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Preparing Marke -ing Plans 

by E. 0. Sealine * 

Three years ago CIRAS conducted a mail survey of Iowa 
manufacturers, look ing into market ing methods, marketi ng 
probl ems and management of market ing funct ions . The resu lts 
of th is study we re pub Ii she d in a report titled "Marketi ng 
Patterns of Iowa Industry. " The survey also stimulated a ser­
ies of marketing management workshops held throughout Iowa. 

One o f the find ings from the study was that only abou t 
10 pe rcent of Iowa companies prepare a written "marke ting 
plan ." This is probably par among companies all over the 
United States. And, it goes without saying that every com­
pany has though t about and is followi ng some plan fo r ma r­
ke t ing , wheth e r it is written or not. 

Yet the re is pe rhaps no management area in which 
greater professionalism is demonstrated than in being able to 
lay out o written marketing plan and to show, by certai n pe r­
iods of t ime, how the p lan is going. Few companies can do 
it . 

Almost e ve ry we ll-managed firm can show a reasonabl y 
precise financial p ion and budget, a sales plan, an advertis­
ing plan, and possib ly a plan for company growth a nd e xpan­
sion . 

Why , then do re latively few prepa re written marketing 
plans? Pe rhaps managers think they have a marketing plan, 
when actually they have a corporate financ ia l plan or a soles 
pi on. So, there is need to define the te rm . 

WHAT IS MAR KETING? 

He re is o brood defin ition of market ing . Morketing mon­
age me nt involves the tota l manageme nt effort d irected to de ­
ve lopment and product ion of good products, ta promo te them 
prope rly, and to sell them at o profi t. Marketing e xtends a lso 
to the end-use r of the products because he must be o satisfied 
customer. The products must be safe to use and must pe rfo rm 
in the e xpected manner. Product serv ice, follow ing the sale, 
also has to be included . 

The key word in the preced ing defini t ion is " profit." 
Companies go broke because sell ing costs ge t out of hand . 
They go broke because they don't know costs of product ion 
and he nce how the y must price their products. They go broke 
because they launch sales and adver tis ing programs be fo re 
they a re ready or qt a time when the market is not ready. 

*E. 0. Seali ne is marketing spec ialist, Cente r for 
Industrial Research and Service, Iowa State Unive rsity . 
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The sa les a nd adve rt ising de partments may do a superl a ­
ti ve job o f produc ing sa les , but if the sales ore not p rofitab le 
to the company , the n tha t c ompany is do ing o poor job in its 
market ing mana geme nt . 

APPROAC HES TO MA RKETI N G PLANS 

At le ast th ree a pproaches a re be ing used for p re paring 
market ing plans: 

1. The first me thod resul ts in a p la n whi ch is as phony a s 
an $8 b i ll . In thi s me th od the advert ising manage r or agen cy 
prepares a marke ti ng p la n to just ify the a dve rti sin g program. 
It a pp lies on ly lip se rv ice to the needs of the business, and 
the re is no assu rance tha t it t ies wi th the a ctual p rofit obje c­
tives o f the firm . 

2. Be tter , but sti II not good enough , is the p lan pre­
pared wi thin the "marke ting departme nt " wi th out rea l regard 
for corpora te p I ans and obje ct ives . 

3 , The ideo l , wh ich migh t properl y be called a " corpor­
a te ma rke ting p la n ," ca rries th rough the organi za t ion from top 
to bot tom. It fits toge the r eng ineering , p lans for ne w pro­
duc ts , producti on , sa le s , a c coun ting and top manageme nt, 
with a common goa l of ge t t ing th e best qu a lity product pos­
sible to market a t price s whi ch wi ll bring adequa te re turn to 
the compan y . 

STA RT AT TOP OF COM PAN Y 

O bvi ously , the n, it is necessa ry to sta rt at the top of the 
com pa ny whe n prepar ing ma rke t ing p lans. Any marke ting p lon 
writ te n without intima te know ledge of com pany ob jectives, 
fi na nc ial situat ioCl , prod ucti on capab i li ties , and e xpectati ons 
for fu ture growth rea lly is not worth the pa pe r it is writ ten on. 

