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ABSTRACY .

AN empil‘l

. Accurate assessments of mar‘k'eting opportunity , 'careful‘ p?l?nning,
uitable evaluation and effectlye control of. mar‘k_etmg .actwuxes afre
fr?e bases for profitable business operation. Effective marketing
programs depend on the skill, technical competence, and vision of
the planning group, the efficiency of qrganlsatlonal efforts, .and
effective controls to achieve the establlshe.d_goals of the firm.
This is a daunting challenge to the practicing manager. Formal
marketing planning is an integrative process which.b_lends corporate
goals and resources with information on opportunities ext?rnal to
the firm. The object of planning is to develop creative and
innovative policies to guide corporate efforts in the market place.
' Successful planing involves combining information management and
creative leadership to achieve marketing excellence and corporate
'goals. The corporate strategic plan is the master plan that
provides guidance to all managers about the direction and position
‘the firm wants to achieve. This plan sets the boundaries for all
other planning. Functional strategy is developed from grand
strategy. Marketing strategy is based on corporate marketing
. objectives (discussed above), and a coordinated marketing action
program is developed to implement the strategy. The ideal
- marketing strategy would achieve what military strategists refer to
as a perfect economy of force. In economicgterms, this would be
the optimal strategy; that is, all resources of the firm, including
personnel, would be utilized so that it would be impossible to
improve the efficiency of one part of the operation without
decreasing the effectiveness of others. With perfect economy of
force the firm would correctly allocate resources, including money,
' to all marketing elements. But because of the nature of consumption
and competition, particularly the uncertain human element, perfect
economy of force represents an ideal, rather than a practical
' planning goal. The company objectives must not only be realistic
and achievable but with short-, medium- and long-term goals shown
Separately. They should also be sufficiently challenging to stretch
the capacity and capabilities of the executives responsible for
their achievement. To be included in the marketing plan all
Objectives must be definable and therefore quantifiable and
comparable for planning purposes. A forecast based on market sales
potential is based on future customer requirements and is a
Mmeasurement of the needs of the market for a definite period into
g:ranafntétur‘e. Every effort is made to predict changes in pattern of
. and on recent events of the immediate past which have not
& tim:n fsufflcxently significant in total or over an adqua'@_e He iod
- allow;; aftr‘end to begome_ cleafrly establis &
R Ce Tor new applications in establ
: In new markets. In i

r?g tgor:hmk more specifically abol
§ ompany can provide
determiend business activity.
Society operates in complet:
tnst competition for av:
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from a substitute product or'r compar}ie.s pr‘o'viding products or
il hich indirectly affect performance. With the customers'
gervices w 4s as the target for suppliers ranging from paper clips
e LA mblishinrj the cause and effect of the forces of
to com.PUler‘S' ?5 es more and more critical as the degree of
competition beb‘on;luential factors increases. In order to make an
Comple’“t{ Off t:::ese factors it is necessary to isolate those which
_asseslsi"‘:;?'l‘y ‘:O be most significant in their impact upon the market
are Once these assessments have been mage it is Qosmble for
p,:ace.cOmpany to make a full and realistic evaluation of the
:naerketing budget which will be required to achieve the .pianiect
: In some industries winning business from estblished
penetlr;z:.xson.may be easier to achieve than expanding the total
::Ja?*?(et. In other industries development of the growth potential may
be more feasible than a battle against established suppliers to Wr:”
' business. The marketing executive must endeavour to reconm.le the
' heeds of customers for a full service with the needs of his own
company to provide a minimum level of ser‘vice.' If he should
‘decide that the most appropriate means by which his company can
‘win sales at the expense of competitors is by providing a
distribution service superior to his competitors, then the cost of
that service is a deliberate expense incurred in the marketing
budget as an alternative to other marketing activities and
expenditure. Because all forcasts are based on considered judgement
the system enables executives to assess the likely alternative
. courses of action and spotlight the best opportunities. As all
alternatives have been considered in advance, any change in
operating conditions requiring remedial action becomes a matter of
- logical decision rather than pure hunch. Deviations from budget can
be investigated and the cause isolated. At the time the budgets
were set, certain environmental conditions must have been
anticipated; investigations into actual conditions should highlight
‘the cause of deviations. To ensure that the appropriate action is
taken at a time calculated to produce best results, it is essential
that a barometer of company and _industrial performance is
developed and steps are taken to monitor actual results against
forecast company sales and forecast market shares. There are some
specialist organisations providing performance comparisons within an
_1qdustry at reasonable cost. A company using such an organisation
;_:alrl,l tl;lgedd to develo;? only an internal early warning system. This
| i bonem:ffecuvely for the Iong term by plot.ting. orders
be” ing?;tr?rfduit g'rfqupi- agalnst ‘the, purchostod indisies
R T lal.c. assifica lo‘n. Some constr‘a_mts have been
Pel‘iods,the s g policies, deadlmes-,'the planning and payoff
AP ources that may be utilized, and the performance
P i More descriptive guidelines on the position they hope
SoseHe R WILL achisve "may Chave  bees festss Within that ny-
Slded framework market : * i Lt knab;, e
booing for clies sl ers search thier databases and perien
marketing mix 1 P e ideal positions to see:k and
Processes conducted 519"-. Market targeting consists
two  first o to find .the markets to
» oPS_above. It is often a co
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The marketer does not have full latitude in deciding objectives,

