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Some Housekeeping

This basic outline is supplied in both Word and WordPerfect format.  It contains some guidelines arranged in an acceptable structure.  In class we will cover many of the marketing concepts, which underlie the plan.  You can open the file and start customizing it for your practice.  

In the online portion of the course, we will share specifics, which will help position the planning process in both marketing and physical therapy practice management.

At the outset, we should position a marketing plan in relation to a business plan.  A business plan considers the overall factors necessary to start and operate a business.  In contrast, a marketing plan concentrates on a subset of those factors.  It focuses on the actions and plans necessary to attract clients and keep them satisfied.  It considers competition, environmental factors, and possibilities for cooperation, promotion and other factors necessary for serving a market.  Both plans are important.  A business plan will help secure financing from lending institutions and will force you to consider the actions needed to succeed.

A marketing plan will do that too.  As a marketer, I am prejudiced in favor of the value of the marketing plan.  Too many good business plans are followed by adequate but barely adequate marketing plans.  The result is mediocre success – or even eventual failure.  Marketing correctly – at the outset – spells the difference between great prospects of success and initial wasted efforts that limit the ultimate chances for triumph.

We should emphasize that a marketing plan has many uses.  Its primary use is to anticipate common challenges that need consideration before one invests money and time in a practice.  Other uses include its value in securing business support.   If you find that a one of the pieces seems less valuable than the others, it may be that it exists because business people expect to see it.

The Parts of the Marketing Plan – in Detail

1.0 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 provide, 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 billings (sales) and expenses are normally included, as well as unit sales and contribution margin.  (Contribution margin is defined as unit revenue minus unit variable cost.  We will say more on this in class. ) 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, a hospital or professional sports team affiliation, or something else.  

Often this topic is followed by a highlights chart, which shows sales and expenses as a bar chart. Normally you should mention those numbers in the text. 

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.

2.0 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 practice offers and introduce your marketing situation and the main components of the marketing plan. These components include your markets, competition, services, distribution channels and strategic alliances, 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, and 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 planners use a Market Forecast spreadsheet to develop a market forecast for their 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.  It is unacceptable to be fuzzy here.  Like Abe Lincoln is reputed to have said, “You can please some of the people all of the time…”  Your job is to identify those people.

2.1.1 Market Demographics
Markets can be described in terms of geographic, demographic, psychographic, and behavioral 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.  Alternatively, if you have a series of referral sources that provide access to a market segment, you may wish to list them and the market segments they represent.  Hospitals, factories, nursing homes, schools, country clubs (for the golf crowd), physician’s practices and sports teams are examples of potentially valuable referral sources.  

Market Geographies - This factor address 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 Behaviors - Buyers can also be analyzed based on their knowledge, attitude, use, or response to a product.  These behavioral 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.  Most important, do you have an idea why they came to you in the first place? 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.

For example, a market may be described in these terms:

   Geographic - This Chicago suburb has a population of 65,000.

   Demographic - The average income of this predominately female group is $40,000 and more, most have attended college, are between the ages of 35 and 50, and have children at our out of the home.

   Psychographic - They consider time as their most limited resource and security; both physical and financial, are important.  They detest pain and may have failed to find relief elsewhere.

   Behaviors - After checking with people they know and trust, they choose professionals and services that have been "tested" and remain loyal to service providers that offer good value, regardless of cost. The relationship they develop with the professional is critical to a successful ongoing experience.

For the future, this is a good time to start thinking about the relationship building techniques to help build you practice.

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 relieving pain, restoring mobility like no one else has?  Are you making it possible for them to win when bowling or playing golf?  Are you making it possible for grandma to pick up and hug her granddaughter?  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 behavior of your market. Much of this depends on what business you are in.   Physical therapists may even be affected by what Oprah says on her show.

For example, a construction business might note the trend toward remodeling older homes instead of buying new homes, or a trend toward more rooms in larger houses, despite smaller families, because of home offices, dens, 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.   A physical therapy practice might note a graying of the population with an associated increase in the need for services.