The ma rketi ng manager (or whate ver he is cal led on th e 
organ izat ion chart ) mus t be a fu ll y info rme d and func tioning 
member of the corporate ma nageme nt te am. Of c ourse, in a 
sm a l l firm, a ll these fu nctions have to be handl e d as best the y 
ca n by avail abl e pe op le . In one - man firm s, tha t one man has 
to find the time to do it a ll. 

Previ ously , the au thor has se t ou t 17 funct ions that shou ld 
be the re sponsibi lity of marketi ng ma nagers : 1 

l . Rec ru itme nt, trai ni ng , and d irection of sa les , adver­
tis in g , a nd pub lic re l t ions pe rsonne l. 
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2. Plann ing, conception, ond production of necessary 
sales I iterature. 

3. Internal audits of present marketing situation and per­
sonnel. 

4. Additions or deletions of marketi ng personne l or pro­
grams to improve sales, profits , e fficiency or effectiveness. 

5 . Cont inuing rev iew of advertising to improve effective­
ness and re duce costs. 

6. Establishment of methods to measure effectiveness. 

7. Control of inquiries, sales leads and follow-ups, in­
clud ing measu res of advertis ing costs and percent of sa les . 

8. Establ ishment of long-range ma rketing goa ls. 

9. Con tinuing search for new products and new produc t 
evaluations. 

10. Continu ing lia ison with major market segments . 

11. Review of significant literature bearing on the indus-
try . 

12. Attendance at significant industry meetings. 

13. Cont inu ing review of competiti ve factors in the in­
dustry . 

14. Continu ing re view of significant industry statistics. 

15. Responsibility for plans and programs for int roduction 
of new products . 

16. Preparation of marketing plans. 

17. Preparation and control of sales and adverti sing plans 
and budgets. 

Thus, in the marketing-oriented firm, large or small, all 
these functions ore handled by the marketing department . Here 
is how a su ggested organization chart can look : 

Stockholders or 
Owners of Firm 

Board of Directors 
or 

Owners of Firm 

President, Gene ral Manager, 
Manager, or Owner-Manager 

ager 
e r , or 
etc . 

ice- resi ent 
Marke ting, or 

Marketing 
Mana er 

dvertising and 
Public Relations 

er 
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The important point in this chart is that the marketing 
func t ion be headed by a person who is al so a member of the 
firm's planning or e xecutive committee. He should be required 
to work in a team with fisca l and production peop le and in so 
do ing hammer out a nd strive to atta in the goa ls that ore best 
for the whole com"pany . It makes no sense at a ll to g ive him a 
fre e hand to dictate to e ither produ cti on or accounting, but he 
should be requi red to fit his programs to- the resour ces that are 
a c tua ll y avail able . 

Thus the marke t ing manage r could be involved very logic­
all y in make or buy de c is ions, fin an cial fo recas ts , money 
needs, and in de c isions regard ing expansions or new produ ct 
devel opments. Ma ny fi rms use a separate comm ittee to 
search out, eva luate , and de velop new product opportun iti es , 
but i t must be the decis ion of th is executive commit tee to de ­
termine whether it is "go" or "no go" on ne w ven tures. 

WHY WR ITTEN PLAN S? 

Ce rtain ste ps should be fo ll owed in pre par ing marke ting 
plans . O f fi rst importa nce is tha t plans be wri tten to have 
value ove r the long term . Thi s a lso makes it possible fo r the 
marke ti ng manager to de legate responsib i lities and provides 
the oppor tu nity to check progress from ti me to time to see how 
the pl a n is going and whether the plan should be revi sed and 
alte red . 

Ma ny firms review marke tin g pla ns at least e ach quarter , 
and some do it more ofte n . Too many companies, part icul ar ly 
those w ithout written p la ns, ne ve r rev iew obj e c tive s, but 
jump from opportuni ty to opportu ni ty and te nd to forge t why 
thei r company came into existence in the beg inning. 

