CHAPTER 5§

‘MARKETING PLANNING IN SELECTED KENYAN UNDERTA KINGS i (CASE STUDIES)

_ The preceding chapter contained a descriptive analysis of the state of art cxisthg withregard to
‘the marketing planning function in Kenyan industries.t also brought about the differences which
-xisted in the management of this function in the case of public and privale sectof epmpanics also
*hetween private sector companies with foreign collaboration and without such céHaboration. The
.aboveanalysis concentrated on studying and summerising the variablesinrelation ﬂﬁ management
-of the marketing planning function at an aggregale level .

In the present chapter an attempt has been made to get a holistic view by stadymg the steps
“involved in the marketing planning process as itis practised in some of the coliplmes in Kenya
-which have been selected for this study. The mode of approach adopted has been 14 take a set of two
‘companies, one 1tom the field of the private sector and the other from the field on)tﬁ)hc sector for
“making comparative study through the case study method of marketing planning process in these
“companies. Five such sets have been studied for this purpose . The industries coveregfor this purpose
“include consumer non-durable guods consumer durable goods, and pharmaceuti¢ak . The chapter

“concludes with an everali comparision of the marketing planning process as lﬂ obtains in these
Companies.

CMARKETING PLANNING IN FOOD PRODUCTS UNDERTAI\Lﬂk A_STUDY
- OF PUBLIC SECTOR UNDERTAKING

The corresponding public sector company in this ficld was set up in 1909 q’dd was entrusted
with the responsibility of manufactwuring and distribution of protein enriched wholgsome nutritious
and fortified convenient food products to the general publicand to the instiluliunsm#easonablc prices

At was also required to assist the government of Kenya in implementing variops social welfare
s programmes., The company set up several plants atdifferent placesin Kenya namely Nairobi, Eldoret
"Nakuruetc. during 190910 1960. The company had expansion within and oul itle the country,
expansion started by 1945. During this time the company established sever§d plants in  the
“neighbouring countries of which Jater onthese plants were nationalised . The compphy hasextended
its product lines during 1965 to 1986 either by adding production facilities at exigting plants or by
starting new production facilities. The government has been approving additiogal funds to the
-company for setting up of more plants by using entirely indegenousraw materials. The company has
diversified in other related food products. For ensuring successin its diversificatiop programme the
“company was making use of the modern marketing methods and technigues. In orderio give a boost
twitstesearch efforts, the company has also started aresearch and development wing in the sites of the
‘company’smanufacturing units where strict tests are carried outatevery stage of prog g¢tion. Rescarch
_and further tests are carried out at the central laboratory in Nairobi . l
| The company stated further thatitis planning to diversifyin other arcasnhted itbolhasveniczﬂ
sintergration as well as horizontul intergration. The company thinks itself as a *‘pyice leader” and
“leveller of price and quality as mentioned by the marketing manager . 1t has o 35% overall share of
“the market which gives itan edgeoveritscompetitors. The compuny hus been usiﬁg )generic names
1o marketits products, but this was making the company loose ils market share , A& the moment the
company is using brand names, chunging its packaging design, shape, colour and eyen the size of the
product.

- Market Stucture:

The company is operating ina market where it18 {facing intensive compeuumé fmm other large
- sized established foreign-colluborated units in the private sector. Its other competi § are NUMErous
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small and medium sized manufacturers both from the organised and u‘norgani*dsector.

Corporate Planning

It had been trying to prepare five yearly plans. At the sametime the cu@pany operates using
revenue budgets (annually) and these indicates the revenue to be generated by gifferent departments
within the company. The modus operandi of the company in preparing its iast fve year plan has been
in the following lines. 4

One exisiting data was used by it for making projections of demand during this period in respect
ot different items manufactured by it. To illustrate it was found that rate of geowth of demand for
its main productsin various towns and in the rural areas wasexpected to be betwden 50% to 60% yearly
notonly during the nextfive years. Secondly the company worked outthe de for the same period
tor the same main products which it would be supplying to the bepefici under the special
nutrition programme, government of Kenya. In working its estimatas. it made ¥se of the estimates
made by working group of the department for the purpose. In this connection{t was envisaged that
roughly 70%of the beneficiaries will be supplied the required products from tecompany’s sources.
Thirdly the company set its production unitsin the main towns where the populjtionis relatively high
and at the same time considering the availability of raw material infrastructurg etc.

ar ra

The company has spelled out its corporate objectives in writing and ' have been divided in
two broad categories, viz; non-financial objectives and financial objectives{ The details of these
objectives are as under:- :

(a) Nondinancial cbjectives -

-To manufacture wholesome and nutritious products under hygenic comditions for supplying
to general public, institutions and government sponsored programmes at re:.s&*'iuble prices and thus
. help inimproving the dietary standards of the people. -

-To promote the use of indigenous raw materials required for manul‘a. wging of its producis
and setup such aneilliary industries as may be necessary for sustaining the ction and growth
of the industry on modern lines.

(b) Financialobjectives:--

-To pay dividend regularly on the paid up capilal of the company. ;

-To earmark every year a certain percentage of the profit for expansiof:programmes.

-To price the products taking 1nto account the cost of production, the neid 1o-ensure adequate
return on capital invested and the price of similar products in the market. ‘

-To pay remuneration Lo the employees keeping in view the wage eructuw ot policy as declared
by the Kenyan government.

The ultimate responsibility for developing the corporate plan for the wmmny is that of the
general manager.For this purpose the general manager has constituted a comitiee consisting of
marketing managertechnical managey personnel manager financial manager other functionaries,

provisions also existed for consulting the area representatives from dlfferedt places all over the
country .

Marketing Objectives

As far as the overall marketing objectives of the company are concerned, these the company had
already ntegrated with the corporate objectives listed earlier. The tollow:.* were the additional
marketing objectives which the company was trying to achieve.:

-To attain customer or consumer satisfaction. ;
-To market at profit products of maximum value to consumers both cundent and potential

-To improve and strengthen company's long range protfit outlook. L

-To increase refative markei share.



- the markeling manager. The marketing manager is assisted by the General Manager
- comprise the marketing planning commitiee, this commumittee is only held at the fm forecastlevel.
- The function of the marketing department at the head office included degision-

~ fixation of prices of the products commission structure, designing the selling and dii;h'ibution system,
- appointmentof sales or marketing staff upto supervisory and the preparation of theoverall marketing
- planand policy for the company. The marketing manager who heads the whoie eting department
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-To develop new distribution methods and channels as a means of lmprovinq participation and

- entering new products.

-To continue improvementsin productsin terms of quality, features, style or dQSlgn, colour, size,
shape etc.

Responsibility of Marketing Planning

The responsibility of co-ordinating the marketing planning function in thecampany was that of
¢ salesmen who

ngin areas like

reporis directly to the General Manager, whereas the area representatives, salesproinouon SUpETrviser

~ andothersreport to the marketing manager directly.

Purpose of Marketing Plannine

The company stated that ithad been preparing its marketing plans in aformal Manner since 1950s
and the following are the purposes sought to be achieved through marketing plagning.
-To provide sound marketing decisions.
-Helping in production planning.
-Providing a basts for broad directional corporate planning.
-Intergrating different marketing functions.
-Co-ordinating efforts of different depariments.
-Aiding in planning finances.
-Providing basis for manpower planning
The compuny prepares both short-run and long-run plans of one year and 3 years duration

respectively. However, the company did not disclose in which month of the year the process for the
annual marketing plans commences.

- lpformation Svstem

The company stated that it has a statisucal cell atits head office which p.erﬂor_ms the tasks of
coliecting and anatysing business-relating information on a regular bsis where% statistical clerks

~ perform this task and report directly to the sales superintendant . The company hag also developed a

system under which it keeps recieving information relating to the marketing and fipancial aspects in
particular on a forinighty and monthly basts from its various units. This informaﬁlnis analysed in
its statistical cell and then sent w the top management and its various departmeis including the

- marketing department.

Beside collecting information relating 1o its own working, the company also cofleetsand analyses

- information relating to the working of its competitors. Thisis done through diverse $oRrces including
“us stff, distributors,advertising apencies, retailers, interviewing customers, jindustry survey,
- marketing intelligenceelc. In addition, the company makes use of the secondary dala published from

time to time by various agencies both government and non governmental in Kenyh ahd abroad.
The company stated that for developiong its long-lerm markeling plans it exaguines in detail the

“implication of the environ mental factors. These factors included the economic factdrs, technological

factors, cultural faciors, social factors and public policy and givesthem their due w:eghagem finalising
18 plans.

ltalsostated thatit developits marketing forecasts by using amix of Statistical Ailpproach Method,

Jury of Executive Opinion and the Grass Root Method.
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Bl etin esearch

:  Thecompany enunciated that during preceding five years it had conducted mark gresearches
imareas like consumer behaviour, sales forecasting, New product development, pricing of products,
mpurational research, market segmentation, markel share measurement, distributipn  channels,
pl’ysacal distribution, measuring the effectiveness of advertising and sales promou and stocking
fewvels. Though most of such researches were done by the company through its own f, the help of
lﬂlsnde agencies like consultancy firms, advertising agencies etc. was laken whenevqr it was found
ndcessary. This assistance was only in few areas like designing advertising messa# selection of
adveruxung media, and measuring advertising effectiveness.

Maketing Planning Process

The process of marketing planning isinitiated by the marketing manager. The pr then, moves
ortothe planning commitiee of the company, then to the General Manager (incase of §ales forecast).
Inthe other cases the Marketing Manager initiates marketing planning, and in fact doesfaast of the job
ralating Lo the marketing planning till the preparation of the marketing plan in the #raft form, viz
¢onsulling corporate targets, unittarget and past achievements, environmental factors important
information relating to company's business and its competitiors and also other releva#t things in this
céntext. From here the draft moves to the General Manager who goes throug { makes some
amendments and calls the markeung manager to discuss about the amendments. Fi |
finalised and approved by the General Manager. The approved draft is approved ked
the company’s overall objectives, its strengths and weaknesses . Itis then broken do
ptriod-wise, marketing-function wise basis in detail. The annual marketing planisfu
on monthly and quarterly basis. :

in short, the marketing planning function in this company is mainly performed &t the top and
middle levels of management .Besides developing an overall marketng plun, the Cortﬁmny develops
s&pamlc plans tor ils vanious marketing {unctions viz; product-mix plan. saius‘ﬁ plun physical
lﬁsmbuuon pian sales promotion plan, marketing research and pricing plan. The Comppny enunciated
that il also prepares seusonal marketing plans. The seasons covered included the holjday and non-
holiday months from the month, of october 1o January and February to September respectively.

on unil-wise.
*broken down

Review and Updating of Marketing Pla

The marketing performance in this company is reviewed on aregular basis at helevels of the
General Managerand the Managing Director atthe Head office. Thisreview and subsegquent updating
i$ done on a quarterly basis so far as long term plans are concerned and on a monthly Basis in the case
of short-term plans.

 The company identified a number of external and internal factors that were respossible for the

revision of its plans during the preceding five years. The external factorsincluded erratic supply of raw
materials and power, uncertain economic outlook, changes in governments policy angl unpredictable
moves on the part of competitors. Internal factors included the plant operating pre;bltmsjeg,plant
breakdown etc and shortage of [inances.

rlggarch nd Development (R&D}

The company right [rom its inception had been having a laboratory, althougy #t was nol an
‘gdvanced onetill 1955. Reccently the company has setup R &D unit, which is advanced and currently
gnganged in developing new products which are still at the pilot markeling stage imprawipg the guality
-Qf the existing products, and developing and lesting new products ideas, furmulationi:mmmg,quality
gontrol, maximum capacity utilization elc.

i  Besides these activites the company is also laying an augmenting emphasis ugh its R&D
‘#fTorts on improving its efficiency and reducing its cost. The company has the cen !aboralory in
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Nmrobx where further research is done apart from the laboratories located ateach mn‘\uiactunn g unit.

: Mamﬂmawx

The company stated thatin developing its marketing-mix strategy, “high™ e iswas given
to price planning, distribution planning, and product planning and development . :‘: ngainst this the
company gave ‘‘good’’ emphasis to technical research and development, productf aévertising and

“‘economic variables ‘Little’” to **fair’” emphasis was given to service including after dalés service sales
promotion and personal selling.

PLANNING

 Product-Mix Planning |

The company stated that it determined its product mix on the basis of growth asoQ\e of the principle
©ohjectives. To achieve the above objective the company has introduced two new; products in the
market during the preceding five years, Outof these oneof the item isstill inthe pilotpharketing stage.

The company mentioned that some of the major reasons for introducing t above two new
producls were 1o meet the demand of a particular market segment, to improve the jutlization of its
‘plant capacity and meel its social obligations of changing habits of the people by prayiding them with
mpre usefulitems at low margins of profits. ‘

The company further stated that it has gone to diversification bothin the horiz&nml and vertical
mleroraUOn

Market Segmentation

Thecompany at presentisselling its products in three market segments. Three induﬁe commercial,
~Anstitutional and protected or contractual markets. The company follows different p;‘cipgpoljciesand

supplies different quality of products o suit specific needs of these segments. As far apthe commercial
market segment is concerned, the company uses geographic basis, demographic bisis and psycho-
logical basis. ;

Besides these the company broadly segmented its market, into consum: i markel that is
comprising the end users and the industrial market. The industrial market consmts;!f the industrial
‘buyers for adding value to the product.

‘Price Planning

The company's pricing objectives which formed part of its corporate obmec,uve# were Lo price ils
;products on the basisof the costof production, the adequate return on the capital 1nve¢md and the price
“at which products were sold in the market.

The company further stated thatits pricing objectives alsoincluded the follow ;; maintaining
relative parity with competil ors’ price , keeping out compeltition, promoting prodgess line, having
early cash recovery, mobilising resources and charging prices in consonance with the market
_conditions. The company mentioned thatone of its major pricing objective istobe L:::sﬂce leader with
““a view Lo prevent price inflation of similar other products sold by its competilors and also attempting

10 reduce the price if possible .