Rather, there are prior constraints in  policies and in  the

objectives set for the corporation or S5BU, l’czr'fr)r'rr)nnce objectives
au},&ys should have been set h)_r‘ strategy, and often market position
objectivés too. The latter shouid include a statement of the markets
in which to participate and of the business of that unit, Another

constraint would be word from the r':r)f*poration on the funds
available. In the absence of an explicit concept of strategy,
members of the same organization can easil‘y find themelves working
at cross purposes. Functional perspectives can blur strategic
priorities - as when the financial group Yetoes new plant nvestment
this year because interest rates are So high, leaving ‘thg door open
to competitors to achieve real scalfe advantages. Similarly, the
intentions of the corporate leadership can remain a mystery to
people several levels down who are being d'epended ur;‘)ond for
implementation. For example, one company 'trymg very a{' tct>
penetrate  an export shipments were 'consxstently gl\(en oiwes
priority in the packing room. The most important strategic decision
the selection of customers and markets to be
and targeting decision. It is

any firm makes is ¢
served, the market segmentation
followed closely in importance by the choice of products to be
offered to. those markets. The customer, it has been argued
throughout, it the '"given'" in marketing strategy, with the product
being a '"variable" that gets tailored to fit the chosen customers'
needs. These market/product combinations define "businesses" in the
strategic sense, and they define the business that the company is
in. Here is another way of stressing that, especially in marketing
firms, marketing must be a general management responsibility. Thus,
while the distinction among corporate, business, and marketing
strategies is an important one, it is also true that marketing
management has a critical role to play in the planning process at
each level of strategy. To avoid repetition and confusion, the
discussion will not treat each level of strategic planning as a
separate process, however. Instead, we will begin with an overview
of the marketing planning process in general terms, making the
necessary distinctions among the different levels of strategy at
later stages in the discussion as appropriate. The planners often
don't spend a lot of time on the answers to the strategic questions,
for they are not in a good position to challenge the answers.
Unless the business is clearly in trouble the staff will accept what
;2:1 t;:sélynescsanh;:t ;:;r;ve:ar‘ivdi.thOge cc:‘r;seq:ence is that the usines'ss
submission. The most oybviou ie uf"C- ot upda.te PR year-‘ e
management for the raw  flame i oo, 5 the reliance on operating
advocates of thej aw Tinancial data. But these managers are
N s ; [o] eir own pos1t'1o.n, and ca.n't make informed et

nvestment  opportunities outside their  business. Since

t)vlilflmess units feel compelled to submit pi
L Sventually  reach satisfactory returns.
initial e
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the assumptions and options identified by the planning

a prelude to making resource tommitments. This is not the
t'e:mcv a:nd ptell" strategy review found in many companies, with
'5 le) <

i 3 the business team
ns of a strategy advocated by ;
W £ o questioning. Instead, these reviews occur

