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AAA Marketing Plan Training 

 
Step-by-step approach for analysing your market situation and realistic writing up of your 

marketing strategy into a Marketing Plan to grow your SME agrifood company 
 
 
Introduction 
 
The Marketing plan consists of five sections: the Executive summary; Situation analysis; Marketing strategy; 
Financials, budgets and forecasts; and Controls. The AAA training approach covers each of the items but does 
not necessarily follow the five steps in this order. Participants should gain a good understanding of what 
marketing is and is not, and at the end of the training have good understanding on the background of each of 
these elements. This enables them to link this to the five sections above. The section on Financials is covered 
using components of the AAA Business Plan Training. 
 
 
Section 1: Executive Summary 
 
-‐ Although this topic appears first in the plan, you normally write it last. Wait until you're almost done so you 

can include the main highlights. You should cover the most important facts, such as target markets, sales 
growth and strategic focus, and those facts may change during the planning process.  

-‐ The contents of the summary should include the main highlights of the plan. Make sure to address target 
markets, market needs, sales prospects, expenses, and strategy. Remember as always to match your plan 
to your purpose. This is business, not writing class.  

-‐ As a general rule, your first paragraph should include what products or services you sell, to what target 
market, filling what target need, at what general level of sales and expenses. Make sure also to include the 
nature and purpose of this plan. You might also refer to the keys to success, or at least summarize them 
briefly.  

-‐ Another paragraph should highlight important points. Projected sales and expenses are normally included, 
as well as unit sales and contribution margin. Include the news you don't want anyone to miss. That might 
be an important strategic focus for the plan, a new product or service, or something else.   

-‐ Remember, this summary is the doorway to the rest of the plan. Get it right or your target readers will go no 
further. Keep it short. 

 
 
Section 2: Situation Analysis  
 
Key components: 

• Market Summary: Demographics, Needs, Trends, Growth 
• SWOT Analysis: Company Strengths, Weaknesses, Opportunities, Threats 
• Competition 
• Services 
• Keys to Success 
• Critical Issues 
• Macro environment 

 
2. Situation Analysis 
-‐ This first paragraph is a summary paragraph that addresses the key points that describe your current 

situation.  
-‐ The situation analysis sets the scene. As you develop your marketing plan, this early section is critical to 

bring your plan up to speed on the key points to follow. This is where you inventory what your firm offers and 
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introduce your marketing situation and the main components of the marketing plan. These components 
include your markets, competition, services, distribution channels, the microenvironment, and historical 
results. 

-‐ The most important single point is the market need. Every marketing plan should take a market-oriented 
strategic planning approach that focuses on the market need. 

 
2.1 Market Summary 
-‐ This first paragraph is a simple summary about your market. Assume that this paragraph might be the only 

one that somebody reads, so you need it to concisely summarize the rest of this section. What information 
would be most important if you had only one brief topic to include about your market?  

-‐ One effective technique is to skip this topic until you have finished the three others that follow, then come 
back here to write the highlights.  

-‐ Be concise. Without going into great detail -- leave it for the subtopics -- you should generally describe the 
different groups of target customers included in your market analysis, and refer briefly to why you are 
selecting these as targets. You may also want to summarize market growth and cite highlights of some of 
your growth projections, if this information is available.  

-‐ Normally this topic is linked to the Target Market Forecast spreadsheet, which you use to develop a market 
forecast for your specific target market segments. Use the spreadsheet to develop specific numbers for total 
potential markets and market growth for each of your target segments. Remember, the market analysis 
focuses on potential customers, not actual customers.  

 
2.1.1 Market Demographics 
-‐ Markets can be described in terms of geographic, demographic, psychographic, and behavioural attributes. 

Analyzing your market from this perspective can be a useful way to categorize what you know about the 
people that you want as clients and lead to identifying and confirming opportunities the market presents. You 
may find that your information is limited, and just capture what you know. This can also be an area that can 
help identify areas needing additional research.  

 
-‐ Market Geographies - This factor addresses where your customers are physically located. A landscape 

architect may serve those people within a specific climate or region. If you are marketing your services over 
the Internet, your client's physical location may be irrelevant. 

-‐ Market Demographics - Consumer wants, preferences and the frequency of their purchases are often 
associated with demographic information. Demographics consider information about your market's age, 
gender, nationality, education, household composition, occupation and income. Think about the 
demographics of the people in your market. Are there common demographic factors that describe the people 
you expect to be potential clients? 

-‐ Market Psychographics - The market can also be described in terms of psychographic information. It is more 
challenging than the previous categories because it is less quantifiable and more subjective. Psychographics 
categorize people on the basis of their lifestyle or personality attributes. For example, the lifestyles and 
personality attributes of people in a large metropolitan city are going to be quite different from those of a 
small agricultural-based community. Consider the general lifestyles or personalities that best describe your 
market.  

-‐ Market Behaviours - Buyers can also be analysed based on their knowledge, attitude, use, or response to a 
product. These behavioural variables may include the occasions that stimulate a purchase, the benefits they 
realize, the status of the user, their usage rate, their loyalty, the buyer-readiness stage, and their attitude 
toward the service you offer.    

 
-‐ Document what you know about each of these areas. If you have an existing client base or previous 

experience with this market, think about your "best" clients. You may want to know where they live, their 
age, gender, occupation, what is important to them, and why they want your services. If you do not have 
historical information, check to see if there are resources that you can use to help you understand and 
describe the attributes of your market. Complete what you can and return to this section as you learn more. 
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2.1.2. Market needs 
-‐ This may be the most important topic in your marketing plan. Always emphasize the market need that you 

seek to fill. What value are you providing? Your marketing efforts will always benefit from focusing on the 
benefits you are providing your customers, rather that the benefits you are realizing. It isn't how you sell the 
service; but rather, what customer needs you are satisfying.   