So far as pricing of its new products is concerned the company followed peﬁemnon pricing
pohq Besides the price factor, the non-price factors were also emphasised by g company in
promoting its products. The company also made use of the marketresearch methods and break even

- sanalysis technique in deciding the prices of its products. The competitive pricing plicies were also
«considered in tiking the final decision. :

In case of some of the products, the price is controlled by the governm m that there is
* {gavernment interference Lo some exlent. The government did this for it has declard these products
~ asessential commodities {or the society. :
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The company observed that ever since it entered the market, it has been able to getas **price-

eveller' as well as pace setter in sale of quality products. The company substantipted this by
mentioning that in spite of sharp rise witnessed in the price index in general, the pgice-line of its
preducts has been held for so long until recently-1980s-when ithad to hike the prices of its products
foliowing an increase in the issue of price of its basic raw materials. Another reason was due to sharp
isérease in the prices of other raw materials.

Riptribution Planning

The planning inrelation to distribution function at the head office is limited to adfising 1S units
wih regard to the channel of distribution tobe used as well as the logistics arrangemeststhat should
be-adopted by its units. In addition, it helps the units in determination of the dealers o distributors
commissions structure including incentive guidelines. The remaining aspects like dmsa of dealer
ordistributor selection and service mix to be offered to them are also looked after by the marketing
manager together with the sales superintendent.

The company makes use of both direct and indirect channels of distribution. The cﬂnect channels
are mainty being used for providing supplies to institutional and prolected or comziaclual buyers
(industrial Market). Indirectchannels using distributors or dealers are being used for selliig its products
tofinal consumers,

- The company had appointed a number of distributors for this purpose. About 3.0@0 distributors
were appointed by the company to cover the whole country. A large number of smallidealer (about
30,000) for making its products available to ultimate consumers were also appointed. Ifja any areathe
campany did not have any distributor it supplied its products to the dealets directly. -

Distributor apd Dealer Selection

The company, in selectine a distributor or a dealer for its products, considered ihe following
fuglos.:

-Services required to be performed by channel members, :

-The availability of storage space with the distributor or dealer !

-Competuve channels arrangments.

-The distribution costs.

-Intensive market coverage objective, and

-Customer expectations with regard to products availability.

Bbysical Distribution objectives

The physical distribution objectives of the company included objectives like pl‘lwidmg quick
and regular supply of the products toits customersito retain their freshness, to - ensure regdy availabilty
ofits new products to customers, to synchronize with its launching in the market, 10 cugprices through
succesfully reducing physical distribution costs,to effect stonger patronage by offe ing more than
campelilors in the way of services, (o optimise cuslomcrs services and to minimise distFibution costs.
The company supplied its products to its distributors and dealers on cash bgsis only. The
quantities of its different products to be supplied to them is determined both on thetbasis of their
erformance as well as the potentiul present in their territories.

Pistribution Commision and Incentives

As faras distribution commission and incentives was concerned, the arrangemengs followed by
the company however, was not disclosed. Although bigger incentives were however given where
the quantity sold by the channel was giving rebate on transport and quantity dxsc.oudt by product.

Bgulacement Policy !

No clear cut pelicy, however, existed so for as the replacement of its unsoid orbpmled stocks
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~was concerned. The company, however, stated that an understanding existed beivesn its units and

channel members thatif the products supplied were found to be defective because Gf pcompany fault,
‘the same would be replaced with the fresh supplies.

:Promotion Planning

The company spendseach year about 20% of the total sales,1 5% being spent ongglvertising alone,
. inpromoting sales of the products. The company started thatin determining its total §tamotion budget
itfollowed ‘*objective and task method’” and at times it sels a certain percentage ¢a sales and at the
- same time total revnue available is also taken into account. ~;
The company has been determining suitable promotion mixes and has bﬁ:sing tools of
~advertising, personal selling and sales promotion in an integrated manner. This has teen in the context
of the various goals that it has been trying to persue from time to time. b

- Advertising

The following had been some of the advertising goals which the company ﬁad been trying to
“achieve during the latest five years or .so:

-Tocreale customer awareness.

-Toreduce selling expenses.

-Toencourage immediate sales.

-Toreachinaccessible customers. ;
-Tocounter actcompetitive activily. ; 3
-To support sales force.

-Not to loose identity with the public, and |
-To create customer preference for the company products or brands. '
The company mentioned thatinall is advertising compaigns hasbeentolay enmlw.ﬂs on peopics

health and also o educate people in this direction

Personal selling:

, For promoting the saleifits productsthe company has alsoafield salesforce agatched o various
. areaseacharea looking after a particular territory of the company. The company utiligesits sales force
tor the following purpose; to make sufficient number of calls on customers, giviag pptimum level of
‘satisfaction to customers , to check that the retailers carry adequate stocks, povide good shelf
;exposure enthusiastically, and co-operale; in other sales promotion activities, 10 eflizéate customers
‘(retailers, dealers, users) by explaining the technical aspects of the products, to Fovnde adequate
-:customer service and o help dealers in sales promotional activities

- :Sgles Promotion

The company also uses sales promotion with personal selling and advertising a$ an element of
. 'the promotiona} mix. In other words these various elements of the promational |
caninte grated manner in the context of the overall promotional goals of the comgan
‘ohjectives sought to be achieved through its sales promotional programmes ret ng lo motivating
 “dealers to stock and sell larger quantities of company’sproducts, toincrease the proddots rate of usage
_.among existing users, 10 altract new customers to the companys products, 10 |eetl competitive
‘challenges, to increase brand loyalty and to secure their co-operation and suppott in successfully
‘labnching new products in the markets. :
Some of the sales promotion methods used by the company inconnection withi these objectives
have been several. These include the distribution of free samples, organising geg together parties,
. ;partiCipation in trade {airs, exihibitions etc. Organising seminarsconferences eic gxm awardstothe
- isalesmen on successfully compleling targetselc,
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Effectiveness of Promeotional Programmes

To measure the effectiveness of promotional programmesis a ditlicult exercise for it requires
establishment of cause-and-effect relatioship between promotional programmes gad sales, whichis not
casily established . Reason being sales are a function not only of promotional progrummes but also
othermarketing variables.

Judging effectiveness, however, is casier in the case of sales promotmnal programmes as it is
simpler to establish such relationship in such situations.

Astarasother promotional programmes are concerned effectivenessis genhally measuredto the
extentto whichitis possible by relying on measurement of earlier stages of Lﬁ: purchasing process,
like awareness, change of attitude etc.

The company hasbeen measuring the effectiveness of its promotonal progqammes on theselines
and also subject t the limitations listed above. To manage its promotion functiof more effectively the
company has been taking the help of advertising agencies. This is in connection with the managing
tunctions like media planning and selection,copy writing etc.

Management philosophyand Development of Marketing Persopnel i

The marketing orientation and the level of sophistication so far as the managgmentof its marketing
function is concerned could also be judged in terms of the managerial resoures which it employed
for this purpose . There are three senior executives functioning in its marketingg field, one possesed
either M.B.A. (Master in Business Administration) or post-graduate diploma in bjssiness management.
The other remaining two persons possessed Bachelor of Commerce tmarkeung opuon) or Barchelor
of Arts (Management). These people had also attended a number of specialised courses in the area
ol marketing management . This is both overseas and ocally to ensure highiy%&killcd manpower o
handie the sophisticated nature of many of the production and marketing prdcesses.

The company policy is not only to appoint professionally qualified personsin the first instance,
but also 10 help them to keep them selves upto date by sponsoring them ¢ various execulive
development programmes, conferences etc. Usually the sponsored exccuu#es attend diffcrent
programmes organised by lgading management institutions and organisat‘igs from time to time
within the country and outside the country., However the company did not di $0se the average tume
it sponsored its executives o attend these courses instead it stated that the néed. the nature of the
programme and the availability of funds were the prime determination factors. -

Top Management Philosophy

Whenasked about the philusophy followed by the topmanagement of the Qampnay it wasstated
thatthe company was ‘‘marketing oriented”’ . The marketing orientation was &eﬁned as providing
high nutrictious and hygienically made products of high quality ina large voluse to the customers at
affordable prices with reasonable margin of profit for the survivatofthe c.nmpaixy and make sure that
consumer/ customeris satisfied”’

Societal Aspects

When asked about the societal aspects which the company took into congidertion in planning
its marketing function, it was mentioned by the company thatit washelping Lhccoiumry inthe tollowing
wuys, raising its national standardsand consequenty thelongivityotlife of peoplg helping in achieving
the self-sufficiency by developing indegenous food products, setting Up uuilfhy plants, protecting
consumers by setting and maintaning quality and quantity standards commensyrate with their prices.
saving the economy considerable amount of foreign exchange which was inilized in imports at
independence, earning the country valuable foreign exchange through prnns.,.

Others include, payment to farmers who benefit from the company by retievmg an average of
kshs 16 billion per year forover haif a million tonnes of produces turned “into food products.



-~ with its subsidiaries, contributes enormously to the government revenue throw
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: Large number of Kenyan companies benefit by supplying material and service § al.}u:. company and
. #ssubsidiaries. Particularly important are packaging, power, water, mac hinery, hg and transpor-
. tation. !
The company today employs approximately 3,000 employees, ¢ach su _’ orting an average
- gverageof six family members, hence providing alivelihood forover 18,000 Kenygians. The company
7 -the payment of
- ¢orporate taxes eg, value Added Tax (VAT), sales tax, excise duty etc. averaging atkshs 63 million
per year. The share holders receive over kshs 30 million in dividends per yeat}

-OPERATION ;j
BENEFITS GAINED BY L
DIFFERENT PARTIES Percesitage(%)
1. Dividends to approximat ely 3,500 share holders ] %
2. Government Laxes 3%
3. Salanies and wages paid approximates 3000 :
emplyees 6%
4. Supplies and Services 1,3%
5. Payment to {armers of agricultural raw matenals ‘E’)%
Total 100%

The company has also been trying to help in the vulnerable section of ¢ society both by
- popularising the need for consumption of nutritious food products and also by developing products
~of spec1al type in this direction.

lative Positign Vi he Pri r Uni

) When asked to compare itself in terms of the advantagesenjoyed by it in the pbblic sectoras well
_as limitations from which it suffered because of this reason, the responses whichp;l\irged in respect
- of its functioning vis a vis its counter part in the private sector were as under: 3 .
: Inits opinion its competitor in the private sectorenjoyed the following adwu#lges,wz pioneers
. in the manufactures of some of the product, fonger experience ,foreign collabo hen. expernienced
-1 personnel and highly qualified established brand names and its greater CI’Ldlbﬂ] , great flexibility
- of managing and larger promotion budge!. '
As against this, the advantages enjoyed by it wert, greater ease in obtaining fmancnal support
~. from the government, preferential treatmentin purchases by governmentandits sisjar'enterprises also
. in the allotment of raw material in short supplies.Not with standing some of the advantages, its
- functioning suffered from a number of disadvantages like slowness in dicesig makmg process
¢ communication gap between the head office and its unit and greater degree of conflict between
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different departments.

The company felt that these were some of the factors which were repd‘lsiblc for adversely
affecting the image and reputation of the company in gencral amongstits dealeh and, through them,
itsultimate customers. The company, however, mentioned that it was trying to rﬂsolve these problems
by minimising their adverse influence on its functioning. The two aspectsin: rmpeclol which its
claimed special credit related (o disciplining the competitor. These were; ﬁrsﬂy in respect of

maintaining the quality and weight of standard of the productand secondly in teipect of maintenance
of stability of prices.

Conclusion

The state of art regarding marketing planning in this company reveals asufficiency satisfactory
approach towards this function. It was found that the company had formulated ¢ ate and marketing
objectives, to have developed separate Marketing plansin respectof different elempent of the marketing
mix, besides an overall marketing plan. It was also noticed that the Lomphn'y was sufficiently
operational in its efforts of harmonising the goals with the overall need of theisociety.

There existed , however certain deficiencies which needed o be stream lined like the process used
inplanning the marketing function, routinised and unintegrated marketing inforfiation system and so
torth. One of the important areas of marketing planning whichhad notas yet reaclcd alevelof stability
was its planning of the distribution function.

This company, unlike its counterpart in the private sector, was found nc# using sophisticated
marketing models in the planning of its marketing function.

In terms of the scoring technique used this company recieved the uverp.ll score of (.69 and

thus fell in the category of those companies that had gained a medium level ofimarkelmo planning
sophistication,

Marketing Planning in_food product ndertakings: A, study &I' Private Sector
Undertaking, |

This private sector company was incorporatedin 1936 with the object of mhnutacturing various
consumer non-durable items to better living for Kenyan families. The compgm'y also operates an
industriat division which caters for the industrial market. The company operaseshimough trade centers
through out the country namely Mombasa,Nakuru, Karatina, Nairobi and Kisumﬁ.Thesc trade centers
are treated as protit centers and their activities are co-ordinated and controtled threugh the head office
situated at Nairobi. Nearly each trade center has a manufacturing unit aimchéd 10 it where as the
industrial product manufactured by the company is manufactured at the Nairobi upit Each trade center
is headed by General Manager who reports to the chairman of the company dirgetlly. The increasing
demand for company’s products is reflected in its continous growth of sales,

The company has a government recognised research and development uﬁi{ which was started
rightat the beginning of the company, which puts pronounced emphasis on resit-oriented activity,
meaning there by development of better products, better technology,better p-r@cess and that quality
travels well. The companies products are wel upto world standards of quality. The company export
started in 1977 and hasexpanded during the last five year. In 1990 its exports were kshs | 10million
reprsenting a 10% increase over the previous year (1990). The company has glso well established
seperate division to boost up ¢xports.Thisexport unit i headed by a senior manager supported by
welltrained and experinced stalf.

Market Structrue

Thecompany isoperating ina market where it faces anintense compettion fbr one of its products
ltom a public sectorcompany. Forthe other productsit is facing competition fram large sized private
sector and many small sized companies in the unorganised sector. The com pan)ﬂ:s products enjoy an
established brand name and have a considerable market share among organiséd sector comparnies.
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The company is also considered as the market leader in the case of four of its prodﬁtm.