falipeag - Gy perfi.:)m.to(:fy the strategy and concentrate on defining
~during the sha? g and flagging potential problems so later
mutua% expecmu?[nimized Once a marketing man has convinced
surprises are rTlH r-te":m plan for the business is meaningful and
everyone that ah vongb;nvolvement and commitment, much spadework
has ‘secured tec:gne The longer the planning period, the more
s = bet he .examine the conventions used. He may, for
rlgao;grzlybem:sble to ignore the possible effocts: of dntiSEIEY lin thi
R H i ital factor in a ten-year plan.
short run but this may be ah vn;ogr‘amme by putting SILE TSN o
company cannot set up a rus .p 4 Many  manketing i sasis
brand managers on the job for six mont E syee oMl il
to fear corporate planners. They perhaps s S
pecoming the guardians of the long-term success O o Vet ; ’
a role which has been rapidly assumed by the marketing director.
I have already shown that this fear should be an ur.lr‘easonable one
and that corporate planning is something the marketing man should
welcome, but much will depend on the way top management u§es
corporate planning. It is not a means of supplanting the marketing
role in long range profit planning, but a means of ensuring the
success of those plans. Marketing Planning is a living, adapting,
and continuous process. Thus, the end of one cycle, including the
iterative steps from situation assessment through strategic thinking
about issues, to decisions about performance objectives and courses
of action that culminate in implementation activities, signals the
beginning of another cycle of the cycle. The bridge to the next
cycle is provided by a monitoring and control system that tracks
whgther- the strategy is one course to achieve the promised
objectives and whether the underlying assumptions remain valid.
The heart of this system is performance -criteria and related
f::;j;i::r:enirs’natf:are derived from .th_e objectiyes and key success
Invintory c<;nt 0'1‘ a strategy reqquiring new distribution methods an
i e et r‘g system would _be a high priority. The main
W e to ensure that inventory levels at various stages
Sablnge o gzsit;/gnang 11k.e1y to back up in the system, or if they
Conrective Aot In size there would be ample warning so
S could be taken. Of course, if t s i
partures from the expected are fl : 29  mam@eSarious
i agged by the control system, it
may be necessary to initiate a B oRrs i,
complete strategy review

Problem. am to deal with the specific

review of




. . isting patterns usually encounters

nvolvi a change from exis : ;
aida s The task of the marketing executive managing
: ; i itable obstacles provide ways of

to recognize the inevita ’ s -

changemi;s bl ghis planning, and see that the organization needed
ovelj’COI m%nt the plan is structured to capitalize on the opportunities
g designed to meet. This requires drive and persistence from
Joiee e the drive and persistence required of

arable to
market planers comp strategy includes the marketing planning

i ives. Operational ;
ill':;et f:ﬂ?;:;‘rtsl,vafter determination of the firm's grand strategy and over-

i . Organization, goods and services, ‘communication,
rluld n;?;:riggtgioﬁlirgnningg fall into the category of oper'atlonlwlal strategy.
1 tical planning in marketing directs the efforts of sma gro;[p? or
:dcividuals and indicates the tactics and pr'ocedur'e;s to bfe uas:i u;‘i:
hiven marketing situation. A salesman may spend' .our's o] w;’)rit;'? -
factics for a half-hour sales interview. An advertising copy A y
spend several days on a particular piece of advertising copy. Anyone

ith management aspirations must first master the principles of tactical

blanning in his subfunction. In planning a future profit requirement it

ill be essential to predict the sales volume required to achieve that
orofit. Sales are the direct result of orders and orders themselves are
& result of quotations or tenders. Inquiries have to be obtained before
he company can implement the chain of events which lead to the
ransaction being recorded in the sales ledger. By investigating
istorical performance, the marketing executive should be able to
establish conversion ratios for each step in the chain. Once the
actual amount of planned profit is agreed, the conversion ratios can be
applied to indicate the sales volume needed to achieve that profit and
he inguiries, quotations and orders which must be obtained before the
sales can be achieved. The period which Indian companies choose for
heir sales forecast may vary from five years to twenty years. For
ost companies five years is the most appropriate time span and, as
any products which will be sold in five years' time are already
established within the present product range, it is normally possible
O use historical sales performance on which projections into the future
f:!n.be based. Such a projection is dependent upon future events being
Similar to events whi9h have happened in the past. Due allowance must
‘m;;nei?teivgor-fchange in _gener'al economic con-dltlons and for changes in
e Thereor‘icses 1w1thlm the‘ industry 'whlch‘ser‘ves 'the company's
= ar;y o oc? yre emint in the Indian busme§s environment which
e 1 e Cer?aeee ?n l:cher'tal'nty and that is the certainty of
oot s 11 opergtgi 't:_sue of a market or its structure, ‘or
Besch iy o e ngM within the market, or the markets with
bt i t.he iasqr'ement of the total market should be
determined and a reasoned us;?iensisti aCtlvflty of i Qomm Waatingd
Is frequent confusio The  totals
} n about the total mark

