replace existing ones over the next 3 years. 

· All assembly work will be contracted out to lower the company's break-even point. 
The Goals 

Goals are the specific interim or ultimate time-based measurements to be achieved by implementing strategies in pursuit of the company's objectives, for example, to achieve sales of $3M in three years time. Goals should be quantifiable, consistent, realistic and achievable. They can relate to factors like market (sizes and shares), products, finances, profitability, utilization, efficiency.

The Programs 

The final elements are the Programs which set out the implementation plans for the key strategies. These should cover resources, objectives, time-scales, deadlines, budgets and performance targets.

Assess Current Position
Statements on vision, mission, objectives, values, strategies and goals are not just elements of future planning. They also provide benchmarks for a historic review. Most managers will find it exceedingly difficult to develop a future strategy for a business without knowing its current strategies and measuring their success to date.

The starting point must be to determine a company's existing (implicit or explicit) vision, mission, objectives and strategies. Then judge these against actual performance along the following lines: 

· Is the current vision being realized? 

· How has the company's mission and objectives changed over the past say, three years? Why have the changes occurred or why have no changes occurred? Identify primary reasons and categorize them as either internal or external. 

· Describe the actual strategies followed over the past few years in respect of products/services, operations, finance, marketing, technology, management etc. 

· Critically examine each strategy statement by reference to activities and actions in key functional areas covering such matters as: 

· How has the company been managed? 

· How has the company been funded? 

· How has the company sought to increase sales and market share? 

· How have productivity/costs moved? 

Take each element and quantify by reference to actual performance. Ask of each "why not"?, "why only"?, or "why so"? and locate the reasons for differences between the actual and desired performance. 

When reviewing a business it is essential to move beyond the symptoms of problems and reach the underlying causes. An example of a symptom would be “The Business missed its quarterly projection by 15%.”  An example of the underlying cause would be “Poor benefits caused employees on the assembly line to strike causing production to halt thereby resulting in a decreased output leading to fewer units being available for sale.” 

Questions which can assist in revealing the real causes include the following: 

· "What stopped the business from…?" 

· "What caused the situation to occur as it did?" 

· "Why didn't the business achieve its projected return?" 

Characteristics of Successful Businesses

A successful emerging growth business is likely to display many of the following characteristics: 

1. Sensibly financed (with prudent mix of equity and debt). 

2. Strong cash position (with access to follow-on or contingency funds). 

3. Offers above-average profitability (in terms of return on capital invested). 

4. Aims for rapid growth in revenues (with profits lagging but in prospect). 

5. Targets expanding, or otherwise attractive, market segments. 

6. Develops a strong franchise or brand. 

7. Devotes substantial resources to innovation (R&D, offerings or market). 

8. Competes on non-price issues (e.g. quality, service, functionality). 

9. Very close to customers and responsive to their needs. 

10. Seeks specialist/leadership image with superior offerings. 

11. Well managed with high-grade staff & good people-management. 

The primary strategic options for a new or established business include the following: 

	Grow fast (and ahead of most competitors)

	Grow in line with industry

	Defend existing status (assumes a moderately strong starting position)

	Catch up (with leaders & then grow with or ahead of them)

	Turn around (from being an underperformer)

	Hang in (go with the flow but don't expend much effort)

	Harvest (milk the opportunity with a view to withdrawal)


The preferred option is likely to be very influenced by the dynamics and prospects of the sector in which the business operates. For example, if the sector is under serious long-term threat then the only realistic options might be to hang in or harvest. 

The two main approaches to strategic development for an established business can be classified as either organic or quantum as illustrated below: 

	Organic
	Quantum

	Lower risk
	Higher risk

	Limited resources needed
	Substantial resources needed

	Absorbs less effort
	May divert/deflect attention

	Low immediate returns
	Higher returns (?)