. PDreganisation of Marketing Function

The marketing function at the corporate level is looked after by the markeuﬂg director of the
company who reports 10 managing direcctor of the company . He is assisied by & gfowp of products
managers and products development manager. The company general sales managerfi the head office
who works under the marketing director and co-ondinates the marketing activities of gebranch offices
~ang has working with him a marketing services manager and a deputy general sales f ager. The set
upregarding the marketing function at the branch level in general is as follows: Esch branch office
asstated earlierisheaded bya general manager under whom there is a branch sales gaahager heading
- the selling activities of the branches assisted by one assistant sales manager sep y looking after
- field and administrative activities of the company. They have under them sales sup wisor as well as
*sulesmen for performing the sales or markeling tasks. :

Cerporate Planning

The corporate objectives sought to be pursued by the companies consisted :&Eumval Lgrowth
-profit, customer/consumer satisfaction, market leadership among others, To ve the above
objectives the company has developed a  system of formulating its overall corﬁom&e plan in an
integrated manner. ;

The responsibility for such planning is that of the chairman who is assisied by plinaing commitee
of the functional directors consisting of the commercial director, technical directpr and marketing
director. These four comprise of executive directors and four non executive dirgclars representing
‘the share holders. These ones represent the board of direcctor s who are responsi§le:for all policy
‘decisions within the frame work of overall share holders policy and planning. The exgcutive members
-of the board meetregulary to discuss the day 10 day running of the company. Alsoaﬁn of managers
-who are responsible for various departments do assist the board . Further to ensurg €0 ordination of
‘the day to day operation of the company at the corporate planning function the coﬁpany gives this
; responsibility to various heads of depariments to assist the chairman. i

Marketing Objectives

At the corporate level corporaie objectives consisted of profit, growth and sufvival. The other

“corporate objectives pursued by the company related tocustomer satisfaction, growtﬁfuf sales, markel
‘leader ship, and optimization of return on the investment.
g When asked about the other marketing objectives followed by itthe coﬂtphny stated that
: besides the marketing objectives as reflected in corporate objectives the other objediues pursued by
“the company related to maximizing the sales volume, maintenance of quality pﬂoducts efficient
“system of distribution network elc.

- Responsibility of Marketing,

| The responsibility for co-ordinating marketing planning in this company ligg with the head of
- the marketing department that is the marketing director. It was stated by the compan that the purposes
for which it made marketing plans were mainly to dcecide how to achieve its markeking targets, what
~inputs were necessary and whal other actions were required and also by whom tnd when.Besides
"a marketing pran assisted the company in taking in sound marketing decisions, uﬁ.cgralmg and co-
ordinating di fferent marketing function as well asinter department activities and ﬂsb providing tha
-company a basis for broad directionalcorporate planning.
' The period since the company was making formal plans was notexactly specxﬁgd bythecompany
 asitsstated that itsstarted by 1960 s. But it seemed probabie that the company wasprdpanng markeling
. planfor last ten year or so.

k4
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e Work of Marketing Planning

The marketing plansare prepared by the company both ataggrégale lwelasw&la.sfor each
,lbmnch The Marketing plan at the aggregate level is used for taking policy deustoqns on brands,
laﬂvcm sing, national level promotions, personal sellingetc. Earlier and even now th,eaompzmy used
1o prepare an A.O.B.(Annual Operation Budget) divided into four semesters and all areas are covered,
review is under taken in each semester. The company also prepares a long term plas of four year
duration which is updated every year on quarterly basis,

The company, markeling plan is drawn up by the markeling department 0# the basis of
information recieved from the branches which are directly in touch with the market. Afdr this the plan
is approved by the marketing director together with the marketing planning comnfittee. This is
followed by planning of steps required to be taken to achieve the target the input to b@ used for this
purpose as well as the efforts 1o be made by specific functionaries together with the irg-period when
they are 10 be zken.

Marketing Planning Process:-

The process of preparing marketing plansisiniatated simultaneously by the mareting director
atlhe head office and the general managerateach branch. The process for annual pla.ni_k commences
al-the end of the year (October to November). This is the period when the respective branches, based
on studies made by them as well as data collected through various sourc es namely; Census report,
industry statistics, market research reports,own sales force reports, distributors and tﬁalers reports,
marketng inlelligence sysiem etc plus the information provided by the marketing d|wxsmn of the
¢ompanyregarding changestaking place at the environmental, company and competitors level make
their projections for the next twelve months. These projections at the branch level age required 10
be made assuming that things needed would be freely available and thal there fwould not be
rastiicuons or constrainls of any kind. These projections are then putin terms of braads, varieties,
packsizes, units, kilograms, shillings, etc. 1tisonly afier that the variousconstraints whithmight affect
the funcioning of these plans including constraints with regard o actual productign capacity are
anajvsed and the pluns are moderated and seat to the marketng division / depurlmd_mof the head
office.

The marketing division of the company atthe head office after athomugh analysis and study
of the competitive activity economic and technological factors governmental polices:blher environ-
mental factorsand the company desired product mix modifiesthe branchsales targetsior projections.
'The company uses the " grass root’”” method, jury of executive opinion for making its marketing
foreccasts and plans which in tum are cross-checked with the trends at the nationa] level.

After the annual sales targets are approved by the head office markeung diﬁsion these are
then broken down ata branch level into regional variety, pack, size, wieghtage, month wise etc. and
also compared with the previous year figures. Variencesover the previous year achxevun&nts are listed
and such variences are explained in the context of market environment and on other mlevam factors
and the need foradvertising and sales promotioninputsisqualified. Due weightage is gfven toregional
differences in fixing sales targeis. For this purpose both past sales performance and potential broken
down province wise and town wise are taken into consideration. Such analysis then fotms the basis for
branch marketing plans.

The next phase in the process 1$ the preparation of selling and distribution cost budgets and
manpower requirement budgets. Keeping in view the width and intensity of rnarketcowcrdge aumed al
competitive position, market share objective etc for each branch. Each branch being a profit centre
cuiculatesitscontribution and finally the budget gets a shape which on approval becofaes a part of the
company budget. The marketing Division at the head office also approves the sales promotion plans
including the budgets for each branch. The branches are given the respsopnsibility fr implementing
their plans within their budgets. As stated earlier that the marketing plans prepared at the Head office
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- bythe Marketing Division are used for making policy decisions on brands, advemsin‘wnaUOnaJ Jevel
promou(ms elc.

earch and Development

The company hastoday a fuli-fledged research and development unit recognisefl by the Ministry
of science and technology, government of Kenyawhich wasestablished back in m;&. The emphasis
of the unitison result oriented activity which in practice means development of impro@@d and superior
products. The unit is sitvated 1n industrial area at Nairobi to ensure quality contrdl atevery stage
inthe production process. The product-development porifolio is backed by qualified fofessionals and
world renown scientific researchers. Greatemphasis is being laid by it on production of high nutritional
foad products which would be delicious in taste as well ashelp to combat the problem bf mal-nutrition.

lication of Marketing Models:-

For managing its marketing planning functmseffectively, the company stated ﬂiatithad adopted
marketing models for taking decisions in the area of product-mix planning, pricisg, consumption
behaviour and sales analysis.

Marketing-Mix Stratepy

In order to know the degree of emphasis the company placed on differentielements of the
marketing-mix in devising its marketing strategy the company was asked to state the léy
which itplaced on the variouselements of the marketing-mix . This was on a four poilfit ¢
“litde"", *“fair””,  **pood’” and high’” emphasis. The reply of the company was thatitplaced **high’
emphasison product pricing productadvertising technical research and developmenthnd on economic
variables. Good emphasis on product-planning and development product distribution; personal selling
and sales promotion and ‘‘fair’” emphasis on service including after-salesservices. -

ANNIN F THE DIFFERENT ELEMENTS OF THE MARKETINC
Product-Mix Planning:

The company keeps on making the required adjustiments in the product-mix ?n consideration
Of profitability and growth which are the principal objectives of the enterprise. Aq pant of this the
company keeps on introducing new products. Recently, it introduced new product§ which included
& packaged, convenent food product 1n the markel. The time taken by the company in introducing
these new products in the market was, however, not disclosed.

In total the company today manufactures over 32 different products whxch illustrates the
diversificaton of the company business. The company is also developing new protlut:ts every year
and the development illustrated by the fact thatin 1963 the company only manufactered 20 products.

The company stated that with regard to the introduction of new products it eﬂ)éyed the benefits
of sharing information and R & D achieements of its collaborator abroad and as $uch was able to
introduce successfully many new products from time to time.

The company is attempting to pursse anumber of goals to beachieved through itsnew product
policy. These goals besides meeting the company's objectives of growth and incredsed profitability
tomprise of vulizing excess capacity in production and distribution deveping end-pf@ducts
by utilizing the firms own basic materials-off -setting obsolesence of products utilisjag the materials
foruhigher value use keeping the present product lines competitive providing standgrdized products
fot the masses, developing substitutes for the imports, reducing the cost of & given product,
maintaining andimproving the company's positionin the world markets and taking full advantage of
itsspecial facilities and skills.
~ Theresponsibility for new product development programme in the company lmtwuh its product
: ﬁevelopment manager and product development commitiee. Besides the product development man-
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ger the other members of the committee are the chairman of the company, Maka director,

gputy markeuing director, General sales manager, research and development manag

The company stated that it always tests markets of its new products before lag 'hing them in
¢ market. However the company did notdisciose the average time taken for such testmiwketing. The
pmpany stated that through the test -marketing of its products it aims 1o achicve ﬁ'ne objectives
[ improving itsknowledge of potential sales and profitability, testing the acceptability df the product
nder typical marketing conditions gaining its under standing regarding buyer bd:halviour anad
etifying and correcting any weaknessin its marketing planning. In order 1o enable self to judge
6 effectiveness of 1ts lest-marketing programmes the company analyses data relating to product
hipraent 10 testmarkets, volume sales and profits, nature of sales and also conducts retsfils audits and
igearche s using consumer panels.

ypdpct Elimination :-

The company stated that in order to achieve its product policy objective of notiallowing the
rqducttotie upits capital forlong it pruned its product-mix regulary. The company hassdt up aformal
etiodic product review system and under thissystem it conducts its products audit frmenu y. The
ompany stated that if, as a result of the product audit as well as owing to Lﬂchnologlcal problems,
waterials shortage , poor responses from the markets ec. any products were found notfo be moving
atisfactorily and profitably, it then developed a product liquidation plan for such pfoducts. And
vecompany ook steps like profitabinsit then developed a product liguidatioin plan for guch product.
g Lhe company took steps like stoping production or procurement of such products and elearmg them
irough organising various sales promotion schemes.

The company haseliminated many such products during the preceding hveyeqrs However
e company did not disclose the average period it took for this purpose, although it #ated that all
raducts did notlake equal period but at the same time theelimination of these productsdqpended upon
he product and the market conditions. Some of the factors that compelled the company: 1o eliminate
1sweak productsincwded declining volume of their sales, falling rates of profits, price control by the
o¥emment, operaling difficullies created in an environment where consumer prices under
overnment restriction do notrespond to changesincost of producton consumer dlsammuon with
he product and appearance of a substtue that represented an improvement.

rke mentation:

The company used a mult-stage approach for segmenting its market . llﬁrsnsegment#d the market
n geographical busisSecondly on demographic basisand finally on buyer behaviour b4sis or usages
iteation basis. The price at which itsold its products and the channels through which thése were sold
liffered in different markets. One reason for such differention in prices was the fact thafthe prices of
orge of its products packaged food products was controlled by the governmnet in the market.
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-[[[ce Planning i

The price objectives followed by the company are to fix prices at a level whi h }would enable
the company achieve its profit objective without jeopardizing the sales volume. competitive
pncmg policies, demand of the products and the cost are considered for this g pose. Greater
weightage is however, given by the company to non - price factors in promoting §& products.

Needless to mention, whenever the price of one of its food products are # ulated by the
government, the final limits are set by such regulatory provisions. The company dses$ break - even

“technique for fixing its prices. The company furtherstate d that as and when thie gircumstances

~permitied, it tried to pass on the benefits of decreased costs say on account of ihgredients 10 its
;:usmmers. The company also mentioned that it was it’s continous effort to cut A In ON CoSsts by
inc¢reasing its efficiencies and also by improving the technology whenever possibleghtough transfer

- and adeptation of appropriate technology. The company stated that it adopted highf pricing strategy
for some of the products termed as luxuries. The overali pricing and also to depict hi acp!allty product
communicating factor, creates simple image of the company.

Distribution Planning

Needless to mention, some of the products marketed by the company have lpw shelf life and
requires intensive and brisk market coverage to facilitate their distribution. As spxch, distribution
\plannmg in the case of companies like this is of out most importance. This is not o yfrom the poin!
‘of view of the total distribution cost required 1o be incurred in this connection, but alsofrom the point
of view making the product as widely available as possible, which again affects thetptal distribution
‘costs. It was stated by the company that beca use of serious effor t put by its researchers in this
‘direction, the company was able to cut down on its overalldistribution costs. The cogapany stated that
1L was also successful in developing and organising an effective and efficient systegs pf distribution
- -natwork, so that its products could reach its customers within time and remain fr&sh for use by its
customers.

, One of the functionaries of the company stated that the company keeps 011 monitonng the
“distribution system, such that the company really cannot get displaced in the senge that the means
become the ends. The company mentioned thatits products are distribution through the distributors,
wholesalers and agents an easy manageable task, who inturn distribute the compény's products
the retailers. In general the company operates through distributors, wholesalers andgetailers to reach
1§ customers. This also helps the company to meet the needs of the (rade and the cﬂswmer in a morg
-effective manner.

The company also has a qualily assurance scheme an d its salesmen and salﬂs supervisors see
“that the stale stocks do not remain on the shelv es. It also continously keeps tesung the quality of its
“products. Also the company keeps on monitoring the movement of its products throfigh its distributer

stock control system. ‘

S¢lection of Channel Members @

With the view to have inlensive market coverage, the company selects #s distributors or
~wholesalers on the basis of the availability of storage service with them, ddvemking, competitive
channel arrangements, to keep down distribution cost elc.
The physical distribution objective as stated by the company was to ensure akiallablllty of stock
. at all required points of demand at the right price and in the prime condition. FO* this purpose, the
policy followed by the company was Lo distribute its products by balancing with tfe seed to keeping
- stocks fresh and the ability of the trade to stock and sell them too. The companyistated that it uses
the assistance of associates and subsidiaries in the neighbouring countries in l‘:e distribution of
products.
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Promotion Planning

The company uses a mix of advertising, persenal selling and sales pro Btion for promotion of
its products. It determines its promotion budget on the basis of objectives andl tdsk method'and also
certain percentage of sales of the products is applied as another method of selting the promotion
hudget. ‘The company mentioned that, it also considers the total profits avgilable. The company
reported that the promotion mix expenditure that is the ratio of advertisinggparsonal selling:sales

promouon,is decided on a mixture of ratio of targets and ratio of costs.