-‐ Value is realized in tangible and intangible forms. Are you saving your clients’ time, effort, or money? Are 
you enhancing their net worth, their self-confidence, or their potential? Are you enriching their skills, their 
sense of security, or their self-esteem? Are you minimizing their real or perceived risks, fears, or liabilities? 

-‐ Think in broad terms of the benefits you offer. An automobile, for example, provides not necessarily just 
mobility and transportation. Some autos offer their customers excitement, security, even status. Is a family 
mini-van serving the same need as a 2-seat sports car? A personal computer fills different needs as a 
productivity machine in an office than as a game machine at home. A computer consulting business might 
really provide security and reassurance to its clients, rather than simply computing know-how.  

-‐ This topic is a good reminder that all of your marketing activities should be based on meeting the underlying 
needs of your clients. For each market segment included in your strategy, explain the market needs that 
lead to this group's wanting to buy your service.  

-‐ If you are managing several important segments, you might use this topic as a summary topic, and then add 
sub-topics for examining the needs of each segment.  

-‐ In any case, explain the target market needs that relate to the service you provide. Did the need exist before 
the service was offered? Are there other services that offer different ways to satisfy this same need? Do you 
have market research related to this market need? It is always a good idea to try to define your service 
offering in terms of target market needs, so you focus not on what you have to sell, but rather on the buyer 
needs you satisfy. 

-‐ Use this topic to explain the needs you serve for each of your main target markets, with the services you 
offer. 

 
2.1.3. Market trends 
-‐ To describe market trends, think strategically. What factors seem to be changing the market, or changing the 

business? What developing trends can make a difference? Market trends could involve changes in 
demographics, changes in customer needs, a new sense of style or fashion, or other factors that may 
influence purchase behaviour of your market. Much of this depends on what business you are in.  

-‐ For example, a construction business might note the trend toward remodelling older homes instead of 
buying new homes, or a trend toward more rooms in larger houses, despite smaller families, because of 
home offices, media rooms and exercise rooms. A restaurant business might note a trend toward Asian 
foods or spicier foods, or toward fresher, healthier foods, or development of a new restaurant district in a 
different part of town. An accounting practice might note demographic trends, as baby boomers age, leading 
toward more need for estate planning and retirement planning.  

-‐ Understanding market trends may enable you to "get ahead" of your market and allow you to know where it 
is going before it gets there. Seizing a potential window of opportunity can be critical to establishing a 
competitive advantage. Timing is critical to any marketing strategy. 

-‐ Some quick research regarding trends can be a tremendous help. Your industry's association may be able 
to provide information on key trends. Magazine publications that address industry issues are another 
potential source. Financial analysts track trends for investment purposes and you may find this information 
useful. Some markets, particularly in larger metropolitan areas, have detailed market trend information that 
may be available through your local library or university. Remember that the Internet can be an efficient 
source of information for inexpensive and accurate market trend research.  

-‐ Once you have acquired this information, adapt it to what you know about your market. If your market tends 
to be an early adopter of these trends, incorporate them into your current strategy. If your market lags 
behind the pace setters, you will want to adapt the impact to your business. 

 
2.1.4. Market growth 
-‐ Use this topic to explain and discuss market growth. Is the market growing, is it static, or is it shrinking? 

Documented market growth enhances the implied value and potential of your business. Ideally you will be 
able to cite experts, a market research firm, trade association, or credible journalists describing projected 
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growth. This may be particularly important when your plan is used to communicate with those outside the 
marketing department or outside the organization, such as investors, board members or advisors.  

-‐ Cite growth rates in terms that fit the available information and your industry. Determine if growth is best 
expressed in the number of potential customers, projected dollar sales, projects completed, website projects, 
tax reporting hours, yards to landscape, or whatever best fits your business and your audience. 

-‐ Whenever you can, relate the growth rates cited in expert forecasts to the growth in potential customers that 
you have included in the market analysis table. This will calculate total market growth over a five-year 
period, using the assumptions in your marketing plan forecast. 

-‐ If you are projecting the market will experience growth, briefly describe how you are going to leverage your 
strengths to take advantage of the market growth. If the market is static or shrinking, your task is much more 
challenging. You will need to take away market share from your competitors to experience growth in your 
business. 

-‐ Check for reality. Are your growth rates reasonable, based on the characteristics of your market? Are they 
believable? Can you defend them? Unreasonable growth rates can create unrealistic expectations and a 
marketing plan that is doomed to fail. Grossly understated growth rates may minimize the potential of your 
marketing plan and make this process more difficult for you next year. 

 
2.2. SWOT analysis 
-‐ A valuable step in your situational analysis is to assess your firm's strengths, weaknesses, opportunities and 

threats (SWOT). A SWOT analysis is a helpful method to complete this assessment. 
-‐ The SWOT analysis begins by assisting you to conduct an inventory of your internal strengths and 

weaknesses. You will then note the opportunities and threats that are external to the organization based on 
your market and the overall environment. Don't be concerned about elaborating on these topics at this point. 
Bullet points may be the best way to begin. Capture the factors you believe are relevant in each of the four 
areas. You will want to review what you have noted here as you work through your marketing plan.  

-‐ The primary purpose of the SWOT analysis is to identify and categorize each significant factor, positive and 
negative, into one of the four categories and allow you to take an objective look at your business. The 
SWOT analysis will be a useful tool to develop and confirm your goals and your marketing strategy.  

 
2.2.1. Strengths 
-‐ Think about the strengths within your business that add value to your product or your marketing efforts. 

Strengths describe your positive tangible and intangible attributes.  
-‐ You may want to evaluate your strengths by area, such as marketing, finance, manufacturing and your 

organizational structure. Strengths include the positive attributes of the people involved in the business, 
including their knowledge, background, education, credentials, contacts, reputation or the skills they bring. 
Strengths also include tangible assets, such as available capital, equipment, credit, established customers, 
copyrighted materials, patents, information and processing systems, and other valuable resources within the 
business. 