	Incremental learning/progress
	Excellent insights required

	Strategic flexibility
	Unforgiving of errors


In the case of a start-up venture, organic and quantum approaches translate into soft or hard start-up strategies. An example of a soft start would be a software company that evolves from a part-time business into full-time service provider and then progresses into software products (classic "back room" start). 

Soft start strategies can be very effective as they allow entrepreneurs to learn the trade (and make mistakes) without incurring major, irrevocable (and maybe premature) commitments. Hard starts are obligatory where substantial investments in R&D, assets, or resources like technology or, manpower are needed from the outset. It may be possible to soften a hard start by renting (rather than buying) premises; leasing equipment (instead of purchasing); acquiring a franchise (in lieu of developing a new brand, systems etc.); entering into a joint venture; or subcontracting manufacturing, distribution, accountancy services and so on. 

Compiling Strategic Statements

Strategic statements can be defined as broad indicators of the direction(s) in which a business should be driven in order to fulfil its vision/mission while taking realistic account of its resources, constraints and opportunities.

They also serve as the link between the a business's objective and actions plans and should result in a series of integrated sub-strategies and action programs with goals, budgets, timetables. These can be most effective when linked to specific functional areas. For example:

	Industry
	Operations

	Marketplace
	Finance/funding

	Technology
	Sales 

	Offerings
	Management

	Marketing
	Organization


Limit the number of strategic statements to what can be realistically achieved within a realistic time frame and, if necessary, prioritize them. It is possible that just one strategy is needed for each of the main main functional areas listed above. See the latter parts of this Sample Strategic Plan for an example of a set of strategic statements. It might help to summarize and sequence the key elements in a color-coded Gantt chart or table like the following: 

	Quarter
	1
	2
	3
	4
	5
	6
	7
	8
	9

	Strategy 1
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Strategy 2
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Strategy 3
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Strategy 4
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Strategy 5
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Strategy 6
	 
	 
	 
	 
	 
	 
	 
	 
	 


IV.
SWOT Analysis 






(Strengths, Weaknesses, Opportunities, & Threats)
· Identify and assess a firm’s Strengths, Weaknesses, Opportunities, and Threats as revealed by information gathered in the process of scanning the environment internal to an organization as well as the environment external to the organization

· Acknowledge that environmental factors internal to the firm are classified as strengths or weaknesses and those external to the firm are classified as opportunities or threats

· Develop a strategic plan using SWOT assessment that considers many different relevant internal and external factors such as a community’s culture, economy, health, sources of funding, demographics, etc

· Maximize the potential of an organization’s strengths and opportunities while minimizing the impact of the weaknesses and threats.
SWOT MATRIX: IDENTIFYING STRATEGIC OPPORTUNITIES

· S-O Strategies pursue opportunities that are a good fit for an organization’s strengths

· W-O Strategies overcome an organization’s weaknesses to pursue opportunities

· S-T Strategies identify ways that an organization can use its strengths to reduce its 
vulnerability to competitors and other external impositions
· W-T Strategies establish a defensive plan to prevent the organization’s weaknesses from making it highly susceptible to external threats

V.
Competitive Analysis

If a business is to succeed, it needs to uncover and understand almost as much information about its competitors as it knows about itself. Unfortunately, many companies make the mistake of delaying any sort of analysis until a competitor has practically opened up shop across the street and is cutting deeply into profits.  


Don’t wait another moment to find out who and what you’re up against. 

For smart marketing professionals, a competitive analysis will identify ALL potential competitors while evaluating their respective strengths and weaknesses.   Wonderful, so you know.  Who cares?  Well as the old saying goes Knowledge is Power [insert evil, maniacal laughter here] and if you understand the actions of your competitors, you will discover how to position your OWN products for success in your market.  Know thy enemy and keep him close.