Adyvertising :

Some of the important advertising goals pursued by the company during@thc last five years were
creation of brand image and pre-selling of some of the company's products. Nso it stated that other
goals included the following ;- to create customer awareness, Lo encourage immediate sales to
counteract competitive activity, not to loose identity with the public, to refad customers and to
reinforce the purchasing habits, to boost growth of their products, to maintainjtsimage as the leading
advertising company in the country and 1o protect the companys image. THe company stated that
these goals are strictly followed.

Budget is determined on the basis of the profitability of a particulariproduct, but, incase a
particular product is doing well in the market the company will increase thebudget. The objective
of the company being to reinforce consumer purchasing decisions and to avaid sleep-over effects.
Also on the basis over all profit the company stated that if a particular productyields more profit then
there 18 a good reason to expand its advertising expenditure. As against lhb ¢ompany’s policy to
advertise products with low Tield the company stated that in order to prevest wastage of resources
on goods with low returns it has implemented checks and balance system ift the company.

Advertising message which is formulated by the advertising ugcnc‘es of the company is
¢xamined by the marketing director together with his team and the compiny his the mandate o reject
ar accept the message. [t wis mentioned that the company prepares its advertsing message being
Jesigned by these agencies because of two major reasons. The reputation of he agencies in the field
of advertisig and secondly. retiability. Other reasons include good work dane by the agencies any
cconomies of scale which is benefited by the company when they negotiatéd the contract with the
agencies. )

The advertsing effectiveness of the company is determined through the sales volume. The
company stated that the customers who had some contact with the product thi()ugh an advertisement
make quicker purechasing decision as compared 1o those who have no contagt at all, as is clear from
an in depth survey conduct on one of its products which emphassed the effe¢tiveness of advertising
for customers who purchased that product had some contact with the product through an ad vertisment
before.

The company stated that it uses both electronic media and print medih in its advertisements.
Electronic media radio both in swahiliservice, a general service (English statian), TV, in both KBC
(Kenya broadceasting corporation) and KTN (Kenya Television Nc[work) in static cinemas and
mobile cinemas also in the print medio. . The company stated that it uses three daily newspapers that
is Daily Nation, Kenya Times and the Standard, weekly publicauons and monthly these includes
Viva, Consumer digest, Parents etc.

However, the company stated that depending on consumer target, certagn media are emphasised
more tian others. For instance housewives in the rural areas, the comapny $tated that they prefered
use of Radio in swahili station and also using regional or tribal languages 4t different frequencies.
For the product which does not have specific target market, the company pses all media.

Personul Selling:

The company has a territorial structural sales force. The sales force waspatilized by the company
mainly tor managing its accounts, collection and analysis of market infosmation etc. One of the
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. supervisory functions performed by its sales force wasto check that retailers carrigd ddequate stocks,
3 provide good shelf exposure enthusiastically and co  operate in other sales pros ;'onaj activities,
to make sufficient number of calls of customers giving optimum level of satisfgation to them, to
educate dealers, retailers and users by explaining the lechnical aspects of the prodiacts and to provide
adequate cuslomer service.

The company has a total of fifteen salesmen, who are experienced ahd well versed in
salesmanship. These sales men are usvally recruited from the universities and;olher professional
fnstitutions. The company give first priority to those with a marketing bac,kgmm and experience.
However, the company provide's on-the-job training for qualified applicanwwith no experience. In
other words the company has a flexible recruitment policy. The olher type of rectgitment is reffered
to as direct customer contact, in this case the company do visit some institutionsiand give educative
talk about the company and the interested groups are recruited on the basis of $ieir response.

The company stated that the main requirements it expects these salesmen ui posses include the
following a valid driving licence, interest in the job and a times experience, | The nature of the
salesmen job requires a ot of motivation and stated that it takes this very seriofsly.

As far as motivation of its salesmen is concerned the company stated that { t gives them a car,
end year awards, field allowance, contests and a lot more. The company stated {hgt more often the
sales targets are used as means of motivating the salesmen. The company sets a@cclﬁc sales targets
to achieve, and if the salesmen achieve them successfuly the company givesithem bonus. The
company stated that through experience it has discovered that other salesmen dtho are slow 1o put
extra effort to finish their sales targets are highly encouraged. !

In relation to the control of sulesmen, the company reported that the total 4% grket available is
divided into erritories and customer groups in order 1o make the wosk of Lhe saldbgen easier. It was

mentioned that this acuvity provides fair means of effective evaluau()n of gérformance of the
salesmen vividly.

Sales Promotion

The sales promotion activities were carried out by the company both at the:dealers and at the
consumers level. Some of these were organising of display, contest, distri buti cof free samples,
introduction of festival packs, presenting gifts elc. :

The following were the objectives which the company kept in view Lhro@h its various sales
promotional activities, Viz, to increase product rate of use among existing uéev.s L0 atiract new
customers to the company’s products and brands, to meet the compelitive cwknges o induce
dealers to keep and sell large stocks, to reinforce and increase brand loyalty, 10 induce opinion leaders
recomend the company’s products, to widen ownership of company’s productg among the middle
class customers. ' ]

The company stated that sales promotion is done at an extensive degree with the aim of constant
reinforcement of the purchasing habits of active customers and reward them at$he same tume. The
company gives free samples of their new products as a means of introducing the productsin the
market. The company uses this as a way of conditional learning process. It akso-organises raffles
and other prices with the aim of boosting their products as well as encouraging prespective buyers.

The company stated that it terms the whole saler and retailers as agents of $ales promotion and
for this reason the company pives them certain sales quotas and if they are able to meet them, the
company rewards them with prizes special for them. It was stated by thejcompany that this
encourages the wholesalers and retailers to order in large quantities and (be end tesult is the growth
of the company.

The compuny stated that sales promotion is next 10 media adverusing in teﬂns of how effeciive
it works, 10 boost sales of the company.
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The company stated that it is involved in an extensive publicity programmye.; For instance
:sending out salesmen on territories and giving out brochures The estimated appearagdein ptint media
s three times a week but more frequent appearances are common in the T.V and-§ lhe Radio.
' The company stated that the timing of the appearance is very much regulated i ‘sicha way that
‘majority of customers attenlion is captured at a goal, for example, during the wedkends. Another
important issue is customer grouping in the company of its wide range of produts almost every
~ customer group has to be studied, satisfied and captured. The company stated thag the various groups
‘it has studied include the youth, the rural dwellers, middle class income earners, the aged and the
“house wives. ?
' Itwas also mentioned by the company that they have penetrated the kenyan m. ket successfully
“andisalsoengaged inexternal trade with the neighbouring. countriese.g. Uganda, Tanzania, Rwanda
ete. ;
The company stated that where the company’s products are marketed comm?nicate on where
“the company is localed, and communicate a message about the company image. ¥t was stated that
“it-creates an image of simplicity and availability.
The company products are usually found in the supermarkets, small kiosks stands in smali
~tawns. In other words the company’s products are availableat places where the jverage man can
~afford to shop. The company rarely practices direct selling but operate throughithe wholesalers,
-retatlers who act as middle men and make the products avaialble to prospective cusl&‘}mers atthe nghs
me. ;

"Management Philosophy and Development of Marketing Personnel;

The company has eight marketing executives at the top leveh All these parsons are well-
~gualified and experienced. To illustrate the marketing Director has attended a nurflier of marketing
programs  both in Kenya and abroad. Most of these executives have attained bac) elors degree and
even postgraduate degrees in fields like business Management etc. Besides these in order 1o keep

- themselvesup-to - dute all these executives keep on attending relevant courses nrga&ised by different
_1astitutions in kenya {rom time 1o time.

The company has also a well developed programme of training and dev*laping 118 other
personnel through-in-company training programs :as well as by sponsoring them tovarious courses
organised by other specialised institutions in Kenya. However, the company did not disclose the

-average frequency with which these executives were sponsored Lo participate in $wch courses, but

stated that this was based on need, availbility of funds, nature of the course, the orga "sing institution
elc. '

" Top Manageinent Philosophy

The company uses the marketing-mix appro ach in the planning and implgmentation of its
marketing programmes. The philosophy of its top managment is oriented towards arketing. When
" agked to define its markeling orientation the company gave the following definition;

“Our markeling orientation policy is towards being the best consunler-dnnpmy 10 meet
consumer needs  most profitably,possible in Kenya, selling good quality produdts-and service in
~ the competitive enviroment and having best people willing to work with us.” :

Social Aspects

As far as the use of the marketing concept by the company to meet s socmﬂ obligations was
concerned, the response of the company was as follows :

“Our marketing concepl of being best customer company 10 meet consum& needs results in

- advantages for national economy through contribution to the exchequer in terms df'o.orpordu, taxes,

- excise duty, VAT (Value Added Tax)eic, greater employment, capital rcinvestmel@and contribution

. 16 the GNP, we also contribute Lo the health and nutritional needs of the economy, educate customers
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and augment supply” ;

In this context, it was also mentioned by the company that it was helping the e¢onomy through
import substitution in augmentation of exports of products, regular and equitablg distribution of its
products, protection of the consumers against poor quality products, adulteratign, etc and offer of
assistance o smali and medium scale units for helping them 1o develop their eipons.

Inthisconnection itmay be relevaniquotie here from Daily Nation Newspapet of 20th may 1992,
“Foralong period the company has maintained its tradition of service to the .c;ocief‘ty. The company’s
contribution has varied with the nced of the occasion but what has not varied is i, genunie concern
for the welfare of the community in general. So whether its the matter of dwelo:pi;ng and assisting
10 needy organisations or making donations in cash and kind at the ime of natibnal calamitics e’ g
tamine cic,the spirit behind all these activities is always based in “we care” lradifion'.' The company
has given scholarship, for studies in science and research. It also sponsord T.V. and Radio
programmes in the country. Te help people themselves in the central themes of its social activity.

Relative Position Vis-a - Vis The P

The company for along time was the only large - sized company inthe orgqf'[ised sector which
fulfilled the needs of its customers so for as two of its producet lines was concegned. The products
marketed by it enjoyed a high reputation in the market. The company felt that eves since a competing
unilin the public sector was set up, it rather got a boost in the reputation both wi(; respect o quality
as well as prompt delivery of its products, and is today the market Jeader in the reai%fSense. liexplained
that its market share in some of the products has declined due to reasons lik constraints on its
capacity, lack of foreignexchange toimport raw meterials, increased cost of productionetc. It further
explained that the company in the public sector had no capacity constraints nn*i also enjoyed the
facility of liberal finances from the government of kenya. In its opinion, it woulit be able to pose a
real chatlenge 1o it It proudly ciaimed that with its large production capacity,better quality of
products, lesser interference at the managerial level and strong brand, loyalty towards its products,
it would continue to huve a major share of the market. Further, it pointed out thiat over a period of
time, the wisdom and expenence that it had collectied and also the human resougee that it possesed
would stand it in a good stead, things which were more or less lacking in the pdblic sector unit. It
was sure aboul the fact that during shortages, the public sector unit got preference ja getting supplics.

Despite some of these disadvantages, it believed that the unit in the public geetor will have 10
g0 a long way before it could pose a real challenge 10 it in this field of operation.

Conclusion

A review of the performance of the marketing planning function in the above company when
judged in the context of the factors studies for evaluating the management of the marketing planning
function revealshigh degree of sophistication, so far as the management of this funttionis concerned.

Some of the significant points in this direction are the existence of the wrﬁten corporate and
marketing objectives, the performance of the marketing planning tasks according 1o well laid out
systematic pulicies and procedures, use of grass root approach with a view to involve marketing
functionaries at different levels with other approaches for developing the Qales forecast and
markeling plans the company also uses models in areas like product, price, Congumpion bebaviors
and sales analysis and the integration of plans at different marketing levels. 1n agidition it was also
found that the company had a progressive approach so far as the professivnal development of its
personnel was concerned. The company was also found to be Conscious of its sogial responsibilily.

Since the company had started the planning of its marketing functionin 1960 s jt had succeeded
in developing a comprehensive system so far in both its short term planning and ldng range planning
was concerned. :

Wilh a view 1o gain an insight into the level of sophistication of marketifig planning by the
companies Surveyed a Scoring echnigue has been developed and used. The datails of which are
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given in chapier IV of this study. In terms of this technique, the company got an o'qer all, rating of
(.79 and in this case fell in the top Category of Companies having a “*high” leve) of sophistication
of markeling planniny function.

A Comparative Study of the Undertakings in the Two Sectors :

A comprehensive comparison of the above two companies from the view pointofitheir marketing
planning function points out the superiority of the private sector company over its cokenter part in the
public sector. This was in respect of factors like the use of information system, procéss followed for
developing markeling plans etc.

However one factor in respect of which the public sector company scored over s counier part
in the private sector was in respect of its social responsibility which has operationalgﬂ 10 a greater
degree in itscase. This could be due 1o its basic reason that is 1o provide welfare for the society. The
difference in their relative performance are also borne out by the scores recieved by these companies
on the marketing planning Sophistication index. The relative scoring were 0. 79 m the case of the
private sector company and U. 69 in the case of public sector company.

As such the private sector company with the rating of 0. 79 fell in the caleg(!ty of compa-
mies having “High * level of sophistication, while the public sector company with l.he rating of 0.
69 fell in the catgory of Companies having medium level of marketing planning spphlsucauon
Thus, confirming the differences noticed above the state of art with regard w the gerformance of
the marketing planning funclion in this two companies studied above.

MARKETING PLANNING IN-—FOOTWEAR UNDERTAKINGS ;
A STUDY OF PUBLIC SECTOR UNDERTAKING ;

The corresponding public sector company in this field was started in 70s. Theiformulation of
W15 company primarily resulied {rom the urgent need to take over from the private s@ctor enterprise.
This unit located in Nairobi has been one of the biggest footwear and leather making concern in
Kenyu, The unithad been passing through crists for a long time due to mismanagemient and neglect
ol renovauon of machinery. .

The considerations that weighed heavily in favour of bringing the unit unddr public sector
enterprise werg, the government was the single buyer of footwear for the defence abd various civil
defence, and two there was a great demand from overseas market for the Kenyan made footwear and
leather products. Besides, the future of leather and leather footwear industries in the country was
aiso quite bright on account of large and growing population and their rising standards of living.

The ume when this public sector company commenced business, was howevér, not the most
epportune for siarting business. The company had to face many problems iné ofganising its
production and sales in that the exigencies of production of priority over those qf market. The
availability of raw hides, both qualitatively and quantitatively, was poor. The procgssing materials
were not availuble ex-stock and their procurement involved considerable stalls. Creaj.'xng confidence
among the suppliers and also establishing good trade ties with them was a major hurdle, Atthis ime
the company had to start abinitio as far as the appointments of distributors and dealers was concerned.
The company has full [ledged guality control and design department for making atttactive designs.

