Part 2: Planning and Strategy
Chapter 7: Strategic Planning
Chapter 7
Strategic Planning


1.0	STRATEGIC PLANNING
Strategic planning is the process of determining objectives (what you want to accomplish), deciding on strategies (how to accomplish the objectives), and implementing the tactics (which make the plan come to life). This process occurs within a specified timeframe. 

1.1	The Business Plan
Strategic planning is a three-tiered process that starts with the business plan, moves on to functional areas of the company such as marketing, and then contributes direction to specific plans for specialist areas such as advertising.

A business plan may cover a specific division of the company or a strategic business unit (SBU), such as a line of products or all the offerings under a single brand name. The objectives for planning at this level tend to focus on maximizing profit and return-on-investment (ROI). ROI means that, in general, the costs of conducting the business—the investment—should be more than matched by the revenue produced in return. The revenue above and beyond the costs is where profit lies. 

The business planning process starts with a business mission statement that is unique, focused, and differentiating and also supports the broad goals and policies of the business unit. 

1.2	The Marketing Plan
A marketing plan is developed and evaluated annually, although sections dealing with long-terms goals might operate for a number of years. To a large extent, a marketing plan parallels the business strategic plan and contains many of the same components.

A market situation analysis assesses the external and internal environments that effect the marketing operations. The analysis looks at the company’s history, products, and brands, as well as the competitive environment, consumer trends, and other marketplace trends that affect the product category.

The objectives at the marketing level tend to be focused on sales levels and share of market, which refers to the percentage of the category purchases that are made by the brand’s customers. Other objectives deal with specific areas of the marketing mix, such as distribution.

For advertising managers, the most important part of the marketing plan is the marketing mix strategy. It links the overall strategic business plan with specific marketing programs, including advertising and other IMC areas. 

1.3	The Advertising or IMC Plan
Advertising planning operates with the same concern for objectives, strategies, and tactics that we’ve outlined for business and marketing plans.


2.0	BASIC STRATEGIC PLANNING DECISIONS
A firm may operate with an annual advertising or IMC plan that outlines all the advertising or marketing communication activities. In addition to or instead of an annual plan, a firm may develop a campaign plan that is more tightly focused on solving a particular marketing communication problem. A campaign plan typically includes a variety of messages carried in different media and sometimes targeted to different audiences. An outline of a plan is included in this chapter.

2.1	Situation Analysis
This first step in developing an advertising plan is backgrounding-researching and reviewing the current state of the business that is relevant to the brand and gathering all relevant information. After the research is compiled, analysis begins, which is sometimes referred to as a situation analysis. Planners collect and analyze information about the company, the brand, and the competition, as well as consumers in general and the brand’s customers specifically.
2.1.1	SWOT Analysis
The primary tool used to make sense of the information is a SWOT analysis, which stands for strengths, weaknesses, opportunities, and threats. The strengths and weaknesses are internally focused and the opportunities and threats lie in the external marketing environment. 

2.1.2	Key Problems and Opportunities
Analyzing the situation and identifying the problem that can be solved with an advertising message are at the heart of strategic planning.

Advertising can solve only message-related problems such as image, attitude, perception, and knowledge or information. 

2.2	Advertising Objectives and Strategies
After the planners have examined the external and internal environment and defined the critical areas that need to be addressed, they can develop specific objectives to be accomplished during a specified time period. 

2.2.1	The Logic of Objectives
The categories of main effects can be used as a template for setting advertising objectives. The advertiser’s basic assumption is that advertising works if it creates an impression, influences people to respond, and separates the brand from the competition. Communication objectives may be important, even if they aren’t focused directly on a sale.

2.2.2	Measurable Objectives
Every advertising campaign, and the ads in it, must be guided by specific, clear, and measurable objectives. It is critical that an objective statement be specific, quantified, and benchmarked, which means using a comparable effort to predict a logical goal. There are five requirements for a measurable objective:

· A specific effect that can be measured
· A time frame
· A baseline
· The goal
· Percent change

2.3	Segmenting and Targeting
The segments the planner selects become the target audience. 

There is more to targeting than just identifying a possible audience and profiling them. Advertising planners want to know what’s going on in people’s heads and hearts—what motivates them to attend to a message and respond to it. Getting deeper insight into consumers is the responsibility of the account planning function.

2.4	Positioning Strategy
Determining what place a product should occupy in a given market is called positioning. The objective is to establish a location in the consumer’s mind based on what the product offers and how that compares with the competition.

2.4.1	Product Features
The first step in crafting a position is to identify the features of your brand, as well as the competition, to determine where the brand has an advantage over its competitors. That means a marketer carefully evaluates the product’s tangible features and other intangible attributes in order to identify the relevant dimensions of the product that make it different from its competitors. 

A technique called feature analysis helps structure this analysis. 

2.4.2	Competitive Advantage
Using the two factors of importance and performance, competitive advantage lies where the product has a strong feature in an area that is important to the target and competition is weaker. 

2.4.3	Differentiation
A company competes in a crowded market by using product differentiation. Product differentiation is a strategy designed to create product differences that distinguish the company’s product from all others in the eyes of consumers. Branding is the most obvious way to differentiate one product from another. Perceived differences may be tangible or intangible. 

Products that really are the same, such as milk and unleaded gas, are called undifferentiated or parity products. 

2.4.4	Locating the Brand Position
A position is a location in a consumer’s mind where the product or brand is placed relative to its competitors on the basis of the key factors the consumer uses to make a decision, such as fashion or price. The way planners compare positions is by using a technique called a perceptual map that plots all the competitors on a matrix. Many ad campaigns are designed to establish the brand’s position by giving the right set of cues that will help locate the brand in someone’s mind. Another common objective for advertising is to reposition a brand. 