Competitive analysis is an ongoing process. You should always be gathering information about your competitors. How do we go about doing that?  Look at their Web sites. Read their product literature and brochures. Get your grubby paws on competitors’ products. See how competitors present themselves at trade shows. Read about competitors in your industry’s trade publications. Talk to your customers about your competitors’ products.  Talk to your competitor’s customers to find out why they’re not buying your products.  Sounds real easy, doesn’t it?  Problem is, many organizations don’t like to acknowledge what they discover because the truth it isn’t always the easiest thing for them to swallow (especially if they’re at fault).  If you eliminate the impossible, whatever remains, however improbable, must be the truth

Of course, all this is well and good but we smart marketing professionals do like to have a nice, clean step-by-step process in place for these oh-so-important kinds of tasks.  So, here is a template for creating a superior competitive analysis:

Step 1: Identify your competition 

Every business has competitors, whether it realizes it or not.  Taking the time to discern who these customers are is an important, but not overly time-consuming, process.  Let’s say, for example, you are the owner and chief marketing individual for the following fine dining establishment: 

It is NOT enough to just say “I operate a steakhouse.  To discover my competitors I’ll just open the phone book and look up other local steakhouses.”  Certainly anyone else with a steakhouse in town could be considered your Direct, or Primary, Competitor.  These are the competitors who offer your target market(s) a nearly identical (or perceived to be nearly identical) product at a similar price point.  Within this category you can classify the various organizations that qualify into three sublevels:  

1) Market Leaders are the direct competitors who currently dominate your market and are probably the companies you’ll find yourself bumping up against in your search for new customers.   In Tucson, for example, these may be McMahn’s Prime Steakhouse, Sullivan’s, Pinnacle Peak, or the Outback Steakhouse
2) Mid-level Competitors are the direct competitors who don’t dominate the market, but these organizations aren’t considered to be the lowest of the low either.  The majority of your direct competitors are going to fall into this category.  These are competent, if unspectacular organizations.  An example of a Mid-Level direct competitor may be smaller chain or independent restaurants like Black Angus and The OK Corral.  

3) Market Detractors are those organizations that may include such fine (ahem) establishments like the Red Garter Saloon and Steakhouse which offers such a poor product that public perception of the entire industry is negatively affected thereby increasing a market’s sales resistance to YOUR brand and/or product.  This level of competition can be graphically represented like:










Your secondary, or indirect, competitors are the businesses who may not go head-to-head with your organization, but who are targeting the same general market or whose products are offering the same basic benefit as yours.  For instance, Billy Bob's indirect competitors are other restaurants that are competing for the same discretionary dollar from a general target market of consumers who choose to purchase pre-prepared food from a restaurant:











The third, and final tier, is called Potential Competitors. These are companies that may have an opportunity to move into your market tangentially at some point in the future as well as those products that can (on some level) compete for the same consumer dollars even if its not a direct opposition.  While there are some significant degrees of separation that may occur between your product and those of competitors in this tier, keeping these competitors on your radar scope will ensure that you quickly realize new opportunities and threats that you need to prepare for.  For Billy Bob's, these potential competitors can include:










Step 2: Analyze strengths and weaknesses 

After you've figured out who your competitors are, complete a SWOT analysis for each direct competitor to determine their strengths and discover what their vulnerabilities are. Primarily you want to learn why your potential customers buying from these competitors. Is it price? Value? Service? Convenience? Reputation? Focus as much on perceived strengths and weaknesses as you do on actual ones. This is because customer perception may actually be more important than reality. 

It’s a good idea to do this strengths/weaknesses analysis in table form. Write down the names of each of your competitors. Then set up columns listing every important category for your line of business (price, value, service, location, reputation, expertise, convenience, personnel, advertising/marketing, financial wellbeing (such as P/E ratio or the amount of long-term debt a competitor has), short term liquidity, or whatever else is deemed appropriate). Once you have this table set, rate your competitors, and be sure to put in comments as to why you’ve given them that rating. You might even want to put strengths and weaknesses in different colors just  so you can tell at a glance where each competitor stands. 