The activities in which the company is currently engaged in are tanning, maQuf‘ﬂctunno and
selling leather and teather products like footwear, industrial leather, leather boards, miscellaneous
leather goods and other products like shoe finishes etc. The emphasis in production is on the quality
of the products. All through these years since 1t started the company conunued to face many
difficulties in sules and production. Quite a substantial percentage of its motma: production
equipment is geared on o defence production solely. Though supplies for defence department
increased during the years, the company had not been able to utilize its full capacity as yet because
of limited size of defence orders.
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Steps are also wken by the company Lo boost its export sales. The company has so far exported

tothe PT A counlries. The management of the company is also giving seriousjthought to possible

diversification whichis not only limited 10 the existing product lines of-the C()mp#ny, butalsoextends
in other directions like manufacture of leather sports goods elc. :

Market Structure

The market structure of footwear industryin Kenyaismarked by the pres#nce of afewleading
companies in the large scale sector, a very considerable number of small scale units in the
unorganized sector. Except for {few firms which sell their products at the natioq'alslevel and that too
mainly in big and metropolitan cities, most of the other firms operate either inthe regional or lucal
markels. So far as the compuny is concerned, except for the defence purpost for which it has a
substantial percentage of its producton capacity suited for such products and nlgd forthe preferences
which it gets from other government and sister organisations because of being in the public sector,
the products of this company face an intensive competition in the city market§ from the large scale
manufacturers and in local or rural market from the unorganized manufacturgrs.

Marketing Oroanization

The sales and marketiny activities of the company are being looked after by its sales manager
who works directly under the managing director of the company. He is furthgr assisted in this task
by a team of officers like the deputy sales manager, assistant sales manager arkd gales officers at the
head office. The company also employs sales representatives who are atatched to its depots and
reports 10 its sales officers. The company also has a design and d=velopment ranager who looks
after introduction of new products, new designs, their production plans. prodietion improvements
and test marketing of new products. Though the design and development mzmpger is linked up with
the sales department, he reports o the works manager of the company. Thecdmpanyoperates in the
domestc civilinn market through distributors and authorised dealers,

Responsibility For Marketing Planning

The responsibility for preparing the marketing plans lies with the company’s depuly sales
manager, though ultimately it is the responsibility of the sales manager of the company. The sales
manager Jor this purpose has also constituted a sort of an informal commitieeithat is headed by him.
the deputy sales manager, assistant sales manager and sales officers working at the head office as
other members. ‘

The company started developing its marketing plans right at the beginhing of the company.

Purpose QO Marketing Planning ;

The specific purposes for which the company stated that it had started preparing its marketing
pluns include; enabling u to take sound markeling decisions, integraling different marketing
functions, helping, in the producdon planning and co-ordinating the activitiesof its different
deparunents.

Marketing Objectives :

In order (0 enable itself to plan effectively, the company has set some marketing objectives
before itself and has been attempting to achieve those through its activities. The following arz2 some
of the objecuives whicl have been spelt out by the company: 1w make anlfl market good quality
foolwear at reasonable prices, 1 inerease its relative market share and 10 attpin a position among
top footwear manufacturers in the organised sectors, to develop a new distribfition system as a means
of improving its participation in existing and new markets, to make people more footwear minded.

-and to continue improvements in its products in terms of guality, feature anfd style and also making
addition of new products and production line with the objectives of altaining ¢ustomer satisfaction
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and improving its image.

Planning Horizon :

The company stated that though it has only been developing, a short term pla.!$ of one year
deration divided into two parts of twotyearly plans, it wasengaged in drawing up its k¢ng term plans
of iew years duration also. In addition to the development of the short term markdting plans the
¢empany also developed separate marketing plans for promoting its products in dxfﬁrem SCasons.
However, the efforts of the company presently were limiled only to the extent of prepd'iﬂg an overall
miarketing plan for the company as a whole and giving details on the basis of amclesﬁae and value
ef. .

Igformation System :

The company has made some modest arrangements for the collection and dn‘dysis of the
relevant marketing information on a regular basis in order 1o enable itself to developimore realistic
marketing plans. In this connection the company stated that it collected data relatmg 0the changes
{aking place at the environmental and competitors levels. These information was ¢o edted through
various sources like census reports, industry statistics and reports, national s:q'nple surveys,
markeling intelligence etc, with regard to its own working, the company collected i'pf@nnation on
aregular basis through its salesmen, dealers and distributors, in the form of reports, ; sales records,
isventory records etc.

It may be mentioned here that the company had set up a system under which its es force after
réturning from their teritories, submitted a detailed report to the head office relatingtothe position
of the company’s and its competitors products promotion and other marketing acuvqiues

The company’s design and development department also scans regularly the published
iderature both in Kenya and foreign.Indicative of patterns of the type of changes m.k!hg place in the
fashion, both in the home and foreign markets in order to create new designs. Based pnithe analysis
of this and other collected informauon relating to its production capabilities, av.niabmty of raw

materials and other resources and facilities the company develops its marketing fpwcasung and
marketing plans.

Mg[keging Research ;

The company stated that during the preceeding five years it hasconducted markm researches
more soin an ad-hoc manner onits own. The areasin which these researches were conduc[ed included
afeaslike new product development and distribution arrangements. The company stagedthatit hoped
16 do its marketing researches in a more sophisticated manner in the near future.

arqcess Of Marketing Planning :

The process of marketing planning in this company is initiated by the sales §'nanager The
process being initiated by the Sales Manager, moves onto the Deputy Sales manager, who infact does
most of the work / Job relating 1o the marketing planning function . He does so 4l pia preparation
af the marketing plan in the draft form, viz, consulting marketing targets and @Jccnves past
achievements, availability schedules of production capacity, market environment etq: and also does
ather things relevant and needed for the development of the marketing plans. Th¢ Deputy Sales
Munager is assisted in this task by the sales officer at the head office of the comfiany situated at
Naurobi.

The draft marketing plan so prepared by the Deputy Sales Mmager is then pl4 ce.d before the
Sales Manager of the company. The Sales Manager reviews it with the help of an infbrmal planning
gommittee formed for this purpose in the light of factors like overall marke _ng objectives,
company’s strengths and weaknesses, past performance, market situation, competitive behaviour,
.production availability, finances required and other constraints if any. The finalisedarketing plan
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- along with the budget estimate is then sent to the Managing Director of the compasy for his approval.
" The Managing Director then reviews this plan in the light of corporate (?&:uves. financial
consideration of the availability of help {from the government, export commitrgats elc.

The marketing plan so approved by the Managing Director is then detailed oat first into two
parts of the year and then detailed on anticle-wise, size-wise, value-wise and regiga-wise. Based on
this plan as well as on the past achievements, and potentials of the market u:rrimryq"thc company then
develops targets for its distributors and dealers. From this stage the company myakes product mix
plans, supply plans, sales plans and promotion plans.

Review of Marketing Plans ;

The marketing performance in this company isreviewed on aregular basis thrtmgh the feed back
which the company recieves from its field sales force, distributors and dealers.: The review and
consequent updatng 18 done on a monthly/quartely basis so far as the shorl;—-—term plans are
concerned and in the future it will be done on a half yearly basts in respect of its lﬁmg—-range plans.

Some of the variables that necessitated a revision in the past in its marketiag plans as listed
by the company were; the prevailing uncertainty in the economy, delays in the implementation
of the projects in other sectors, erratic supply of materials and power, irregular inflow of orders

especially from the defence departments, delays in new product development,p t break-downs
and s distribution problems.

~ Design and Development ;

The company has recently set up a full fledged design and development de#mmenl, which 18
currently engaged in developing new products even outside its present product lings of activities like
footballs and other sports goods, improving the quality of existing products. 4nd evolving new
footwear designs.

Marketing Mix Strategy :

The conipany stated thul in developing its markelng mix strategy it gave "Hz'gh" emphasis to
product adverbising, sales promotion, distribution planning and economic variabl¢s. Asagainst this,
it gave "fair” to "good” emphasis to pricing, technical research and develnpmentiof its product and
product planning and development. |

PLANNING OF THE DIFFERENT ELEMENTS OF THE MARKETINQJ:* MIX ;
Product-Mix Planning :

The product-mix of the company consisted of leather and leather produd;ts like footwear ,
industrial leather boards, miscelluneous leather goods and other products like shde finishes etc. As
the company's production machinery was guite old and also a substantial percenthge of its footwear
production capacily was suited to the defence purpose only. The planning of the ﬂroducl-mix of the
gompany especially with a view to keep its faclory running, becomes all the mors imporiant. Thus,
besides, atlempting to keep the factory running on a regular basis, the company determines its
product -mix with the objectives of achieving growth and profitability. "

As a part of this, the company has been introducing quite a few new products and designs,
modification and improvement of the quality and styles of the existing produc lehﬂ‘@ugh its “Designs
and Development” department, during the preceeding 5 years.

For making the above changes, the company stated that it got informatian from its field sales
force, markel reports and fashion magazines about changes taking place in the Bving and wearing
styles of people.

The company further stated that some of the major reasons of its introducipg new products /
designs in the market included, meeting the demand of the customers, improving its product-mix,
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meeting competition and meeting profitability objectives of the company.

Product Prunning :

The company also kept on prunning its existing product mix and atlemnpts to idenﬁfy the slow
moving items, arranging 1o shift them 1o places where they may move faster. The slow moving
producis were also given necessary boost for their sales by organising certain ahles promotion
schemes and if necd be were eliminated as well. The company stated that it has disg¢ontinued some
of its products mainly because of their declining sales and profitability. '

Market Segmentation :

The company stated that it segmented its market mainly on geographic and denﬁi)graphic bases.

It also attempted 10 segment its market on buyers behaviour basis. The company felows different

‘pricing policies and supplies differeni quality of goods to suit the specific needs of these segments.

The company does so. keeping in line with its general objective of marketing more fqotwear 1o more
people at more places and making people footwear minded.

Price Planning :

The responsibility for fixing the prices for its products lies with the sules manager of the
company. The objecuves followed by the company are to fix prices at such levelshsw enable the
¢ompany Lo acheive its profits objective, 1o maintain the relative parity with cnmpqutors price and
also w allow it to realise cash at the earliest.

The pricing policy followed by the company was thus a combination prifearily of cost.
competitive and demand orientations. As such the final fixation of the price deper*ded on the cos!
of production to which a minimum margin of profit was adjucted. This margin was $maller than the
mimmumad;u cied for trade markets,

Then the price so arrived at was moderated with the competitors price and alsowhal the wraffic
¢ould bear. 1 was found that on different occasions the company reduced the pnces of its products
to suit the requirement of the market. Itexplained that the reduction in prices announced by 1t could
become possible in certain cases through efforts on its part to Jower its cost.

Distribution Pianning ;

The distribution arrangement of the company had been changing from time o time and the
company had been on the look out for improving its performance in this regard. 'i'he distribution
syslem which the company is presenty following for its product is as {ollows: 'I}:e‘compay was
selling its footwear through different channels in its civilian, exports and defence and allied markets.
In the civilian markets the company operated through wholesale distributors and authorised dealers.
The wholesalers major concentration was in towns like Nairobi, Mombasa, Nukuru aa'd Kisumu. The
wholesale distributor was given a field territory to carry on their activities and were algo advised about
the prices at which goods should be supplied to the authorized dealers. The authoriseddealers, though
appointed on suggesuons of the wholesale distributors, worked directly under the comipany, and Lheir
terts of appoiniments, commission structure, etc were all determined by the compaty itself.

The authorised dealers and the wholesale distributors under an agreement had fo life an agreed
quantity of goods per quarter of the year and sell those at the company’s recommenged prices only.
Both the dealers and distributors were provided with publicity materiats, sign bdards et¢c by the
gompany. The authorised dealers as per agreement, worked on an exclusive basis for the products
of the company.

In the case of defence and allied markets, its footwear were supplied against direct enquiries
&s well as through defence purchase tenders. The products of thiscompany received preferences from
defence, and otner governmental institutions as coming from public sector enterpsise.

In the case of export markets, the footwear were mainly being traded directlyy w the foreign
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customers by the company. The company perform all the marketing activitiesifor these exports,
organizing and pariicipating in exhibitions, sending samples abroad etc, :

So far as the sale of leather and leather goods was concerned, the channels ysed for the supply
of such products, both the export and defence and allied markets, remained the bame as described
thove. Incase of the civilian markets the products were sold through the channel df distributors and
dealers appointed by the company for the purpose.

In short the company made use of both direct and indirect channels for the distribution of its
products depending upon the nature of the market.

Distributor / Dealer Selection :

The company in selecung its distributors and dealers considered the followinn factors
viz,:services required to be performed by them, competitive channel drrangr.mems channel regula-

tion needs, selective market coverage and objective of the company, bcsxdeqlhelrlocauonalﬁnancml
and managenal capabilities.

" Physical Distribution of Goods :

The physical distribution objectives of the company included optimising qusiomer services,
maintaining regular supply of its products to dealers and customers, ensuring regdy availability of
is new products / designs, w syrchronize with their launching in the market eie,

As per agreement entered inlo with the wholesale distributors and dealers gnd subject to the
production availablity, the channel members had 1o lift an agreed quota every quarter and had also
10 maintain acertain amount of the minimum stock per month with them. The whalesale distributors
were also required to place orders are least 6 weeks 1n advance with the compagy. The company
supplied 1o its distributors and dealers on a weekly to {fortnightly basis. This periodicity of supplies,
the company stated, was {ixed by 1t on the basis of its past experience.

The compauny also monitored the performance of its channel members on a quarterly and annual
basis and as per necds also annourced various incentive schemes to motivaie thém to sell more of
s produocts.

Promotion Planning ;

Promotion function in the company is performed in a centralised manner at the head office and
15 being looked after by a deputy sales manager of the company. The cumpmy uses a mix of
adverusing, personal selling and sales promotion methods for promoting its produets. It delermines
its promotion budget on the need based method subject 1o what it could afford for this function.

Advertising :

Some of the advertising goals personed by the company during the last few years were;
recapulating its lost image, changing customers attitudes towards its products and encouraging
immediale sales of its products. To manage its advertising function more ef 1‘ccﬁ$rely the company
has been taking the help of advertising agencies for functions like copy writing, media selection elc.