FO UR - STEP METHOD 

The fou r steps se t ou t he re are inte rrela ted . They probab ly 
shoul d be taken as suggested, but several people could work 
on ste ps l, 2, a nd 3 simu ltane ously . Certainly they involve 
some questions with which persons from ou tside the firm can 
be hel pfu l . An outs ide r may e ven have better pe rspective 
than someone from wi thin the orga niz ation. 

l . I nterna I analys is 

This is a pene trat ing self-analysi s tha t bears on presen t 
company si tuati on . It is a method of determining company 
strengths a nd weak nesses . It migh t be cal led an audit of 
capabiliti e s, manpower and fina nc ia l resources, and likel y 
future potentials and obiectives. 

A whole batt~ry of questi ons shou Id be asked of se veral 
key peop le in the organ iza tion, such as: 

A . Do pe ople really know what their iobs o re and where 
they fi t in the orgoniza t ion? Or , ca n a salesman be pull ed 
off hi s itine rary at a ny t ime by a vice-president to check out 
ce rta in things fo r him ? Is the re an organization chart? 

B. What a re the streng ths and weaknesses of the organi­
zation, and what is be ing done to build upon or elimi na te 
these ? 

C. Is the re periodic revi e w of obj ectives? 

D. How good or poor are internal commu ni cations? 
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E. Is there effecti ve control of budgets, and what con­
stitu tes checks and balances? 

F. Is the re a training program for all employees that is 
intensive and continuing? 

G. vi/hat has been and can now be invested in marke ting 
effort? 

Thi s shou ld result in a few paragraphs that summarize the 
company situat ion an the date it was prepared. It sh ou ld al so 
help in sorting ou t any d ifferences of opinion among members 
of th e execut ive committee and become one part of the even­
tual marketing plan. 

2. External ana lys is 

A. What is the company image ? For this most firms wi ll 
need to go outside their own orga niza tion, since it is a lmost 
impossib le to be objective or to ge t objective answe rs in a do­
it-yourse If effort. The study shou ld reveal how the firm rates 
among competitors a nd should tel l what needs to be improved. 
It shou Id extend to such areas as appeara nce of the e s tab I ish­
ment , how phones get answered, how peop le ore greeted and 
ha ndled, how well the firm services cu stomers after the sale, 
and reasons wh y pe ople do or do not like to do business with 
the firm . 

B. What is a profile of a good customer? Another way 
to sa y this may be to ask , "Ha w well do you know your cus­
tomers? " 

C. What end - user mar kets are se rved and how we 11? 
Ty ing in with this is the question of whether the fi rm is over­
exte nded. An extensive market ing e ffort fo r a new regi on may 
need to be developed late r when production and dist ri bution 
are ready. 

D. What is happening in this industry? This takes real 
spade work , and most of it has to come from personal effort 
and e xposure by peop le with know le dge of where ta look and 
how to find and interpre t the information that is a vai lable . 

All thi s information shou ld also be summarized in writing, 
dated, and made part of the marke t ing pl an. 

3. How about products? 

A. What are the features of the firm's products? What 
advantages do they offer over compet itors ' products that are 
signi fi cant to the user? Wh at be nefits wi ll the customer re­
ceive from usi ng these produ cts? When answers to these three 
questions are known, the n the firm begins to know what it 
really has to sel l . These answers become the basis for sales 
presentat ions a nd adve rt ising. 

B. Are the products performing the way they should? Re­
member, the marketing function extends beyond the sale. The 
customer must be satisfied. No bad product can be sold pro­
fitab ly over the long range. 

C. Are product cos ts known? T co often costs of produc­
t ion dr ift upward, or neve r have been accurately determined, 
and the fi rm finds ou t too late th a t prices should have been 
pe gged higher. The only sound way in wh ich a com pany can 
grow is to know its costs , and price products so tha t profits ca n 
be retained for growth. 
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D . What products o re profitab le? Th is information is 
probably availab le with in the firm's own re cords. The com­
pany should be able to anal yze sa les by produ cts, by marke ts, 
by types of customers , and by seosons or month s of the yea r. 