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.  The APTA 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 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. For some industries growth is best expressed in the number of potential clients, projected dollar sales, projects completed, Web site projects, tax reporting hours, yards to landscape, for physical therapy, use whatever best fits your practice 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 (Strengths, Weaknesses, Opportunities, Threats) 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 – An Internal Element

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, service delivery 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 – An Internal Element

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 awareness of your practice, limited resources, lack of access to referral sources, finance or technology, inferior service offerings, or a poor location for your practice. 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 – An External Element

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. 

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.  Sometimes the legal-legislative environment is critical since it can regulate the range of services a practitioner can provide.

If it is relevant, place time frames around the opportunities. Does it represent an ongoing opportunity, or is it a window of opportunity? How critical is your timing?

As noted above, 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 – Another External Element

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 unfavorable 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 increases by suppliers, government regulation, economic downturns, devastating media or press coverage, a shift in consumer behavior that reduces your billings, or the introduction of a "leap-frog" technology that may make your products, equipment, or services obsolete.  If the government decides to increase the number of physical therapists by subsidizing education, what will this do to existing practices?  Conversely, if legislation reduces the financial support for physical therapy, what will happen to your practice?  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

What factors make the most difference for your business? What might make customers choose one of your type 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? 

You've referred to competition already, in previous topics, in terms of general factors and the nature of competition. Use this topic to list your specific competitors, and the strengths and weaknesses of each.   Don’t forget competition from other non-physical therapy sources.  Does your state support chiropractors?   Are there a significant number of osteopathic physicians who might overlap some P.T. functions?

By the way, this is a good place to point out that you can easily add topics into your outline, such as one topic for each competitor, which will enhance the structure and formatting of the plan. Of course you can also just list the three or four competitors in this topic, and use paragraphs to describe the strengths and weaknesses of each, or you can make sub-topics. 

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 practice offers. For each service offering, cover the main points, including what the service is, how much it costs, what sorts of clients it attracts, 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 practice, so you don't need to describe the service as if you were developing sales literature or collaterals. People within the practice 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. 

In a professional practice, certifications and credentials are necessities.  However, they are not sufficient grounds for success.  In essence, success hinges on a clear pathway to clients.  Please pay special attention to the means with which you can attract clients.  These may include the strategic alliances mentioned above.  Cultivating contacts with physicians, hospitals, schools, nurse practitioners, other health care professionals and perhaps even attorneys, will be helpful.  Ask yourself about attorneys.  What value can they be in building your practice?  If you distain a potential role as an expert witness, you may still be valuable in offering advice about the cost of physical therapy or even in helping one of their clients directly.  You know your profession better than marketers do.  Thinking about your profession like a marketer can be extremely valuable.

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? This discussion will help you focus on priorities and improve your business plan.

2.6 Critical Issues

Using the four areas of the SWOT analysis we can identify 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 your business ideal, speculative, mature or troubled?

	
	
	Opportunities
	Threats

	Ideal


	An Ideal Business is high in major opportunities and low in major threats has great promise for success.  We all should be so lucky!


	High
	Low

	Speculative
	A speculative business is high in major opportunities and high in major threats describes a risk situation with potentially large returns.


	High
	High

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

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


If you are lucky, you operate an ideal business with high opportunities and relatively few threats to your success.  On the other hand, if you have a troubled or speculative practice, you need to pay considerable attention to the level of threats you face.  They may be so high that they present overwhelming challenges.

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.

3.0 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
APTA Marketing Planning Workshop, P.C.

A brief mission statement will keep your plan focused.  Use your mission statement to establish your practice's fundamental goals for the quality of your professional service offering, customer satisfaction, employee welfare, compensation to owners or stockholders, and so forth. A good mission statement can be a critical element in defining your business and communicating to employees, vendors, clients, 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.  Frankly, professionals are usually imbued with a set of attitudes, which encompass quality of care and standards of behavior.  Non-professional employees will need to have guidance and support in recognizing and reflecting those standards.   

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. 

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. For example, many experts say railroads suffered badly in the 1930-1960 period because they thought they were in railroad business when they were really in the transportation business.   As a result, as railroad companies engaged in cutthroat competition, their business was stolen almost unnoticed by trucks.  In a similar way, an accounting practice is probably in the business of peace of mind as much as it is tax reporting and financial statements. A medical office is concerned about preserving health as much as treating sickness. A graphic artist is in the business of communication and marketing, not drawing and painting. 