Step 3: Look at opportunities and threats 

Strengths and weaknesses are often factors that are under a company’s control. But when you’re assessing your competition, you also need to examine how well prepared they are to deal with factors outside their control. These are called opportunities and threats. 

Opportunities and threats fall into a wide range of categories. It might be technological developments, regulatory or legal action, economic factors, a new competitor, or the actions of an existing one.  For example, Billy Bob's might benefit from understanding that Americans are currently excited about high-protein, lo-carb diet choices of which beef is a major staple.  This market need presents an incredible opportunity for Billy Bob's to reach out to a population that--less than a decade ago--had banished red meat from its vocabulary due to concerns about its links to heart disease and cancer. 


Step 4. Determine your position 

Once you figure out what your competitors' strengths and weaknesses are, you need to determine where to position your company vis a vis the competition. Some of this may be obvious from the results of your analysis, but it is also vital to take a hard and unbiased look internally at the criteria you used to rank and judge your competitors and apply it to your own organization.  This will give you an even clearer picture of where your business fits in the competitive environment. It will also help you determine what areas you need to improve, and what characteristics of your business you should take advantage of to gain more customers. 

The bottom line: look for ways to leverage your strengths and take advantage of your competitors’ weaknesses. 

The OK Corral





Billy Bob’s Bungalow ‘a Burned Beef:         a steakhouse for the redneck in us all!





McMahn’s Prime Steakhouse, Pinnacle Peak, Sullivan’s,              Outback                          Steakhouse





Billy Bob’s Bungalow ‘a Burned Beef:         a steakhouse for the redneck in us all!





Threats





Opportunities





Weaknesses





Strengths





External Analysis





Internal Analysis





Environmental Scan





 SWOT Analysis Framework





OPPORTUNITIES





THREATS





WEAKNESSES





STRENGTHS





W-T Strategies





S-T Strategies





W-O Strategies





S-O Strategies





Black Angus





Red Garter Saloon & Steakhouse





Chili's, Macaroni Grill, On the Border, Ruby Tuesday's, El Paso BBQ, Metro Grill





McMahn’s Prime Steakhouse, Pinnacle Peak, Sullivan’s                 Outback                            Steakhouse





Billy Bob’s Bungalow ‘a Burned Beef:         a steakhouse for the redneck in us all!





Denny's, JB's





PF Chang's,   Firecracker, 


El Charro 





The OK Corral





Black Angus





Red Garter Saloon & Steakhouse





McDonald's, Taco Bell, Burger King, Wendy's, Arby's, Wiernerschnitzel,         Del Taco, Sherry's Drive In





Supermarkets and Niche-Oriented Grocery Stores (like Asian Markets or Trader Joe's)





Billy Bob’s Bungalow ‘a Burned Beef:         a steakhouse for the redneck in us all!





McMahn’s Prime Steakhouse, Pinnacle Peak, Sullivan’s,            Outback                          Steakhouse





Red Garter Saloon & Steakhouse





Black Angus





The OK Corral





Chili's, Macaroni Grill, On the Border, Ruby Tuesday's, El Paso BBQ, Metro Grill





Denny's, JB's





PF Chang's,   Firecracker,   El Charro





McDonald's, Taco Bell, Burger King, Wendy's, Arby's, Wiernerschnitzel,         Del Taco, Sherry's Drive In





Recreational Shopping for luxury items such as Plasma Screen TVs, Diamond Jewelry, or  new a Lexus





Recreational Shopping for want-oriented items such as shoes or DVDs





Social and Entertainment Choices like movies,           miniature golf, museums, nightclubs, concerts,                                and other local attractions





Market Leaders





Mid-Level Competitors





Market Detractors





First Tier  Primary or Direct Competitors





Second Tier  Secondary or Indirect Competitors





Second Tier Secondary or Indirect Competitors





First Tier  Primary or Direct Competitors





Third Tier,        Potential Competitors





First Tier  Primary or Direct Competitors














PAGE  
1