Personal Selling

The field sales force which is mainly organised on a territorial basis is utilized by the company
tor the purpose of checking that the dealers and distributors carried adequate stocks of its products,
provided good shelf exposure and co-operaled in the sales promotional activitiés of the company
helping dealers 1n their sales. .

Promotional programmes, credit collection, and providing feedback to the chmpany regarding
its sales, competitors activitics customer opinion and conducting market surveys, &re other duties of
the field sales force. ‘
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Sales Promotion ;

Some of the objectives sought 10 be achieved by the company through its sajes promotional
programmes related to attracting new and existing customers 10 its products, motivating dealers 10
stock and sel! larger quantities of its products and clearing up its inventomces '

Some of the sules promotion methods used by the company in connection wimihese objecuves
atthe consumers level have been participation in exhibitions, announcing temp('mrary:;price reduction,
organizing premium offers, giving free gifts with sales etc.

At the dealer level, the company adopts the methods of providing more d:splqy materials ang
allowances. and awarding special discounts and prices on the achievement of sales i excess of their
targets.

1gnagement Philosophy And Development of Marketing Personnel

The compuny hus four marketing executives manning its senior level positidns and all these
persons are proiessionally qualified, with diplomas is Business Managemeat, markq'ing Courses elc.
Besidesthis they have attended a number of specialised tourses in the areas of custonter and industrial
marketing. '

Top Management Philosophy_;

The top management philosophy of the company is production oriented as the gompany hasnot
yet been able 10 overcome its production costraints. However, the company stied that it was
atemplng o adopt gradually the marketing orientation.

Sacietal Aspects ;
As fur as the response of the company towards its socictal oblizations was concerned, the
company stated that it was helping the country by providing employment opportunities, distribution

of its products adeyguately to the rural areas. making its footwear for masses at reasongbly lower prices
besides meeting the defence requirement of the country.

Reélative Position Vis-a-Vis the Private Sector unit:

As far as 118 position in relabon 1o the competing unit in the private sector was concerned the
wompany felt that the private sector unit was far ahead of it, both in terms of efficiency as well as
in terms of market size covered. The company further felt that it could not think of béing able to offer
any worthwhilegympetition on the private sector company even in the near future. ‘The reasons for
its relatively poor performance, in the opinion of the company lay basically in'the fact that its
production facilities had been geared to meet the defence needs, although from which 1t was not
receiving steady patronage. The company had a limited capacity, consisting mainly of old
machinery, catering to civilian markets. Its other weak areas comprised of the ekcess staff, high
overheads and relatively rigid managerial approach.

As aguinst this, the competing unil in the private sector had a number of udvhnlages n terms
of latest technology, experienced proffessional staff, flexible managerial policies, § comprehensive
distribution network. And aiso the tie up with a world famous organisation resulting in the use of
marketing expertise and international brand name advantages for the efficient marketing of its
products.

The company was, however. trying to improve its performance through modernization of its
production facilities, diversification of its products and promotion of 1is products in the foreign
markels.

Lonclusion

Notwithstanding what the company felt and also the efforts which it was ufying 10 put into
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improve its working, a review of the overall performance of the company leads ajamo conclude that
the marketing planning function in this company is not being managed in & symemalic MAanner.
Furlher, not much progress seems to have been made by the company in this disection so far. This
was not because of any ignorance in the part of the company. Its marketing ex#eutives were fully
vonsaous of the need of managing this function in a sophisticated manner. '

The company’s orientation appears to be that of selling its products rather thpi marketing them.
The policies it had been following have been more of an ad-hoc nature with a shogf-term perspective.
What the company appears to be badly in need of, amongst other things, is to have a system and
integrated planning system for developing plan both of a short-term as well as li)ng term duration.
This would also necessitate the creation of a suitable organisation andmfoﬂnahon system for
providing the needed support for the efficient operation of the system.

MARKETING PLANNING IN FOOTWEAR UNDERTAKINGS ;
A STUDY OF PRIVATE SECTOR UNDERTAKING ;

This case study relates 1o footwear company in the private sector, the com ‘ y was established
in Kenya in 1972 as a private limited company. The principle objectives of ghe:company are to
manufacture and market all types of footwear, footwear components, leather an§1 products allied to
footwear trade. The company operates through the sales network of retail shops,iwholesales depots,
distributors and dealers all over Kenya, which even extend to the remaotest vxllﬂges of the country.

The company is a major supplier of footwear to some of the 1n5uluuo$ and also leading
exporters of footwear from Kenya. The production facilities of the company are lbcgted at the capital
city of Nairobi. The company has a collaboration arrangements with a famous fpetwear manufac-
turer of the world and 1ts because of this collaboration that the company keeps on v%zeiving customers

from all parts of the world mainly from the African countries. The company also#xports its products
nearly 1o all parts of the world.

Market Structure :

The footwear market of Kenya consists of a few large-sized companies and § very large number
of small scale unorganised sector firms. Except for few firms which sell their pro@ugts at the national
level, mostof the firms, most of the small scale-ones are operating either in regiogal or focal markets.
Thiscompany whichisalarge-sized private sector company is operating at a natipnal level and being
market leader has a leading market scale, an established brand name and also éoes not face much
competition in the overall from the other footwear firms in Kenya.

Organisation of Marketing function ;

The Sales and Marketing Functions of the company are looked after by its Miagketing Manager,
who reports to the Managing Director of the company directly. The company’s #zﬁm:s and marketing
activities are organised through its divisions, viz, retail, wholesale and exports agd other sections for
example contracts and the merchandising section. The retail division looks after the retail sales of
the company’s products through the retail shops located in both urban and ruraj small towns. This
division is headed by one manager designated as Retail Manager, The Retail Manager who works
under the Marketing Manager of the company have under him Area Manasgers covering different
regions. Under each area manager there are depot managers who look aftef the supply of the
company’s products to its various retail shops as well as the company agents. Tﬁecompany also has
a number of Product Managers working at its head office.

The Wholesale Division 1s headed by a Wholesale Manager, working undcr the Marketing
Manager who looks after the company’s wholesales. Under him there are Regtbm;l Managers, one
incharge of supplies and one assistants superintendant for administration. The $ompany sells (¢ its

rural customers under different brand names through depots and sub depots working under this
division.
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The export division of the company is headed by a Manager-Exports, who' his working with
“him an Administrational Manager-exports and whom production, planning, adeinistration and
Account Executives work.
The total export activities of the company are looked after by MandgePExpc*m
The Contracts Sales Section looks afler the sales of the company’s products ld Governmental
engd other non-governmental large institution and is headed by a manager whq reports to the
“Marketing M.m.lger and under him (wo executives assist him in this task.
The company’s merchandising section looks after the marketing functions of me company like
markel research, publicity, store-improvements, sales promotional, sales personneiimd administra-
“tion, physical distribution of goods and overall pricing of its products.

Carporate and Marketing Objectives :

The company has spelt out in writing both its short term as well as long Lermécorporale and
fnarketing objectives. The company stated that it was started with a social responbibility objec-
tive that is to shoe mankind, half of which walked barefooted. To fulfill this idead, the philoso-
phy which the company kept before it was that, the shoe must be simple and {uncfioral, shoes
raust be capable of being mass-produced on machines and shoes most be cheap asid within easy
reach of the masses. Thus the company stated that the factory was started with Lht primary
purpose of serving the people with shoes and serving the shoe makers by sho»vingimem the way
to do things better and cheaper. Further, as the people of lower income groups of. Jdewelopmg

-¢owntries cannot spend more than one percent of their annual income of shoes, thekefore, the

-¢ompany decided that shoes for the masses have to be priced at a maximum of twé days income
for two pairs a year and be available where the people live. This resulted in the nged to keep the
gistribution cost at a minimum and thus direct selling was found to be the answer for eliminating
all intermediary profiis. o

The working for the last lew years the company has been constantly enduvo&‘ing 1o achieve

“these broad objecuves. The dewls of the other specific corporate objectives being: pursuz.d by the
eompany are as fullows:-

* To oplimise return on investments at the rate of 24% per annum,

* To provide technical assistance and markelting facilities to small scale sectdr firms.
* To produce shoes for vulnerable and middle class customers, and,

* To provide maximum customer satisfaction and 10 optimise.

The vllimate responsibility for corporate planning in this company lies wxlh the Managing
‘Director of the compuny, works through a formally designated commitiee consistihg of members
from various areas like Finance, Marketing, Manufacturing, Research and Development etc.

Tbe Marketing Objectives:-

‘ The company has also spelt in writing its marketing objeciives, The following:hm some of the
major objectives which the company has been trying to achieve:- '

*To offer merchandise of the type customer wantsata price he wants and a a pdca heis willing
W pay and, more important, 1s sble (o pay.

* To give customers more durable shoes at reasonable prices.

* To continue improving its products in terms of quality feature, style, iashmh elc.

* To attain customers satislaction and maintaining its leadership in the marken. and,

* To attain the highest sules volume among the top companies in Kenya, both ln the domestic
as well as in the foreign markels.
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The responsibility for developing the overall marketing plans for the complny lies with its
Marketing Manager.He develops the final marketing plan for the company as a le as well as
finalises the marketing objectives and plans for its retail, wholesale, exporty, contracts and
‘merchandising depots. As such, the marketing plans and objectives here are ﬁnaﬁs@j in consultation
with the head above departments first separately for each department and then fog the company as
a whole. For the purpose of developing its marketing plans, the company has a fbrmal marketing
‘planning commitlee consisting of members from nearly all the departments.

Parpose of Marketing Planning:

The company stated that it has been preparing 1ts marketing plansin a furmalfmanner, and the
following are the purpose sought to be achieved by it through marketing planning:-

* Helping in production planning.
* Aiding in planning finance.
* Optimise profitable sales.

-Frame Work of Marketing Planning:-

To achicve the above objectives and purposes the company develops one @verall corporate
- marketing plan and separate plans for the divisions and sections as well as separate élans forits major
‘products, sales plan, adverusing plan, physical distribution plans, sales promouou plan marketing
-research plan and pricing plan.

The company even develops delailed products plan spelling out all the i uupo steps like the
product concept, objective, major factor considered for setling up of the ove objectives,
identification of target markets in order of priority and their largets, markt,u.nd strategies to be
Tollowed for each target markel, tactics to be adopled to implement each marketihg strategy cic.

Additionally the company also develops its overall product-mix plans, irainfag and develop-
“mueat plans eie :

‘The company develops both the short-term and long-lerm marketing plans of gnie year and thre
years duration respectively. Besides, the company also develops its seasonal plang and also mukes
a business calendar mentioning activities like the period of festivals, openings of thé schooletc. Thus
the company prepares plans to market its products vtility-wise in differant arens%ac’cording 10 the
needs of every season in each area. For instance the company supplies to its customérsmore of fancy
and fashionable shoes during the festival time, While around schoo! opening 1!5 comes out with
childrens study school shoes, elc.

‘Process of Marketing Planning;-

The process of preparing estimates for the future year starts from the company!s own marketing
information system under which the Retail Manager keeps sending to the compzq!y reguiarly data
-regarding saies done on an overall basis, on article, pair basis and the profits made h{y them as against
their targets on a fortnightly, quarterly basis performance and the previous year performance
respectively.

These reports as well as the other external published reports like footwear cm‘ﬁgory reports,
internal product development review etc are processed at the head office of the tompany with
compuler sysleni. '

Similarly reports relating to the other departments, sections and divistons ofiilhe company are
regularly processed. The company stated that for initiating the task of marketing plapning it followed
a system of what is called as a “clue releaser” which indicates what will be likelyﬂachievemems of
each divisions of the company and :1so despatches the blank “prospect cards” 1o alf the departments
of its sales divisions, etc who suggest what they will achieve in the ensuing year. THey also give their
past performance {igures, with necessary details and reasons for their estimates wmch are revicwed
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b} the respecuve departmentud heads before they are all pieced together and p*xd before the
“Muarketing Manager of the company.
" The company further staled that in setting its long-range targets it does neithd ‘simply follow
- he resulis of the previous len years of its working nor does it draws median of thaf:data or project
on the basis of what it did during the past ten years, though it supplies all lheseﬂeimls to all its
concerned executives based on value, pair, article, region wise elc.

The company explained this by stating that since each category did not glve e company the
same proportion of profiteach time, ithad to manipulate isproducts in such away th itcould achieve
its total profit targets, which could not be possible by simply extrapolating the paét

The estimaies so prepared are then compared with the company productiof ‘\d procurement
capacity and accordingly, are modified.

The company prepares its long range estimates for the next three years both in urs and values.
*The company sales divisions stated that it treated the factory as an outsider for their w wcking. It places

" pdvance order with the factory as to what the sales division will need for the com!ng four months
-onartcles and pair wise basis. Afier the price and specifications are determined an agréement to that
“effect is signed between the Factory Manager, the Sales Manager and the Managingiirector. It thus
becomes a commiiment for the Factory Manager to supply that much and the Saled manager 10 sel!
that much. Z
The sales diviston gives its utmost emphasis on quality. If any deviation in qwmw is detected
, by the quality controller or the salesmen or any other person, such goods are not aijud by the sales
givision. Such products are either destroyed or reduced (o a suitable price and the Ring difference
is paid by the factory 1o the sales division. 3
: The process of preparing marketing plan in this company is thus initiated simgRaneously both
by the Marketing Manager as well as by the heads of its divisions and sections. TH fdivisional and
scctonal marketing targets setby theirrespective heads are first examined by the M ing Manager
in the light of the economic, marke!t and environmental factors and the necessary modifications are
made in the largets as per needs of the company.

Nextthese targets are consolidated into company overall markeung wrgels. Thase argets afler
bei ing intergrated into an overall marketing plan, are put before the Marketing Planping Commitice
#nd their approval along with the budget are then sent {or the approval of the Manating Director of
the company.

The marketing plan so approved by the Managing Director is then broken d@w#t division-wise.
section-wise, article-wise, value-wise etc on a half yearly and quarterly basis.

Also from the overall plan, product mix plans, advertising and sales promumh plan and sales
plans are evolved taking into considerauon, besides the other aspects, the business galender aspects
which highlighis the chief selling occasions and the type of product-promotion backing required {or
guch seasons or occasions whichever case may be. |
. In short, the process of corporaie marketing planning 1s initiated by the Ma.rﬁ&tlng Manager.
For preparing its long-range plans the company considers the economic, technologl¢al and societal
factors and uses a mix of the statistical, grass roots and a jury of executives opinioninethods for the
tevelopments of sales wargets and marketing plans.