-‐ Strengths capture the positive aspects internal to your business that add value or offer you a competitive 
advantage. This is an opportunity to remind yourself of the value existing within your business. 

 
2.2.2. Weaknesses 
-‐ Note the weaknesses within your business. Weaknesses are factors that detract from your ability to have a 

competitive edge.   
-‐ Weaknesses might include the lack of expertise, limited resources, lack of access to skills or technology, 

inferior service offerings, or the poor location of your business. These are factors that are under your control, 
but for a variety of reasons, are in need of improvement to effectively accomplish your marketing objectives. 
Weaknesses capture the negative aspects internal to your business that detract from the value you offer or 
place you at a competitive disadvantage. These are areas you need to enhance in order to compete with 
your best competitor. The more accurately you identify your weaknesses, the more valuable the SWOT will 
be for your assessment. 

 
2.2.3. Opportunities 
-‐ What opportunities exist in your market or the environment from which you hope to benefit? Opportunities 

assess the attractive factors that represent the reason for your business.  
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-‐ These opportunities reflect the potential you can realize through implementing your marketing strategies. 
Opportunities may be the result of market growth, lifestyle changes, resolving problems associated with 
current solutions, positive market perceptions about your business, or the ability to offer greater value that 
will create a demand for your services. If it is relevant, place time frames around the opportunities. Does it 
represent an on-going opportunity, or is it a window of opportunity? How critical is your timing? 

-‐ Opportunities are external to your business. If you have identified "opportunities" that are internal to the 
organization and within your control, you will want to classify them as strengths. 

 
2.2.4. Threats 
-‐ What factors are potential threats to your business? Threats include factors beyond your control that could 

place your marketing strategy, or the business itself, at risk.  
-‐ A threat is a challenge created by an unfavourable trend or development that may lead to deteriorating 

revenues or profits. Competition -- existing or potential -- is always a threat. Other threats may include 
intolerable price increased by suppliers, government regulation, economic downturns, devastating media or 
press coverage, or a shift in consumer behaviour that reduces your sales. What situations might threaten 
your marketing efforts? Get your worst fears on the table. A part of this list may be speculative in nature and 
still add value to your SWOT analysis. 

-‐ It may be valuable to classify your threats according to their "seriousness" and "probability of occurrence."  
-‐ The better you are at identifying potential threats, the more likely you can position yourself to proactively 

plan for and respond to them. You will be looking back at these threats when you consider your contingency 
plans. 

-‐ The upcoming "Critical Issues" section will bring the four areas of the SWOT analysis together. 
 
2.3. Competition 
-‐ Describe your major competitors in terms of the factors that most influence revenues. This may include their 

size, the market share they command, their comparative product quality, their growth, available capital and 
resources, image, marketing strategy, target markets, and any attributes you consider important. Industry 
associations, industry publications, media coverage, information from the financial community, and their own 
marketing materials and websites may be good resources to identify these factors as "rate" the performance 
of each competitor.  

-‐ Your access to this information will vary. Competitors that are publicly traded may have a significant amount 
of information available. Competitive information may be limited in situations where your competitors are 
privately held. If possible, you may want to take on the task of playing the role of a potential customer and 
gain information from that perspective.  

-‐ Use this topic for a general comparison of your offering as one of several choices a potential buyer can 
make.   

-‐ Discuss how your service offering compares to the others. For example, your travel agency might offer 
better airline ticketing than others, or perhaps it is located next to a major university and caters to student 
traffic. Your graphic design business might be mid-range in price, but well known for proficiency in creative 
technical skills. Your management consulting business is a one-person home office business, but enjoys 
excellent relationships with major personal computer manufacturers who call on you for work in a vertical 
market in which you specialize.  

-‐ In other words, in this topic you should discuss how you are positioned in the market. Why do people buy 
your services instead of the other services offered in the same general categories? What benefits do you 
offer at what price, to whom, and how does your mix compare to others. Think about specific kinds of 
benefits, features, and market groups, comparing where you think you can show the difference. 

-‐ This topic is still in the general area of describing the industry, or type of business. Explain the general 
nature of competition in this business, and how the customers seem to choose one provider over another. In 
the restaurant business, for example, competition might depend on reputation and trends in one part of the 
market, and on location and parking in another. In many professional service practices the nature of 
competition depends on word of mouth, because advertising is not completely accepted. Is there price 
competition between accountants, doctors, and lawyers? How do people choose travel agencies or florists 
for weddings? Why does someone hire one landscape architect over another? Why choose Starbucks, a 
national brand, over the local coffee house? All of this is the nature of competition.  
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-‐ What factors make the most difference for your business? What might make customers choose one of your 
types of business over another? Price, or billing rates? Reputation? Image and visibility? Are brand names 
important? Or is it simply word of mouth, in which the secret is long-term, satisfied customers?  

-‐ Either way, you should list the main competitors, and the strengths and the weaknesses of each. Consider 
their service, pricing, reputation, management, financial position, brand awareness, business development, 
technology, or other factors that you feel are important. In what segments of the market do they operate? 
What seems to be their strategy? How much do they impact your service business, and what threats and 
opportunities do they represent? 

 
2.4. Services 
-‐ List and describe the service(s) your company offers. For each business offering, cover the main points, 

including what the service is, how much it costs, what sorts of customers make purchases, and why. What 
customer need does each service fill?   

-‐ It is always a good idea to think in terms of customer needs and customer benefits, as you define your 
service offerings, rather than thinking of your side of the equation -- how you generate the service -- first. For 
example, an accounting business might present its services in terms of individual customers needing a 
simple one-day review of personal tax forms, or businesses that want full tax planning and preparation with a 
constant eye for potential audit. The accounting services involved may have the same names, but they are 
very different services, because the customer need is so different. A restaurant might think of services as full 
meal vs. coffee and snack, or breakfast vs. lunch vs. dinner.   