It is, in fact, the total
f a need,

‘ Any .
| substantial resistance.
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15 - onl win business from
mar‘keting-or‘ientate-d_ compar;):rtswiélljt v':i)ltl alsoy oxpacd. 1ive msiial A
competitors for gt sgmz)f ir{direct competitors for the total market.
penetration at the explez'an manufacturer will endeavour to supply the
Often, however, the In li imum cost. This wusually means providing
maximum service at m r‘lt’u 51 ‘Spedklnq, for products in frequent
| immediate delivery, r~elad1v“vyer_y for less popular products. In the
demand but an e_axtended e kot chains measure the performance of an
. consumer goods field supermar ite. performance in growth Sasinet - the
individual outlet b}/ compa_r‘lgg ¢ sales per square foot of floor space
Ricage for - BrevioNs. PO oustomer. A ratio of scales of different
or per_employee or evel BAT L ion to staff lists and details of
operating costs is kept A | to the traditional measurements of
fosenteeism. These are addit o0 f stock turnover and net profit as a
retail effectiveness, such as rateTz Sh the actual implementation of a
percentage of capital emPLO_Yed. <?ugl;l S ercounting - funceien, At ote
budgetary control system 1s essentlally Herstand fully its workings,
hecessary for the marketing executive to undel he be preparing the
functions and practical value. Not only w111. ef its control and
nformation fed in but also he will be responsible for 1 7

. i tive courses of action should
for reporting and recommending alterna P g o
lhey become necessary. Occasionally a company can a_V‘Ol' ef o
a temporarily poor market position by acquisition o' another
sompany. Study of the competitive profiles in the marketing plan,
ollowed by a detailed investigation of suitable partners, may reveal a
competitor which would supplement or, ideally, complement the
ompany's own operation. The first consideration will always be to
ake a take-over bid, but realistic management must not discount the
advantage of soliciting for a bid to be made for one's own company -
this course of action may prove more prudent. The elements of
marketing will not rise in the same proportion as he increase in
output. A fullpage advertisement in a newspaper or magazine will cost
the same, whatever the volume of business. Market research studies of
he same scale will cost no more, whaever the size of firm, and
Salesmen are recruited normaly according to the number of customers
d ‘pr‘ospects rather than sales turnover or sales potential. In
practice, larger firms do spend more on these marketing functions in

order to aCIIleVe addlthi al bel ’elltSO I l.e blggel tl e adVe' tlsl' 'g
. . . s . . : .
ppr Opr‘latlon 'he easlier 1t 1s to I lnd an age' le Vvltl 1 a w d r ||ge O’
) 1de al

ﬁd:er:izing may be used more effectively as a

a1t nNket study should bring more and better fa

. C : ; cts

F fézcxféggu;nakxng, SO reducing the risk element and minimising the wagt,g

'r*omote ;rc:csj. thIt could_ mean that the company would be able to

il f’ir‘m ol er;lexplou, its product's potential more effectively. A
Y also be able to provide better training facilities for

salesmen and
i as a result i in
berfor ) = producty an@i ement :
mance. wWhen the evaluation has been madem g« rs - shou]
L 3 2 i