E. Are prod"'ucts introductory , mature, or decl ining? 
Much theory is a pp lied to the ratios of costs to sales in te rms of 
product age. But it is su ffici ent to say that no new product con 
survive fo r very long if it does not get up to a break-even 
point. At the same ti me it should be pointed out that the re is 
nothing wrong with producing and sel ling a de cli ning product, 
so long as it is yi e lding sat isfactory profit ove r cost of pro­
duction . Th e de c isi on to quit on a ce rtain product should be 
looked at just as carefu lly a s o decision whether to introduce 
a new one . Obviously , if al I of a firm 's products are in the 
mature or de c lin ing stages, the n new product deve lopme nt has 
to ge t e xt ra a t te nt i an . 

From the in fo rmat ion ga the red a bout products it should be 
possible fo r th e pe rson pre paring the ma rketi ng p lan to pin­
point the areas that need atten ti on . He shou Id be ab le to I ist 
these in orde r of im portan ce a nd to make recommendations as 
to a lternat ive course s to be taken . 

4. Wha t pr iorities a nd ti metab le ore assigned to company 
needs? 

At this stage in prepar ing o marketing p ion, it will be on 
unusua l com pan y , ind eed , that does not have o list of a great 
many items , a ll of wh ich they wou ld like to take care of 
immedi a te ly . It is like ly the list will be so long that not all 
item s can be a c com plishe d in o year . Hen ce , it is necessary 
to set out, and ha ve the executi ve commi ttee agree upon, the 
priori t ies fo r accomp li shme nt. And, it is at this point that 
produ c tion, finan ce , and marketing manage rs wi ll have to go 
to thei r respective de par tments to appraise wh at capabilities 
and re sources the y ca n de vote to help bring obout accomplish­
ment by a certain poin t in t ime. Final ly , the executive com­
mittee shou ld meet to ag re e upon o timetab le that is suitable 
to all depo rtments of the company , thus br inging to bear on 
each it·em the ove r-a ll compony resources in o common and 
unifi ed e ffor t. 

SA LE S , ADV ER TI SING PLAN S FO LLOW 

Wh i le it is assumed that a marketing manager wi ll counsel 
with and ask for commitm e nts from hi s sa les and advertising 
people during prepara ti on of o marketing p lan, it is not until a 
marke ting pion hos been written th at so les and advertis ing p lans 
can be pre pored. • 

The sa les plan is real ly a detailed statement by the sales 
departmen t te lling how and wi th what products, in what mar­
ke ts, it expects to do its part ta he lp a c complish the market­
ing p ion objectives. It may specify what its sole s forecas ts 
and its sell ing costs ore like ly to be . It may, in this particular 
regard, need to include an t ic ipated advert ising costs. 

Conseq uentl y , soles and advert ising do need to work in 
team, but the e ve ntua l advertising plan and program must be 
supportive to the sales p la n . The advertis ing pla n , if written 
separate ly, shou ld te ll how odvert ising , in all its form s, will 
support the sales pion a nd he lp it to reach its soles objectives . 
To advertise without a spec ific reason is very ofte n a waste of 
money . 



SUMMARY 

There is sound bosis for preparing a wri tten marketing pl an, 
regard less of size of the company or nature of the product. 
This plan becomes the focal point fo r measu rement of progre ss 
toward com pany goals . Its preparation should have dire ct at­
te nti on by top management of the firm. 

Pe rsons who prepare marke t ing pl ans must hove intimate 
knowledge of the company , its produc ts , and the industry of 
wh ich it is a par t . Therefore , the wri ter must be associated 
with the firm on o continuing basis over o considerable per iod 
of time, 

Ma rketing p lans should never be thought of as iron clad, 
unalterable commandments , but rather should be viewed as 
flexible gui des to be looked at periodi call y to provide check 
po ints a long a course toward a certain corporate ob jective. 

If management of the firm is tru ly marketing-oriented, 
the n i t is li ke ly tha t its marketing plan will be so all-encom­
pass ing that no other management pion is needed . But if man­
ageme nt lea ns toward engi neering or financ ial orientation 
rathe r than marketir,g , then its ma rketi ng plan will necessar ily 
have to be ta il ored to the limitations imposed by othe r planning. 
The marketing - oriented firm will usuall y show better long­
range p lanning than firms with emphasis on fiscal or produc­
ti on capa bi I it ies. 
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