-‐ As you list and describe your services, you may run into one of the serendipitous benefits of good planning, 
which is generating new ideas. Describe your service offerings in terms of customer types and customer 
needs, and you'll often discover new needs and new kinds of customers to cover. This is the way ideas are 
generated. 

-‐ The length and detail included here depends a great deal on the purpose of your plan. Normally a marketing 
plan is not written for people outside the company, so you don't need to describe the service as if you were 
developing sales literature or collaterals. People within the company know what your services are already.  

-‐ Still, this is a good place to list the benefits offered and pricing points, particularly where your marketing plan 
will be read by people who aren't close to the services you're describing. Use your judgment and make sure 
the plan matches its business purpose.   

-‐ Remember that if you have different lines of services and a lot of detail, you can always create new topics 
under this topic, with more detail in each. 

 
2.5. Keys to success 
-‐ The idea of keys to success is based on the need for focus. You can't focus efforts on a few priorities unless 

you limit the number of priorities. In practice, lists of more than three or four priorities are usually less 
effective. The more the priorities (beyond three or four), the less chance of implementation.  

-‐ Virtually every marketing plan has different keys to success. These are a few key factors that make the 
difference between success and failure. This depends on who you are and what services you offer. In a 
manufacturing business, for example, quality control and manufacturing resources might be keys to success 
for one strategy, and economy of scale for another. In another example, the keys might include low cost of 
assembly, or assembly technology in packaging kits. Frequently the channels of distribution are critical to 
manufacturers. You might also depend on the brand or the franchise.  

-‐ Think about the keys to success for your marketing plan. This is a good topic for a discussion with your 
management team. What elements are most important 

 
2.6. Critical issues 
-‐ Now we will bring the four areas of the SWOT analysis together to formulate critical issues affecting the 

marketing plan. The objective is to leverage the strengths of the business to take advantage of the available 
opportunities, offset or improve the stated weaknesses, and minimize the risk of potential threats. Your 
marketing plan should address the critical issues to place you in an optimal position to succeed -- optimizing 
revenues with the allocated marketing resources.  

-‐ As you look at using your strengths and consider your weaknesses, it may be helpful for you to consider 
placing your business in one of four categories. Is you business ideal, speculative, mature or troubled? 
a. Ideal:  High in major opportunities and low in major threats has great promise for success. 
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b. Speculative:  High in major opportunities and high in major threats describes a risk situation with 
potentially large returns. 

c. Mature:  Low in major opportunities and low in threats indicates limited growth potential with relatively 
low risk. 

d. Troubled:  Low in both opportunities and high in threats raises serious questions about the potential and 
requires immediate reconsideration. 

-‐ This discussion may also include an assessment of your ability to compete in the market, the fit of the 
services you offer based on the needs of the market, your price and promotion policies, or investment in the 
research and development activities to enhance your services. 

 
2.7. Macro-Environment 
-‐ This section describes the broad macro environment trends that may affect your ability to generate revenue. 

This considers the demographic, economic, technological, political/legal, and social/cultural changes that 
impact the potential market worth of your services in the future. 

-‐ Briefly address factors that may include market acceptance, social perceptions, saturation levels, consumer 
trends, economic changes, competitive activity, or technology advancements. What trends in the larger 
environment may impact the course of your business? You may want to review your comments in the 
"Opportunities" and "Threats" sections of your SWOT analysis for ideas and validation. 

 
 
Section 3: Marketing Strategy 
 
Key components: 

• Mission 
• Marketing Objectives 
• Financial Objectives 
• Target Marketing 
• Positioning 
• Strategy Pyramids 
• Marketing Mix: Services and Service Marketing, Pricing, Promotion 
• Marketing Research 

 
3. Marketing strategy 
-‐ This is a summary chapter, introducing the discussion of strategies to follow. The strategy chapter normally 

includes objectives, mission, target market strategies, product positioning, strategy pyramids, and detailed 
discussion of the marketing mix. 

-‐ As a summary paragraph, this topic should introduce the others to follow. You should include the most 
important highlights, for sure, because this first topic might be used to summarize the whole chapter.  

-‐ Remember, strategy is focus. It isn't a complete list of what you want to do, but rather a prioritized list of your 
main items. You will of course go into detail in your positioning, mission statement, and the other topics 
included in the chapter. Don't try to include everything here, just the highlights. 

 
3.1. Mission 
-‐ A brief mission statement will keep your plan focused. Use your mission statement to establish your 

business' fundamental goals for the quality of your business offering, customer satisfaction, employee 
welfare, compensation to owners, and so forth. A good mission statement can be a critical element in 
defining your business and communicating to employees, vendors, customers, and owners, partners, or 
shareholders.  

-‐ For example, customer service experts frequently point out the need for a mission statement that explicitly 
states the importance of customer service, so that employees understand how much the company values its 
customers. Quality assurance experts will also turn to a mission statement as a fundamental plank of quality 
control. A company needs to state its goals and priorities so the people charged with carrying them out can 
know and understand them.  
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-‐ The mission statement is also a good opportunity to specifically define what business you are in. This can be 
critical to understanding your keys to success.  

-‐ As an option, experts in value-based marketing recommend a mission statement that includes what they call 
a "value proposition." The value proposition summarizes what benefits you offer, to whom, and at what 
relative price. Using this reasoning, a tire company might be selling the benefit of highway safety to safety-
minded consumers (especially parents) at a price premium. A luxury car might actually be selling the benefit 
of prestige to status-conscious consumers at a price premium, or the benefit of reliability to value-conscious 
consumers at a price premium. 