The advertising shapes the position but personal experiences anchor it in the target audience’s mind. The role of the advertising strategy, then, is to relate the product’s position to the target market’s life experience and association.

2.5	Budgeting
The budget is a critical part of planning an advertising campaign. The budget determines how many targets and multiple campaign plans a company or brand can support and the length of time the campaign can run.
The following are the five most common budgeting methods:

· Historical: Historical information is the source for this common budgeting method.
· Objective-Task: This method looks at the objectives for each activity and determines the cost of accomplishing each objective.
· Percentage-of-Sales: This method compares the total sales with the total advertising (or marketing communication) budget during the previous year or the average of several years to compute a percentage.
· Competitive Budgets: This method uses competitors’ budgets as benchmarks and relates the amount invested in advertising to the product’s share of market.
· All You Can Afford: When a company allocates whatever is left over to advertising, it is using the “all-you-can-afford” budgeting method. 

2.6	Evaluation: Determining Effectiveness
Evaluation is an important section in an advertising plan because it is the process by which the effectiveness of the campaign is determined.


3.0	ACCOUNT PLANNING: WHAT IS IT?
In general, an advertising plan matches the right audience to the right message and presents it in the right medium to reach that audience. These three elements are at the heart of an advertising plan and the agency’s planner is responsible for making the following decisions:

· Consumer insight
· Message strategy
· Media strategy

The account planning function develops the advertising strategy and guides its implementation in the creative work. Account planning is the research and analysis process used to gain knowledge and understanding of the consumer, understanding that is expressed as a key consumer insight into how people relate to a brand or product. An account planner, then, is a person in an agency who uses this disciplined system to research a brand and its customer relationships in order to devise adverting message strategies that are effective in addressing consumer needs and wants. 

Account planners are often described as “speaking for the consumer” or “speaking with the voice of the consumer.”

An account planner doesn’t solely design the creative strategy for an ad, as this is usually a team process, but instead evaluates the consumers’ relationships with the brand and with media to determine what kind of message they might respond to and when and how they would be most likely to respond favorably to an ad. 

Account planning was designed to bridge between the client perspective and the consumer perspective. 

3.1	The Research Foundation
Consumer research is at the core of all account planning. Account planners use research to get inside the consumers’ heads, hearts, and lives. Research and the analysis of its findings are used in three phases of the advertising planning process—strategy generation, creative development, and campaign evaluation.

3.2	Consumer Insight
Account planners look at advertising as an insight factory. A great insight always intersects with the interest of the consumer and the features of the brand. Through the process of strategic and critical thinking, the planner interprets the consumer research in terms of consumer insight that uncovers and showcases the relevance factor—the reason why a consumer cares about a brand message. Consumer insights reveal the inner nature of consumer’s thinking, including such things as mindsets, moods, motivations, desires, aspirations, and motives that trigger their attitudes and actions. 

3.2.1	Insight Mining
Insight mining—finding the “aha” in a stack of research reports, data, and transcripts—is the greatest challenge for the account planner. 

Understanding the brand/consumer relationship is important because account planners are taking the position of the agency’s brand steward.

The account planning toolkit is made up of questions that lead to useful insights that are culled from research. 

The important dimensions that account planners seek to understand in planning brand strategies are the relationship, the perceptions, the promise, and the point of differentiation. Most importantly, planners are looking for clues about the brand’s meaning, which is usually phrased in terms of the brand essence (core, soul), personality, or image. 

3.3	The Communication Brief
The outcome of strategic research usually reaches the agency creative department in the form of a strategy document called a communication brief or creative brief, which explains the consumer insight and summarizes the basic strategy decision. Most briefs have six major parts: the marketing objective, the product, the target audience, the promise and support, the brand personality, and the strategy statement. 

The brief is an outline of the message strategy that guides the agency’s work and helps keep their creative ideas strategically sound. It is the planner’s main product and it should be clear, logical, and single focused. It’s strategic, but it also should be creative. It is designed to ignite the creative team and give a spark to their idea process.

3.4	Personal Characteristics of a Planner
The person has to be proficient in research and strategic thinking, but some also argue that an account planner has to be a creative thinker as well because the job demands an ability to do problem solving. 


4.0	PLANNING FOR IMC
An IMC plan follows the same basic outline as an advertising plan. The difference lies with the scope of the plan and the variety of marketing communication areas involved in the effort. The objective in IMC planning is to make the most effective use of all marketing communication functions and to influence or control the impact of other communication elements. 

4.1	Differences in IMC Strategic Decisions
There are three main areas where an IMC plan is different from an advertising plan. They are explained in the following sections.

4.1.1	Stakeholders
Stakeholder refers to any group of people who have a stake in the success of a company or a brand. These audiences include all those who might influence the purchase of products and the success of a company’s marketing program. Employees are particularly important and their support or “buy in” for marketing, advertising, and marketing communication programs is managed through an activity called internal marketing.

4.1.2	Contact Points
Contact points, also called touch points, are all the ways and places where a person can come into contact with a brand—all the points where a message is delivered about the brand. Everything a brand does and doesn’t do delivers a message.

4.1.3	IMC Objectives
IMC objectives are tied to the effects created by the various forms of marketing communication. All the various marketing communication tools have strengths and weaknesses. An IMC plan operates with a set of interrelated objectives that specify the strategies for all the various tools. Table 7.4 outlines a number of objectives.
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