set marketing objectives 5
positions.,
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i i mentation of strategy. These decision chai
Spelem?u{hetowte:);d ;fmptlse organization and move level-by-level aul’:z
start j":_. In the absence of an explicit statement of strategy, obsolete
i g(;f corporate behaviour are extraordinarily difficult to modify.
'patternstnere is no clear concept of what current strategy is, the
ol tion of what might be changed, and why, must rest on either
detgrmtl.nae or intuitive assessment. This becomes increasingly unreliable
suthehc iv ace of change accelerates. Most companies are engaged in a
3sariet3 F;f businesses. Either they have a diversified product line,
f o1l to widely different customer groups, or use a number of very
different distribution channels (such as to b?th original equipment and
| replacement markets) . Consequently,_lt is important to look. at the
‘range of business that the company is engaged in and to con_sxder t'he
strategic issues inherent in each. Only ther.1 cap strategy, as 113 applies
to the company itself, be discussed. De-sp1te mcessan't _complamt:.a from
imanagers that their planning systems stifle ‘the cr‘eatlx_uty that 1'5'the
essence of strategy, they persist in using excessively routinized
cystems that are burdensome, time-consuming, and geared to short-run
budget preparation. The ne:i result for many companies is that t.h<_e1r‘
eak units are allocated too much capital while the best opportunities
are underfunded, because the financial forecasts don't discriminate
their relative attractiveness. A further flaw is the loss of cohesion
integrated vision for the entire company. The strategy for the
company is simply the sum of the parts, because the raw data and
proposals are originated by the business units. Adaptive planning often
forces changes in managerial roles. If strategy development is to be
the province of line managers, then corporate staff planners should
become facilitators and integrators rather than doers. In this type of
role the .most effect?ve planners are senior line executives on rotation.
Bttt oo ecten ancl ey S0 JeR R bt e L AR
Such a shift in r'esponsibili{ wor‘kea nl et o g_ener‘al o
el y s'on y when the lmfa managers are
properly prepared. But many companies have not provided the right

Support and training. As a result, strategic planning i j
another burden imposed from ab S e A I

v : ove. Very human probl i

reative, long ran 1 ) : P olems o real,
predict what willgsel? am:‘lmg e Fhe et e L g0
L o e One tiqewbeigéka'mdFalcr;dwh;_ttthantl_tles,.his head is seen
and experienced enough to knovs; that his1preZicstli(:):znmgllresp%nSib“ity
Wrong at least a ¢ : W1 pro ably be
easons why longséro:tae:geasplg:ﬁi/narteh St o ek os L e R
the bottom of his work pile! Hg 8 he. sedein i
Prediction that makes some for: OfWeVeP, WL sl La gl
Necessary. After all, your pr crin o. e onoe prepachtion all the mitee
on selling for twen{y yearz "‘;Slcnon that your present product will go
u:;“lesle that you migh sell?:éy aa oo Tors ilens e ag
annery v:‘ﬁv; Product field in twenty Com?letely‘ o proguct e
tell that jt is the bt time' o 1
process not th

S dstail of
5 e
Aritten, byt he Sizzecould well be obsole

IMportance of
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5 i areater will be the need for creative
of mathematical pr:ig:‘ct;g:t‘,let:ea me‘ wider range of likely variables to
thought. .The Comp( great speed. This, combined with a growing
be coqsxdered a the respONSes of large companies to certain stimuli,
Convenuonal.lty in ;he ;:hnnces of different companies coming up with
nevitably .mcr‘ea‘:;-:u:'5 consequence it is bacoming much more difficult to
the same 1<:lea.f t)réakm"o“gh that gives one's company a healthy solo
ake _the sort ‘:'eld This is where the questing mind of the marketing
spot in a ”e“fnl A firm has a marketing problem when it faces
an cgmtes atl)o;n vital marketing facts or about the reaction of the
retf”t‘oya marketing plan. Problems of the firsft :ypte c:nr'be :?lved
, providing a reliable answer to 3 questLon - B T ?g ey
Y ‘on about some basic issues of marketing policy. This result is
hsis;don by gathering evidence and evaluating it, employing the

rinciples of decision theory.
DESIGN

ecision making relationship between the managements and the strategic
ans were chosen as the empirical setting. Managers from three major
oups (Multinationals, Traditional an Government) were included to
it extraneous sources of variation. The companies represent a wide
ariety of products and industries.

isits and interviews confirmed our expectations that the type of
ess emplied in our hypotheses operated in those industries, and
| the theoretical constructs in question could be measured
etisfactorily. Data from the middle managers as well as from the top
2 ent were collected to assess the quality of the measures.

a{;z of the q.ue.stionnar‘ies were developed on the basis of available
d/coar'nd prenml.nar'y investigations, and were administered at several
porate offices and branch offices in each group of companies

y of Indian companies using a cross
top-level and the middle-level

egic recommendations to P e " x ,