After the marketing plans are recieved from its different marketing dms:o#s and secuons,
these,after moderation and inte gration, are put before the markeung planning cdnmlttee where
glter being approved these are consolidated into an overall marketing plan for t!i: company as a

’ WhUlL Later, ali the opportunities and constraints are included in the plan and the ﬁnihsed markeunc

. pldn is sent to the Managing Director for his approval. The plan so approved by the Managing
Director is builtaround division-wisc, pair-wise, value-wise, etc and there {from the goimdpany derives
# detailed marketing functional plan like the sales plans, product-mix plans, retail ply plan, sales
promotion plan, marketing research plan, pricing plan elc. :
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Review of Marketing Plans:

The marketing plans are mentioned in the implementation process throngh the system of feed
back of the company. The feed back system provides information relaling 1o var jous aspects of sales
and marketing 1o the company on weekly and fortnightly intervals. The markeling performance in
this company is reviewed on a regular basis at the levels of its Managing Diréctor, Marketing
Manager and the divisional and departmental heads. The review and consequegt updating is done
on aquarterly basisas far as long-range plans are concerned and on amonthly bas#in respect of short-
lerm plans.

The company stated that in the past it had been revising its marketing planﬁ 10 adopt to change
taking place in the market and environmental levels. These changes arose owing to the fluctuations
and shortages in the supplies of power, plant breakdown, labour problems and retession at the world
level affecting adversely its export markets and targets and other loca! opcrzxti@s' of the company.

Maurketing Research;-

The company stated that during the preceeding five years or so it had canducted marketing
researches in areas like new product development, measurement of the gffectiveness of its
promotional campaigns, customer behaviour, pricing of products, sales forechsting. distribution
channels ewc, Though most of the researches were done by the company lnrouj'h its own staff, the

nelp of the advertising agencies and management consultants was also takm by the company
whenever and wherever it was found necessary.

Research and Developments:

The company has a full fledged research and development unit. The crﬁphasis of this unit
is :minimusing the production costs, improving quality standard, exploring new malerials, designs
and products developing and utilizing indegenous material and developing the product 1o suit the
requirements of its foreign market. Thisunitalso enjoyed the benefits of sharing R & Dachievements
Sfls associates abroad.

Marketing-Mix Strategy:

The company stated that in developing its markeling-mix strategy il gave “},High" emphasis to
pricing, service including after sales service, sales promolion, personal seling and product
advertising. As against this it gave “good” emphasis to technical research and deyelopment, product
planning and development and economic variables and “fair” emphasis (o distéibbtion planning.
PLANNING OF THE DIFFERENT ELEMENTS OF THE MARKE __lﬂﬁ_-_MI_X.

Product-Mix Planning:

The company basically believes in manufacturing and marketing mass c;&msumed footwear
iems. In support of this policy the company stated that about 70% of its products were made for mass
markets and the remaining 30% were made available to the fashion concious segfent of the market.

The company determines its optimal product-mix by taking into considergtion the important
factors like its profitubility, growth, stability, moveability of its products, pmduciion constraints and
the early cash recovery objective with the aim of not tying its capital for « longer period.

The company is currently marketing numerous product line with a numberof products in exch
product line. The company staed that its policy with regard o the shelf-lie of ifs foot wear wus no
shoe should lic in the shop for more than six months period. In order tu implement this policy
effectively the company reviews its product-mix at each of its outlets once in evéry two months and
accordingly categorigs its product into “A”“B” “C” elc calegories which arce basdd on their turn over
at each outlet, and if need be, also makes arrangements for the transfer of certain slow moving ilems
from-one outlet 10 anvther where such a product has a quicker turn over, 1f still wrlam products are
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| .‘fdot! ound to be moving well, it generally disposes them off by using various sales pa bﬁoﬂ methods
41 the consumer level.

Mew Products:

_ The company stated that with regard 10 the introduction of new products, it enjoyed the benefits
: bf sharing information and Research and Development achievement of ils couabor bes abroad and
as such was able to introduce successfully many new products from lime 1o tme.
~ Thecompany staied thatits “product Development cycle” consisted of one and a half months
N and two months (including the steps of idea generation,screening of ideas, busingss analysis and
concept testing) and the company took about five month in total (from idea generafion to full scale
-wommercialization) {or the introduction of its new product in the market.
E The company is atlempting to pursue a nurober of goals to be achieved thr{)ugﬂ its new product
" policy. These goals, besides meeting the company objective of growthiaed increased
_‘profitability,comprise of utilizing the excess capacity in production and distribulibh, developing
| -end-products, utilizing the firms ocwn basic materials, off-setting obsolesence of pr &) ttutilizin gthe
- material for a higher value use keeping the present product-line competitive, providkt g standardized
- products for the masses, developing substitutes for the import, reducing the costo dgiven product.
 maintaining and improving the company position in the world market and takmg ler advantage
. of its special facilities and skills. |
The responsibility for new product development programmes in this comgany lies with its
~+ product development commitiee. Besides the Product Development Manager, thethier members of
" the commiltec are; the Managing Director of the company, Markemg Managpr,: Research and
- Development Manager and Merchandising Manager. ;
The company stated that it always tests-markets about 800 to 1200 pairs of its new product
~ before launching thems in the market. The duration of such test marketing-gener(zly- ranges from 4

o T weeks.

The company stated that through the test marketing of its products, it ‘uhs to achieve the
ohjective of improving its knowledge of potential sales and profitability, testing Lﬁe acceplability of
the productunder typical marketing conditions, gaining its understanding tLgardlrgbuyer behaviour
and identifying and correcting any weakness in its marketing planning.

Inorderto enable niself 1o judge the effectiveness of its test marketing progs: mesthe company
analyses data relaling to product shipment to 1est markets, volume sales and p:ﬁni nature of sales
and also conducts retails audits and researches using consumer panels. {

b

Product Elimination:

The company stated that in order to achieve its product policy objective bf not allowing its
products to stay longer than 6months at an outlet as well as not to tie up its capﬂ.alfar long, it pruned
its product-mix regularly.

The company has set up a formal periodic product review system and upder this system it
conducts its products audits every two months. The company stated that as; well as owing to
technological problems, material shortage, poor responses form the markers etc gad produci(s) were
found not to be moving satistactorily and profitable it then developed a product Jiquidation plan for
such products. The company ok steps like stopping production or procuerentofsuch produci(s)
and clearing them through organising various sales promotion schemes.

Thecompany climinated a number of such products during the preceeding flve years, However,
the company did not disclose the average time it 100k 10 do so. Some of the fagiors that compelled
the company to eliminate its weak product(s} included declining volume of their sales, falling rate
of profit.increasing cost of production and marketing, appearance of a substitutg that represented on
rmprovement, and consumer dissatisfaction with the product.
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1arke mentation

The company is catering to the needs of almost all segments of the n}mkedby devtloping and
~ markeling suitable variations of its producis adopted to the needs of the differentimarket segments.
However, its major emaphasis has been on marketing its products in markets co:@ptising of people
ranging from lower class to upper-middle class customers. In identifying its thrget markets, the
company has been using a multi-stage approach , that is firstly by segmestipg its markets on
geographic basis, Secondly, on a demographic basis and finally on the buyer bqfhaviour basis.

‘ The company follows different pricing policies and supplies different gpality of products

through diffrernt channels to meet the specific of its diffrernt market segments.’

Price Planning

The company s overall philosophy regarding the pricing of its product is shaesfor the millions
must be priced at a maximum ofdays income for two pairs a year, as the peopie Belonging to lower
income - group at a developing country cannot spend more than justone percent of Eﬂeir annual income
on shoes.

The company stated that its pricing objectives included the objectives of h:mzumno a price
leader and charging prieeson the basis of value customers attatched to a paru(*ﬂar product. The
company further stated that its pricing policy is oriented towards its costs plus 4 target amount of
profit and is also based on the opportunity cost concept.

With regard to the price - fixation of its products, it may be mentioned ﬁerc again that the
marketing division of the company is organised on the basis of the profit centre congept and as such
1t buys its goods from its factory at a negotiated price. Further to fix the pricetf of its products it

considers the following factors, products worth to customers, customer capacity and competance 10
pay and the break-even concept.

PDistribution Planning :

One of the chief strategies of the company’s principal which the company lias been following
withregard 1o1ts distribution philosophy is to coliect raw stock at source and delivet finished products
direct to users. This facilitated higher income for the workmen and cheaper prid}'s of shoes for the
customers and eliminate all intermediary profits. The company as such believes i direct markeling.
Itexplansits concept of direct marketing by stating. “Why can't we havc a shoe at"'ievery place where
there’s a post office ?.... for people need shoes more than letters .’

As such 1o meet Lhe needs of its customers the cormpany reaches its urhan aad rural customers
through a mutiple of stockists, wholesalers etc. The distribution channels for its q<mlracts are direct
and 1t supplies to its foreign customers through its ascociates situated abroad. |

Distributor and Dealer Selection :

The company in selecting its distributors and dealers for its products LDnsldﬂ'S factors like their
financial soundness, experience in retailing general and in shoe business in pmﬁcular ocation of
the shop, potentials of the area and the soundness of the references given by mq applicants.

To train and motivate its dealers, the company organises a detailed “dealer support programme"
through which it trains and assists 1ts dealers in selling better and achieving maximum custome
satisfaction.Some of the aspects about which such training and "assistunce ﬁs given 1in Lhﬂse
programmes includes, organising promotion thvough various form and msg:ha inrural areus,
providing sign boards, and serving and assisting dealers regarding their shop ayout, inventory,
financial problems, display and merchandising schemes. The company also ass{sts its distributors
and dealers by informing them in advance about the business calenders, i.e. aboﬁt the festivals and
seasons appraching, requirements of each such season and how to plan for these seasons. The
company expectsits distributors to place order with about six to eight weeksin advitnee and the goods
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against sach orders are released by the company on an average from for "hﬁy to weekly basis.

The period of level of service was determined by the company on ::;?basis of an analysis of
the intake by the probable customer, supply schedule of competitors and dealdrs response to different
levels of service as well as on the basis of its production procurement abilify. o

The company further stated that it provided trade discount o its ¢h members depending
apon the nature of the product, in general, plus an incentive on the totad ujm over attaned by its
channel members, if their turnover exceeded a certain specified figure and ll*: channel member also
fuifilled the other requirement of the company. The company also announcediits maximum retail and
wholesale price in advance from time to time.

Total Distribution Concept ;

The company stated that it has adopted a ™ total distnbution conccpt"?"in- its practice so far as
the physical distribution of goods is concemed. The physical distribution fgaction of the company
included objectives like, maintaining regular supply of the products to c_us*)mers. making its new
products readily available to customers, optimising customer services, ninkmising its distribution
costs and stimulating the demand for its products. |

Promotion Planning;

The company prepares a detailed promotional plan as a part of its m:t marketing plan. The
company also identifies the goals to be achieved, the tasks needed to be rmed (o achieve these
goals and the budget needed tor the same. It determines its promotion Budget on the basis of the

‘objectives and task method’. The Budget apportioned between the mdyemsmg and the sales
promotion activiues of the company, on the basis of ratio to sales, ratio o @;gct and ratio ta costs.
The company was making use of the advertising, personal selling and salesipromotion methods in
an integrated manner to achieve its overall promotional objectives. !

Advertising;

The tollowing has been some of the adverusing goals which the ccmpany has been trying to
achieve during the last five years or so, viz, to create primary demand, o educate the customers,
to support saletorce, enhancing its image of high quality footwear manufgéturer, marketer, mass
producer and being always the first to innovate styles, changing customers aiﬁtudes and reducing its
other selling expenses.

Personal Selling:

For promotiving the sales of its products directly, the company has a large field salestorce which
is organised on both product as well as on the territorial basis. The generad duties of its field sales
force which was cattering to its distributors and dealers were making suffigieat number of calls on
dealers and distributors and giving them optimum level of service, checkiag that dealers carried
adequate stocks, provided good shelf exposure and co-operated in other saﬂesf promouon activities
of the company, providing adequate dealer service and also customer fervice in case of bulk
costorers, helping dealers in activities like inventory control, etc and hdpmg dealers in organising
their sales promotion activities.

It may be recalled here that the company has also developed a Dea*er support pro-
gramme’" which is mainly run by its field sales force to train and assist itg dealers and distribu-
tors in performing their tasks. The company compensates its sales force, {n general through a
composite of fixed salary and commission schemes. Up to the top m.ukeﬁng executive that is
the marketing manager every one gets a commission on sales, while the niarkeuno manager gets
a share in profits of the company in addition to the fixed salary.
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. Sales Promotion;

As is clear from the foregoing description, the company organises vario § sales promotion
- schemesto {urther integrate and achieve its promotionalobjectivesfrom time to timeg All this depends
upon the nature of demand of particular products, at the levels of consumers, dealgrs and [ield sales
force. Some of the sales promotion schemes used by the company at the customer level during the
preceeding Sycars were;- Offering free samples. pawiding product demonsir auoné offering tempo-
rary price reductions, distributing (ree gifts with sales elc.

‘ Al the dealer-level, besides providing display and offer of prices and glfts ¢ company also
. Olfered cash discounts over and above the normal trade discounts linked with the achievements of
- their sales targets. For instance a wholesaler or distributor could get an cxlra_icash discount eg
1¥2% on the total wrnover if he fulfilled the following conditions;- during the period of 6 months
- U he had taken the delivery of minimum of 90% of the quantity mentioned both i pairs, value etc,
during the first 6 forunights of 6 months period if he had taken delivery from thciwmpany i all of
aminimum of 80% of total mutually agreed quantities in pairs and shilings for l.h¢sa1d 6 fortnights.
In the event of credit facilities having been approved the total outstanding ag:ungt credit no having
exceeded the sunctioned credit amount at anytime and each credit invoice had been paid for with the
prescribed time and in the event of documents giving of a night delivery of gpods having been
negolia ted through the bank, such documents had been retired against paymcnfgwilhm 18 days of
invoice, :

The company organised various contests during special occasions for example celebrating the
yearit was found at different levels for example quality contest at the production ldvel units, courtesy
cuntest, display contents and sell more contests of the retail, wholesale and agepcy.