 
3.2. Marketing objectives 
-‐ Use this topic to set specific marketing objectives. Think about sales, market share, market positioning, 

image, awareness, and related objectives.  
-‐ Remember to make your objectives concrete and measurable. Develop your plan to be implemented, not 

just read. Objectives that can't be measured can't be tracked and followed up, so they are less likely to lead 
to implementation. The capability of plan-vs.-actual analysis is essential.  

-‐ Sales are easy to track and measure. Market share is harder, because it depends on market research. 
There are other marketing goals that are less tangible, harder to measure, such as positioning or image and 
awareness. Remember though, as you develop the objectives, that it is much better to include the 
measurement system within the objective itself. This is especially true when they aren't obvious.  

-‐ Financial objectives are very different from marketing objectives. A financial objective might be to increase 
2005 profits by 10%. The associated marketing objective to attain the profit goal might be to increase market 
share by 3%. 

 
3.3. Financial objectives 
-‐ Financial objectives are very different from marketing objectives, and generally easier to measure. A 

financial objective might be to increase 2005 profits by 10%, or sales by 10%, or contribution margin by 5%, 
or gross margin by 10%. Financial objectives might also be holding spending to a specific level, as a percent 
of sales.  

-‐ In all of these cases, the achievement of the objectives is measurable. As you develop the objectives, keep 
the measurement and tracking in mind. As always, make sure your objectives are concrete and measurable.  

 
3.4. Target marketing 
-‐ In this topic you should introduce the strategy behind your market segmentation and your choice of target 

markets. Explain why your business is focusing on these specific target market groups. What makes these 
groups more interesting than the other groups that you've ruled out? Why are the characteristics you specify 
important? 

-‐ This is more important for some businesses than others. A restaurant, for example, might focus on one set 
of upper-income customers instead of another, for strategic reasons. An accounting firm might focus on 
certain business types whose needs match the firm's expertise. Some fast food restaurants focus on families 
with children under driving age. A graphic design firm might specialize in small or medium businesses that 
need Internet websites. Strategy is focus, it is creative, and it doesn't follow pre-written formulas. 

 
3.5. Positioning 
-‐ Use this topic for your marketing positioning statements. The positioning statements should include a 

strategic focus on the most important target market, that market's most important market need, how your 
product meets that need, what is the main competition, and how your product is better than the competition. 

-‐ Consider this simple example: For [target market description] who [target market need], [this service] [how it 
meets the need]. Unlike [key competition], it [most important distinguishing feature].  

 
3.6. Strategy pyramids 
-‐ First, a word of caution: this topic is intended to help you think about strategy, not to make a marketing plan 

more difficult.  
-‐ Imagine a pyramid made of three levels of square boxes. The top of the pyramid is a single box, which 

contains a strategy. Strategy is focus, and a strategy is an area of focus of resources. In the middle you 
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have three or so boxes that stand for tactics. On the bottom you have, say, five or six boxes that stand for 
programs. It would look something like the following:  
 

Strategy 
Tactic * Tactic * Tactic 

Program * Program * Program * Program 
 
-‐ Definitions don't have to be exact. Strategy is a main focus, which might be focusing on a specific target 

market, product opportunity, positioning statement, or some other important or fundamental element. You 
described your main strategy in the previous topic. Tactics are there to implement strategies. For example, if 
a computer store's strategy is to build longer-term relationships with business customers, then tactics might 
include increasing networking offerings, training, and support. Programs are specific business activities, 
each of which has concrete dates and responsibilities, and probably a budget. In the computer store 
example, programs for the strategy might include upgrade mailings, seminars, installation services, network 
training, and others, each of which is built on specifics.  

-‐ You don't necessarily do a complete business strategy in a single pyramid. Each fundamental pole of 
business strategy might be a different pyramid. 

-‐ One important benefit of the pyramid method is integration and alignment. If your strategy is to focus on one 
thing or another, you should be able to trace that strategy into tactics and, most important, your actual 
spending priorities and activity priorities. Flip back and forth between your pyramid strategy and your 
milestones table, and ask yourself if the specifics of your milestones plan match the emphasis you put on 
strategy. 

-‐ As an alternative to the strategy pyramid, you might prefer to use the value proposition framework. Value-
based marketing is another conceptual framework, like the pyramid in the previous topic. Like the pyramid, it 
doesn't have to be in your marketing plan at all, but we add it here because some people find that the 
framework helps them develop strategy. Obviously, this has to be a quick treatment. There are textbooks 
written about value-based marketing, and the business literature on this topic is rich and varied.  

-‐ This framework begins with defining your business offering as a value proposition. The value proposition is 
benefit offered, less price charged, in relative terms. The definition encourages you to think in broad 
conceptual terms, with emphasis on the real benefit offered, rather than the specific tangible.  

-‐ Once you have a value proposition defined, and then look at how well you 1.) Communicate the marketing 
proposition and 2.) How well you fulfil your promise. For example, if a computer store's marketing 
proposition has to do with reliable service for small business, peace of mind, and long-term relationships, 
then it probably shouldn't be taking out full-page newspaper advertisements promising the lowest prices in 
town on brand-name hardware. It probably should communicate that proposition with sales literature that 
emphasizes how the computer store will become a strategic ally of its clients. It might also think twice about 
how it handles overdue bills from customers, who might really be holding out for more service or better 
support. Like the pyramid, the framework helps you integrate your planned programs into a logical whole 
plan. 

 
3.7. Marketing Mix 
-‐ This topic is a summary introducing the topics to follow. Marketing mix is the combination of your marketing 

programs, including your product positioning, pricing, distribution channels, advertising and promotion, 
service, delivery, and other factors. The toll-free telephone number, the website, the sales literature, the 
advertising, and many other marketing programs are all part of the marketing mix.  