As another 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. 

3.3 Financial Objectives

Financial objectives are very different from marketing objectives. A financial objective might be to increase 2001 profits by 10%. The associated marketing objective to attain the profit goal might be to increase market share by 3%, 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 Web sites.  Strategy is focus, it is creative, and it doesn't follow pre-written formulas.

The lesson is that your practice may focus on a specific market segment.  You may focus on sports medicine or geriatric concerns or rehabilitation.  One great benefit of such a focus is that it helps generate word of mouth in a clear unambiguous manner.  If all your clients have sports related problems, when they talk to their friends about you, they all have the same message, “They helped my: tennis elbow, bursitis, lower back, knee……..”

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. If this framework for analysis doesn't work for you, don't worry about it, just delete it. This is your marketing plan; make it your own and delete what doesn't fit.

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 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. 


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 the 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. For example, a national fast food chain probably offers the value of convenience and reliability, probably at a slight price premium (at least when compared to the weaker chains). A prestigious local restaurant, on the other hand, is offering a completely different set of benefits (luxury, elegance, prestige, for example) at a marked price premium. A graphic designer is probably selling benefits related to communication and advertising, not just drawings. 

Once you have a value proposition defined, then look at how well you 

1.) communicate the marketing proposition 

2.) how well you fulfill 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 web site, 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.

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 ongoing development of the marketing plan? Explain the objectives, scope, and implementation plan for the research.  

4.0 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. 

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.

4.1 Break-even Analysis
Use this topic to explain the break-even table and chart. Explain your underlying assumptions. Unless you change the linking, this topic will be followed first by the table and next by the topic. 

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. For example, if I invest $10,000 to buy a product license, sell the product for $1.00 and buy it for $0.50, how many do I have to sell to break even on the overall marketing project? 

The technique is not rocket science.  In our example, we call the $10,000 – FIXED COST (FC).   The $1.00 is PRICE PER UNIT  (P).  The $.50 is VARIABLE COST PER UNIT (VC).

The formula to calculate the breakeven point (in units) is:

FC/(P-VC)

In our example it would be:  $10,000/($1-$.50) = 20,000 units.

This simple example is far from the realities of a professional practice.  You will offer services that vary in not only their price but also their cost.  You may wish to develop a ‘shopping cart’ of the typical number and type of services your practice will offer, and do a breakeven analysis for each.  

You can use this table to do a break-even for your marketing project or for your company in general, your division, group, or area.  

The traditional break-even is more useful for start-up companies than ongoing 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. 

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 ongoing company, the break-even analysis should show that you are running comfortably above the break-even point.

4.2 Billing (Sales) Forecast
This is a text topic intended to explain the highlights of your Sales Forecast 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?

4.3 Expense Forecast
This is a text topic used to exlain and highlight an 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?

5.0 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 be presented 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 a table.  However, the text may be sufficient, especially if you supply an adequate measure of detail. This is the heart of your marketing plan; make it as concrete and specific as you can, in this text.

You may have only one program.  However, if you have more than one, include as many specific programs as possible. Give each program a name, a person responsible, a milestone date, and a budget.   If there are multiple contacts, you should set up similar areas for evaluating the actual results and the difference between plan and actual results, for each program. You have a place to track spending and milestone dates, and you can also create a table based on categories that are meaningful to you, such as by the person responsible, milestone date, budget, and department. 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". 

Your task will be to compare the actual results, and plan-vs.-actual comparisons.  We assume you'll follow up with them, use them to manage the plan.

This tracking mode compares your planned expense budget and sales forecast to your actual results.  Using a spreadsheet like Lotus 1-2-3 or Microsoft Excel is helpful.  You should explore the critical difference between the plan that was originally developed and the results achieved.

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. You can also use your word processor to import a picture of your organization chart – if you have one - and link it to the text.  

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, and then describe what strategic options you might pursue in that case.  Speculate by assigning a percent probability that this might happen with each situation.
Physical Therapy Marketing Assessment


This assessment guide is an intelligent way to know if you need marketing help.  Use it to score yourself as objectively as possible in each of the Five Ps of Service Business Marketing.  The Five Ps are:

Positioning – Successful communication with your prospects exactly why they should do business with you. 