-‐ The best way to handle this summary topic is to note the highlights of your marketing mix. Don't try to 
include all the details, just what is different. Are you a price leader, for example, or maybe positioning 
yourself as the high-priced and high-quality provider, or are you pushing for image and awareness. 
Emphasize what makes you different, what isn't obvious, what might surprise somebody.  

-‐ Product, price, place, promotion, and service are all standard components of the marketing mix. As a service 
company, your product is a service. 
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3.7.1. Services and services marketing 
-‐ Your marketing mix starts with what you sell. What services do you offer to your customers? How do you 

decide which services to sell, and why? Why have you priced the services as you have, why have you 
decided to sort them and offer them the way you do?  

-‐ Most of the material for this topic is already in your plan, particularly in the positioning statement. Make sure 
this topic links with your positioning. 

 
3.7.2. Pricing 
-‐ Use this topic to provide detail on service pricing, and to relate pricing to strategy. Relative pricing is critical 

to strategy. Pricing is also supposed to be intimately related to the positioning statement in the previous 
topic, since pricing is probably the most important factor in product positioning.  

-‐ Price lists and additional background material are usually available, at least for on-going companies with 
existing services. You should include these as part of the appendices.  

-‐ Pricing isn't always strategic and isn't even always in your control, at least not in the immediate short term. If 
you manufacture products or materials purchased by a high-volume purchaser, you may not have the power 
to raise prices. In some industries the prices are so determined by market leaders that the other competitors 
almost have to follow. Sometimes your channels of distribution will dictate your pricing. In any case, if it is at 
all relevant to your plan, then this is the topic to explain and provide detail on pricing. 

 
3.7.3. Promotion 
-‐ Think of promotion in a broader sense than simply sales promotion. Think of how you spread the word about 

your business to your future customers. Think of it in the broader context, including the whole range of 
advertising, public relations, events, direct mail, seminars, and sales literature.  

-‐ Think strategically. What, in general, is your strategy about communicating with people? Do you look for 
expensive ads in mass media, or targeted marketing in specialized publications, or even more targeted, with 
direct mail? Do you have a way to leverage the news media, or reviewers? Do you advertise more effectively 
through public relations events, trade shows, newspaper, or radio? What about telemarketing, the World 
Wide Web, or even multi-level marketing?  

-‐ Are you satisfied with how this is working for you now, or is it a problem area that needs to be addressed? 
Are you meeting your needs and in line with your opportunities?  

-‐ How does your promotion strategy fit with the rest of your strategy? Check for alignment between what you 
say here and what you say in your strategy pyramid, and your value proposition. As you described market 
trends and target market segments, did you see ways to improve your promotion strategy? 

 
3.8. Marketing research 
-‐ Explain in this topic what market research you need. Think about what market research you need on a 

regular basis. This might include customer surveys, market surveys, market forecast reports, market share 
reports, trends, etc.  

-‐ Are there specific market research projects that need to be conducted for the on-going development of the 
marketing plan? Explain the objectives, scope, and implementation plan for the research. 

 
 
Section 4: Financials, budgets and forecasts 
 
Key components: 

• Sales Forecast, Sales by Manager 
• Expense Forecast, Expense by Manager 
• Linking Sales and Expenses to Strategy 
• Break-even Analysis 

 
4. Financials, budgets and forecasts 
-‐ This is a summary paragraph for the rest of the chapter. This chapter contains your expense budgets, sales 

forecasts, and breakdowns by category. Normally it is mainly tables and charts, with texts to explain the 
numbers in them.  
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-‐ As a summary, cite the main points. Sales are expected to grow to what level, from what level? Expenses 
are to be held at some level, which is only XX% of sales. Many of your readers will just browse these main 
paragraphs, some will browse the charts as well, and only a few will go into the tables in detail. 

-‐ In the training the formats of the Business plan training will be used, as shown below: 
 
4.2. Forecasting profit and loss 
-‐ In the profit & loss account you calculate projected revenue (income) from the products (and/or services) 

that they will offer. It is based on the various products that they can already offer (existing product-market 
combinations) and new products that they can offer by defining NEW products and/or NEW clients.   

-‐ Revenue or Income: In the spreadsheet (see example below) you will: 
a. First list all existing products (Products A, B, C, D etc.) and calculate based on Volume (how many of 

these will sell) x Unit price (at what price sell) what the income stream per Year is per service / products 
b. Second list all the new products, and do the same. 

 
-‐ Once finalized it will show the total income. 

a. Cost of sales: here calculate direct Costs of Sales. These are the direct costs of generating this income. 
Think of direct sales team, diesel and costs of vehicles of the sales team, or diesel and other costs of 
tractors/harvesters, and so on. 

b. Expenditure: Here calculate all other (non-direct) costs of the operation. These are overheads or costs 
that are not directly related to production/sales of the products. So you need to map all the costs of the 
company and split accordingly. From all staff salaries, buildings, rent, etc. etc.  

-‐ See table below on how to register this (again for minimum 4 years, here only two years projected). 
 

Revenue Units 2015 2016 
       

Product A        
Volume        
Unit price        
Product B        
Volume        
Unit price     
Total Sales        

Cost of Sales        
Direct costs for products above:        
Sales staff        
Vehicles, petrol     
Cost of Sales        
Gross Profit        

Expenditure - Overhead        
Expenditure - please break down        
Operating expenses         
Administration expenses         
Salaries     
Rent        
Maintenance     
Total Expenses        

EBITDA        
Net Profit / Loss before tax        

Interest, Tax and Depreciation        
Interest expense        
Tax expense        
Depreciation        
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-‐ A rough calculation is that Revenue (income) must be able to carry the costs from Cost of sales + 
Expenditure. Only then the company is healthy and sustainable.  

-‐ In case of growth (reason of the business plan) the gap between the Revenue and the Cost of sales + 
Expenditures needs to be carried by external financing, such as debt financing (loan), equity (selling shares), 
grant, or a combination of these.   

-‐ The task then is to define the gap and to minimize this gap, through improved and smarter Revenues, by 
cutting Costs (both Cost of sales + Expenditures), and by making required investments as lean and effective 
as possible. And to then, using the AAA network with preferred finance suppliers, help the company in 
selecting and negotiating the most suitable form of external financing.  

-‐ Focus is on how to increase Revenues and reduce the Costs and Expenditures. The total Income, minus the 
total Cost of sales, minus the total Expenses, gives us the net profit / loss before taxes - which is the so-
called EBITDA (Earnings Before Interest, Taxes, Depreciation, Amortization). After deducting the interest, 
taxes and depreciation, it will give us the net Profit / Loss per year.  

 
4.2. Sales forecast 
-‐ The above exercise will help us to write this sub-chapter of the Marketing plan. The text highlights the Sales 

Forecast table and chart that normally follows it.  
-‐ What level of sales are you projecting? How fast will sales grow? What are the most important components 

of sales performance? Why? 
-‐ Use the text to summarize and highlight the sales forecast in the detailed Sales Forecast table. Your annual 

sales forecast prints with the text, and the monthlies are in the appendix.  
-‐ Emphasize important points and explain assumptions. What growth rates are you expecting for the more 

important lines, and what growth rates in units, and in dollars? Why are you projecting your sales at this 
level; why not less or more? What are the main driving forces behind the sales forecast? How does it relate 
to your market analysis, your main target segments, your sales strategy and marketing strategy? Is your 
sales forecast believable? Why?  

-‐ What risks are involved? What events might turn the sales forecast downward? What things are you 
assuming will happen to make sure the sales happen? 

 
4.2.1. Sales by manager (optional) 
-‐ This topic is really a placeholder, a reminder for you that you have chosen to divide your sales forecast into 

categories. You have three sets of tables and charts illustrating different sales breakdowns, such as by 
manager, by strategy, by market, by channel, or whatever factors you chose. For each of those tables and 
its matching chart, there is a topic in the main text that links to the table and chart.  

-‐ This topic is supposed to be strategy. Consider your sales breakdowns and expense breakdowns. Are you 
spending your money where you are receiving your sales? How well does your spending match your 
strategy? Does your spending match your priorities? Do your priorities match your sales patterns? 

 
4.3. Expense forecast 
-‐ Here we use the same table as for sales forecast. This is a text topic used to explain and highlight the 

Expense Forecast table and chart that normally follow it.  
-‐ What is your total expense budget? How fast are you proposing to increase (or decrease) your sales and 

marketing expenditures? Why? How are the larger portions of the marketing expenses being spent? Why 
are you choosing to spend your resources in this way? 

-‐ How does your budget for sales and marketing expenses compare to your projected sales? What percent of 
sales are you planning to spend on expenses? Why are you planning to spend that percent of sales? Is that 
level appropriate for your industry? For your marketing strategy? Which elements of the plan have the 
highest levels of spending compared to sales, and which have the lowest? Why? 

 
4.3.1. Expenses by manager (optional) 
-‐ This topic is really a placeholder, a reminder for you that you have chosen to divide your marketing 

expenses into categories. You have up to three sets of tables and charts illustrating different expense 
breakdowns, such as by manager, by strategy, by market, by channel, or whatever factors you chose. For 
each of those tables and its matching chart, there is a topic in the main text that links to the table and chart. 
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Therefore, use this text topic to explain your tables breaking your expenses into the first of the three 
categories you specified in the Plan Wizard.   

-‐ This topic is supposed to be strategy. Consider your sales breakdowns and expense breakdowns. Are you 
spending your money where you are receiving your sales? How well does your spending match your 
strategy? Does your spending match your priorities? Do your priorities match your sales patterns? 

 
4.4. Linking sales and expenses to strategy 
-‐ This topic is especially strategic. Consider your sales breakdowns and expense breakdowns. Are you 

spending your money where you are receiving your sales? How well does your spending match your 
strategy? Does your spending match your priorities? Do your priorities match your sales patterns?  

-‐ The point of the breakdowns and categories is to explore strategic alignment. Far too often, your strategy 
emphasizes one factor or another but the spending or sales are elsewhere. You should be able to take the 
breakdowns and check whether your spending is aligned with sales. As you divide sales and expenses into 
different strategic categories, look for problem areas in which you are either spending far more or less, in 
percentage terms, than you are selling, in percentage terms.  

-‐ Disparity isn't always bad. It can be strategic. For example, you may want an area that delivers five percent 
of your sales to get 20 percent of your spending, because you are trying to build that area for strategic 
reasons. You may also want to spend less in a key sales area simply because other factors make it possible 
to spend less in that area and use resources more effectively. In any case, this is your chance to consider 
the problem of strategic alignment, and either bring your spending into alignment with sales or explain why it 
is not. 

 
4.5. Contribution margin 
-‐ Use this text topic to explain the table that is normally linked to it. Note the important points of your sales and 

expense projections, such as percentage increase in sales and profits, your gross margins, contribution 
margins, and key budget items. Your annual projections of contribution margin will normally print right after 
this topic, so what you are writing here is an explanation of those numbers. How realistic are your sales and 
expense projections? How good do your numbers look?  

-‐ If you can, add some interest to the table. For example, you might note that you are spending less on sales 
and marketing expenses than the industry average (just a hypothetical example), and maybe that is because 
you are getting such great reviews in the consumer magazines, or for some other reason. At the very least, 
point out your main numbers and growth rates.  

-‐ As with all the financial projections that include monthly values, the software will print your annual values 
right after this topic, and it will print an appendix that contains the month-by-month forecast. The appendix 
prints sideways to accommodate the width of the 12 months. 