Packaging – Successful packaging and presentation of your services to generate interest and response from qualified prospective clients.

Promotion - Getting more qualified prospects to call that are ready to patronize your practice now.

Persuasion – Converting inquiries into clients immediately.  This may be accomplished after a visit or consultation.

Performance - Keep clients coming back and referring others - forever.

This marketing assessment is designed to help you understand exactly where you are with your marketing. What's working, what's not working and where do you need to pay the most attention to improve your marketing? 

Score yourself from 0 to 5 for each statement. Just put your score in the fields provided and add the total.

A Note About the Marketing Assessment 

The areas on the assessment are all action-oriented items. They are the things you need to be, do and have for powerful marketing. Experience has proven that improving any of these areas can have a major impact on your marketing effectiveness. The trick is knowing what to improve and how to improve it.

You can use the assessment before you develop a marketing plan.  You can also use it after the fact to assess how valuable your plan is.

	Area of Marketing 


                    
	Score

	Positioning 
	

	Solution. I have a clearly articulated solution statement for my business (Audio Logo) that tells what problems I solve and what solutions I provide my clients.
	

	Target. I know who my clients are, where they are and what benefits and features they are looking for in my kind of service. 
	

	Benefits. I have outlined a number of specific client-centered benefits that my clients receive when they use my services.
	

	Uniqueness. I have a Unique Competitive Advantage that explains why I am different than my competition and what that means to my clients.
	

	Qualities. I am clear about the unique qualities I bring to my business and people know me for those qualities.
	

	
	

	Packaging 
	

	Identity. I have an attractive and appropriate "business identity package" with cards and letterhead printed with my own unique company identity.
	

	Value. Everything that I offer my clients is presented as a value to the client. I always answer their question: "What's in it for me?" This is presented in a one or two-page "Executive Summary."
	

	Services - What You get. My services, what I do and how I do it, are clearly presented in a brochure, marketing package or web site.  It's no mystery what you get.
	

	Pricing and Proposals. I have a well-defined pricing strategy and proposal outline.
	

	Personal Presentation. Everything about my business, including my personal presentation are presented in a way that truly represents who I am.
	

	
	

	Promotion 
	

	Relationship. Through all my promotional vehicles people get a sense of who I am and what my services are really about.
	

	Referrals Systems. I have several ways to actively generate referrals from existing clients. Referrals are one of my strongest sources of new clients.
	

	Visibility Systems. I stay visible to my target market and expand my credibility through networking and a web site.
	

	Expertise. I communicate my expertise to my target market through speaking to groups and writing/publishing articles.
	

	Keep-In-Touch Systems. I send information to clients and prospects on a regular basis through a newsletter, eZine or other mailings.
	

	
	

	Persuasion 
	

	Focus. Whenever I speak to someone about my services and their needs, I am totally focused on what I can do for them - how I can help.
	

	Needs. I am skilled at building rapport by learning the past and present situation of my prospects through a series of well-thought-out questions.
	

	Objectives. I am skilled at motivating my clients to use my services by discovering what future objectives are the most important to them.
	

	Presentation. I have a well-structured and well-organized presentation designed to inform my prospects about exactly how I can solve their problems and meet their objectives.
	

	Recommendation. I am successful in asking for the business. I know what to say and do to win a prospect's commitment to my services.
	

	
	

	Performance 
	

	Communication. I understand that the key to successful client engagements is clear communication. I work constantly at improving this skill.
	

	Promises. I make clear, unambiguous promises for what I will deliver and what results clients can expect when I undertake an assignment or project. I keep my word.
	

	Requests. I make crystal-clear requests of my clients so they know what I expect of them in a client engagement. They understand that we are partners.
	

	Extra Mile. I don't just offer good service. I do everything in my power to deliver service that consistently exceeds clients' expectations.
	

	Personal Performance. I stay motivated and true to my personal vision of my business. I get the things done not only for my clients but for myself to make my business successful.
	

	TOTAL (out of a possible 125)
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