 
4.6. Break-even analysis 
-‐ Use this topic to explain a break-even table and chart. Explain your underlying assumptions. Unless you 

change the linking, this topic will be followed first by the chart and next by the table.  
-‐ The classic break-even is a measure of risk, comparing fixed costs to variable costs. It normally takes a 

company or a business unit and estimates fixed costs, per-unit (or per dollar of sales) variable costs, and 
per-unit revenue. The lower the fixed costs in relation to total sales, the less the risk. The lower the break-
even point, the less the risk.  

-‐ You can do this kind of break-even analysis in a marketing plan, and it can be very valuable. You can also 
just delete this topic and skip the break-even, if that's your choice.  

-‐ You could also do a more marketing-oriented break-even analysis, by estimating either your long-term 
investment or long-term fixed costs as the fixed cost component, then following through with per-unit 
revenue and per-unit variable cost on the specific portion of your business, or specific product or service. 

-‐ The traditional break-even is more useful for start-up companies than on-going or already existing 
companies, because it assumes a snapshot of the business position at one imaginary point in time, and also 
because it deals with fixed costs in a way that may not be all that useful. The break-even is more valuable 
for start-ups and initial assessments because it offers some real insight into what might become the realities 
of a potential business. It is also hard to deal with because it requires making estimates of unit prices and 
unit variable costs for the entire business, rather than for each product or product line. It is frequently hard to 
come up with a single estimate.  
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-‐ However, even while it might not be that useful, we do a break-even analysis because people who read 
marketing plans expect one. Despite its limitations, this is a standard analysis that financial readers and 
planning experts will expect to see.   

-‐ Your text should explain the break-even assumptions in the table and chart that will normally print right after 
this topic. How have you decided to treat fixed costs? Are you using the strict financial definition that comes 
from textbooks, or the more practical definition we recommend, the normal running costs? How have you 
decided to set averages for price per unit and variable cost per unit?  

-‐ You might also cover the implications of the break-even. For a start-up company, you should compare the 
break-even point with your sales prospects? How confident are you that you can make the minimum sales 
quantities you need to break even? For an on-going company, the break-even analysis should show that 
you are running comfortably above the break-even point. 

 
 
Section 5: Controls 
 
Key components: 

• Implementation Milestones 
• Marketing Organisation 
• Contingency Planning 

 
5. Controls 
-‐ As your strategy is implemented, you will need to track your results and monitor new development in the 

internal and external environments.  
-‐ Is your plan on track with your revenue generation objectives? It is important to monitor your progress based 

on comparing your performance to the goals and budget expectations for each month or quarter. This 
variance will provide feedback on the impact of your programs. Are the programs accomplishing your goals? 
Programs that are not working need to be changed. Programs that meet or exceed expectations should be 
replicated. This is where the value of a dynamic marketing plan benefits you most. 

-‐ What is happening in the market environment? You want to know as things change and how quickly those 
changes take place. A static internal and external environment will not be as demanding as those that are 
rapidly evolving. If these factors have changed since you created your marketing plan, or have not evolved 
in the direction you anticipated, you will want to review your plan to make certain it is still viable. 

-‐ The control section of your plan also provides a way to see that your programs support your tactics and 
strategies and they are consistent with the key objectives of your marketing plan. Reviewing your results 
throughout the year will enable you to evaluate and modify your marketing plan as necessary. It is critical to 
compare your actuals to your budget on a scheduled basis, and you may want to add this to your marketing 
calendar as a reminder. Monitoring your progress takes some discipline, but it may prove to be the most 
valuable function of the marketing plan. 

 
5.1. Implementation milestones 
-‐ The milestones, which will normally print in a table following this topic, are critical. Established milestones 

make a marketing plan real, with specific and measurable activities, instead of just a document. This topic is 
normally the text that goes with the table, so use it to explain the table in as much detail as you can. This is 
the heart of your marketing plan; make it as concrete and specific as you can! 

-‐ Good work on your implementation milestones can also be a valuable tool to keep the person that is 
responsible also accountable.  

-‐ Give your marketing plan as many milestones as you can think of to make it more concrete. Then make sure 
that all your people know you will be following the plan and tracking results. Details are good. Add your 
implementation milestones to your "marketing calendar." 

 
5.2. Marketing organization 
-‐ This is a text section describing your sales and marketing organization. It describes roles and the 

relationship of those people and their responsibilities. 
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-‐ How is your sales and marketing management structured and organized? How will this marketing plan affect 
your organization? How will your organization be able to implement this plan? What are the key 
management responsibilities? Are they properly distributed? How are you going to be sure they are properly 
executed? Are there implications from the critical issues or keys to success you have cited that impact the 
marketing organization? Addressing these questions will allow you to make certain your marketing 
organization aligns with your marketing plan.  

-‐ Compare this information to marketing management and skill strengths you may have identified in your 
SWOT. 

 
5.3. Contingency planning 
-‐ What will you do if things don't work out? Do you have a contingency plan? What factors are most likely to 

cause trouble? What trouble could they cause? How are you going to react? Explain what happens if things 
go wrong. 

-‐ Try to predict the problems that might come up. Think of internal problems first, like losing a key person, 
funding falls through, some portion of the plan falls apart. Then think about external problems, such as the 
entry of a new competitor, changes in technology, price wars, or difficulty getting product. Contingency 
planning encourages you to think about the challenges ahead and consider alternatives. The objective is to 
avoid or minimize the negative impact on your marketing plan and keep you ahead of these changes. 

-‐ Review the threats you identified in your SWOT analysis. What would you do if one or more of those threats 
became a reality? You may want to imagine a "worst case" scenario, then describe what strategic options 
you might pursue in that case. Speculate by assigning a percent probability that this might happen with each 
situation. 
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