The purpose of organizing the above contests as explained by the company. was two fold. It
helped the company to learn and recapitulate the founder’s basic principles, the pginciples involving
quality, service 1o customer, courtesy, efficiency and value team work. On the omr hand, the greater
alertness und inlensive aclivity in the implementation of these principles at every sphere of their
operation enabled them to have a lasting effecton theirinstitutional image on ali the people in general
and customers in particular. |

To manage its promotion function more effectively, the company hus it§ own full fledged
publicity department, which is well equiped both with the physical and human regburces and is being
Jooked after by a publicity officer workingunder the marketing manager of the ompany.

1n addition 1o this the company has been taking the help of advertising agesicies whenever and
wht,reverneedudespeuallyforus.actwmeshkemedlaplannmuandmeasurement fheeffectivencss
of the promouonal programmes.

Management Philosophy and Development of Marketing Personnel ;

The company’s seniors marketing executives are well experienced and suilably qualified and
have attended a number of courses in the areas of marketing and general managemient. However only
few of the company’ sexecutives had passesed post- graduate degreeseither in marketing or Business
Management.

The company has also a well developed * training and Development programme ** for training
and developing its marketing personnel through in-company programmes as well as by sponsoring
them to various course organised by other specialised institutes in Kenya. The cbmpany also staled
thatunderits " Training and development programme’’ it sponsors  1he senior m@rkeling executives
to meet and participate in international conferences organised by its collaborators and other
associates abroad. It added that every year young men working in varous étganisalions of its
collaboratorsirom all over the world meet in various conferences and interchangé;ideas and methods.
Though such elaborate training programmes are free exchange of personnel which it organizes
between companies {rom time to ume, the company seeks 10 update and educateils-young managers
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to become, leaders of tomorrow. However, the company stated that none oﬁ its execulives
- participated in teaching in management institutions for it failed to have adequate tme.

Jop Management Philosophy;

The 10p management philosophy of the company is marketung-oriented whnch!\vas defined by
“§tin the following terms;-

"Improving and stream lining its production process being innovative and manpfactunnv high
quality shoes to meet the customers needs adequately.” ~

Pocietal Aspects;

Some of the Societal aspects which the company look into consideration v:ﬁ.le planning its
marketing function were helping the country through import substitution, increaging its exports,
providing technical and marketing assistance to small scale shoe makers, intensivé distribution of

its high quality products at relatively cheaper prices and consumer protection agax adulteration,
poor qualily etc

1

Relative Position Vis-a -Vis the Public Sector Unit;

The company inils thinking had an advantageous posiiion vis-a-visits coumer#ﬂin the public
sector in respect of matters like market leadership, use of latest technology, high bsnd loyalty and
& dedicated team of professional managers., As against this, the company though { that the public

“$ector unit suffered from the disadva ntages of low productivity, inferior echnology, poor quality

of its products inflexibility because ot speci alized production units which could malaly be used for
manufucturing products needed for defence and allied purposes.

Further, not with standing the fact that the public sector unit enjoyed g{)vcrmr.mal preferential
treatment both with regard to price as well as supply of its products to govemmen{ and its related
organisations, its own relative position remained superior. The company further fah that not only
guwmmcm gave preferential treatment of the public sector company but also im poﬁdrrestrmnts on

“thelevel of production capacity at whichits units could work thereby doubly putung [ﬂe private sector
unil at a disadvantageous position.



187

Conclusion;

The overall conclusion which emerges from this case study of the pnvatm}scelor company isthat
the marketing planning function is carried out with a high degree of sophisfication. Some of the
significant indicators which may be highlighted in this context relate to iheé existence of well
formulated corporate and marketing objectives, inte gration of marketing ol\)‘f;tives with corporate
objectives, the performance of the marketing planning tasks according to well laid out systematic
policies and procedures, integrated approach towards marketing informatios system, participative
approach by involving even the lowest function aries in the development df the marketing plans
including sales torecasts, and the integration of plans of different marketing hvels with the interest
of society.

The company not only prepared overall marketing plan butitalso develo*cd detailed marketing
plans in respect to each clement of marketing mix. A particular mention may be made here of the
detailed marketing plan which this company developed for its major produ ‘ . The company also
did not neglect the professional development of its marketing executivesrathey it followed a planned
approach so far as their development was concerned. It would probably not b too much to mention
here that this company is one of those companies in Kenya which really are rﬂarkeling-n)rien[ed and
lowards this and it manages its marketing planning in really sophisticated rimner.

A Comparative Study of the Undertakings in the Two Sectors !

The above discussion fully points out the overall superiority of the pr :vau 58C10T company over
its counterpart in the public sector. The private sector company scored aver the public sector
company 1n respect of almost all the elements relating to marketing plannm‘ sophistication index
used for this purpose. Their relative scores were (.71 in the case of private seq,of company and .53
in the case of public sector company. The two clearly confirm that ther? existed overall and
significant difference between the performance of these two companies so far as the management
of their marketing planning function was concerned.
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MARKETING PLANNING IN TELEVISION SETS UNDERTAKINGS; |
A STUDY OF PUBLIC SECTOR UNDERTAKING

Growth or rather development of any product or idea in one way or the othet his 10 have its
-grigin. Incase of developing an idea a times tends to be absolutely difﬁcult.éﬂmd in normal
¢ircumstance idea generation is as a result of a crisis either facing an organisation, pn individual or
_society as a whole. With this well comprehended by us, we may be justified herd o state quite
‘¥ividly, that the Kenyan government has not yet realised the need to involve itsedf & the field of
‘T.V. manufacturing or be in a way involved in the importation of television sets.!

Simply this is to say that the importation of T.V. sets in the country has been Wftio the private
scctor. This carries the shape of being monopolised by the private sector in form of ia trade. Clearly
$taling here that in Kenya no single company has yet come up to be the pioneer ofmanufacmnng
the television sets,both in public and private sector.

Here it may be well understood that the major factorsattributed to this kind of atmosphere
ps regards T.V manufacturing in the country are:

: [,ggk of Adequate Technology:

For the development in the country to surface it is guite necessary to have ahrm foundation
In wechnology front. Kenya hus been lacking of up to date technology and high‘y sophisticated
~techniguesin the field of production and marketing. This factis well illustrated by the slow growth

- of training institutions in the country-this covers the increase of universitics, collagds. polytechnics,
secondary schools cle.

Political Interference:

| The public sector consttules an important segment of the Kenyan market m*more atiention
should be paid toward this segment. Just like in most developing economies t.he:«;Kﬁnyan public
_bector is confrunted with several problems. The problems include political interfarence and the
scetors obligations 1o pravide for higher social costs. In order to make the public sé¢tor to be more
responsive and accountable cerain steps have to be effected. One such step is tHe establishment
of better sysiems of malerial management. In order to achieve profitability, inflatediinventories will
bave 10 be brought down and norms fixed for the consumption of raw materids. The public
enterprises to be run efficiendly, the choice activity in decision-making should b¢ essentially left
to management 1eam who are wedded to the enterprise and who are appointed 91 a reasonably
long period to be able to give evidence of their competence and foresight in atiaining commercial
viability along with the social optimum for the nation. Those with knowledge find experience
should be incharge of public enterprises, which is not the case as per the preser# $itnation- this
“do hinder the public sector 10 have future vision of venturing in diffrent areasﬁame]y the T.V.
manufacturing.

The government should only lay down the policy and experts allowed carry out with
elficiency and integrity. Those incharge of management should be [ar- sznh(d efficient and
mature enough toevolve and persue policies which keep costs under control and mpkc investments
which are not only viable in themselves but contribute resources for further growih oriented
invesunent. It isguite shecking that, currently public sector undentakings in Kenya hre notworking
up o the installed capacity and other costs of production and services are high. Tli& managers and
workers of these undertakings shouid therefore ensure utilisation of full installedd ¢apacity, fair
ghstribution of goods and efficient management of resources. They should combmﬁefﬁcnency and
inteerity. It is the natoinal virtue of joyality to the nation, devotion to the wulfayk of the peopie
ind consensus for making any sacrifices that are necessary to raise the standard §0f=developmem
&s well as maximum utility of the available resources. These stated faclors in one way or the other
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have been acting as blocks to develop public sector in various fronts like T. V manufacturing.

Protected Economy:

Policy turnabouts and corruption have sharply underminded invesumco{aﬁdence in Kenya
and hampered economic growth, economisis and business leaders say. Economisis said confidence
in Kenya’s management of reform had waned in the last decade because of mconmstmcy and
unprediclability in the political system.

“The reluctance of the government Lo take prompt aclion on cases ofcnrruﬂrion has dampened
the investment climate. In that investors who may be interested 1o have joint; ventures with the
Kenyan government could not be pulled. Existing investors either hold on togurrent investment
or cut back, the Institute of Economic Affairs, a private think tank, said in a statement issued on
sunday the 9th of may 1994, in the Asian Age News paper. ‘

“Political patronage in economic decision-making and unending pnlmcalw instigated ethnic
strife have adversely affected the sanciity of property rights which is one of mq crucial conditions
for the creation of an attractive investment climate * it added.

President Daniel Arap Mol who admits policy failure in public, cunce{led at an inveslors
conference thut ended in Nairobi on saturday that Kenya had experienced pﬂ‘evious economic
managemeni problems. “There is a feeling among investors that government tehided to enforce the
regulatory frame work and laws selectively in what amounts (o corruption.” Fresident Arap Moi
said.! .

Mr. Musulia Mudavadi minister for finance is seen as the leader to imglement economic
reforms which we are quite optimistic that he will bring reforms o auractj foreign invesiors.
And may be by chance one of the investors may see the potential Kenya hasin the T.V. manufacturing
areus. ‘

It has been quite prevalent such that these international investors and donerghave urged Kenya
to win and keep business confidence to atract investment and 1o free the privgte sector 1osuslain
growth " The government need to work towards a consistent framework of valves and the privaie
scctor will respond 1o ensure sieady sustainable growth “said Mr. Udayan Wagle. sub saharan
African depaniment manager for the International Finance Corporation [ﬁ:}egmes from the
International MonetaryFund and the World Bank said iniernational mvutouonﬁﬁence in Kenyahad
been eroded by poor economic management and rising corruptlion,

These are some of the factors which can be held responsible for public scctorjnot even involving
iself in trade {importation) of T.V. if not manufacturing the T.V. sets within theicountry.But as the
econumic reforms are being facilitated it is highly expected that the public segtor will enter inte
T.V. manufacturing soon and also in other areas which had been purely been Yeftin the hands of
the private seclor.

IARKETING PLANNING IN TELEVISION SETS UNDERTA l'\((_.,_s__l
A STUDY OF PRIVATE SECTOR UNDERTAKING ,

In Kenya there has never been any well established undertaking 1o manufagture T.V. sets, this
isinboth public sector and in the private sector. Though, in the private sector somé organisation have
been established not ata very large scale as it may be stated . With such .an atmgsphere in the T. V.
industry in the country the only well organised organisation deserve to be givén priority for the
study. Therefore,inthe case studies one of the orgnisation in the private sector was taken o represent
the privale sector. This organisation was established back in 1970°s and began' its operations not
in trail manner butit simply imported T.V. sets from the foreign countries. Thig private company
does not manulacture T.V.s but simply imports them and sells in the Kenyan mafket The company
being one of the early starter of 1mporting T.Vs it has become one of the pmnee{mg T.V. sets units
in the country which import T.Vs. Its initial importation was composed of blgek and white T. Vs
and itused to import about 30,000 sets per year and as the society became cnﬁgﬁ!&ned the number
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ingreased. Further, under ils expansion programme the unit also added its imgiﬂrted items the

‘popular domestic entertainment eleciromics like radios, phonographs, calculawrﬁ elc.

The company has been running into rough weather from the start. This has bn so because of

wone or the other factortike changesin technology, increasing competition from new attams changes

in the value of Kenyan shilling.
Market Structure

The market structure for Television sets consists non of the manufaturers in gither sector viz
public sector or private. But it is only the private sector which does the importsgion of T.V sets.
Interms of numbers, there are more than 15 trading organisations importing televigion sets. Except
for afew companies which sell their sets in several towns, most of the companies are operating al
locul markets, that is in one town. The television markel is quite competitive; and therefore
compinies often use 4 varicty of sales promotional methods to increase the sald of their sets.

This trading company isin the large scale private sector and its operating ati national level.
This means the company has opened a number of branches all over the cnunlrj, An intensive
competition is currently experienced by this company from small and mediw imporiers of
television sets all from the private sector. It wasstated that the company hasa 25% shd;reof the market
&t the national level and it is ranked among the top 3 television sets importing compnies in Kenya.

Market Qrganisation:

The company’s marketing activities are being looked after by its mark eling manager who
is based at Nuirobi and reports to the general manager of the company. General mandger of the
company works under a director who is incharge of the unit.

The markeling manager has under him sales manager who looks after the sajes activities of
the unit in Nawrobi. There are three sales executives looking after the sales activides in different
wowns in different parws of the country. There is alsoa publicity officer in the company. The sales
personnel besides performing their normal duties alse ook after-sules-service arrangemenis for
the company products.

Corporate and Marketing Objectives:

The company has spelt out in wriing ils corporake objectives. 1: has als integrated its
marketing objectives wilhits corporate objectives. The following are the objectives which have been
spalt out by the compuny: ‘

To maintain its sales volume among the top 3 companies in the wlevision set business.

To attain customer satisfaction. ;

To optimise return on investment.

To market high quality T. Vs and other domestic entertainment electronics of varled price range.
To stabilise the position of the company in the rapidly changing marke! environment,

h e LB

Responsibility of Planning:

The responsibility for preparing the corporateplans for the company lies wifth the director
inchurge of the company. He is assisted by the general manager of the unit und 8 committee of
meembers represenling areas of finance, personnel and marketing. The responsibility for preparing
the marketing plans lies with the marketing manager of the unit, who prepares, the/plan with the
help of the sales manager working under him. The company staled thai it has bden developing
its marketing plans in a formal manncr since mid of 1980°s.

Purpose of Marketing Planning;

The specific purpose for which the company has been preparing its marketing plans include
among other things helping it to ke sound marketing decision, integrating different marketing
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functions, aiding mn planning finances and also in  co-ordinating the aLuvxdes of its different
departments. :

To achieve the above purposes, the company makes one marketing plﬂn for the unitas a
whole as well as separate marketing plans each of 1ts markets, the deuuls dipdndmg upon ihe
strengths and potentials of each such market.

The company stated that 1t has been developing short term mdrkeunﬁ plans of one year
duration, because it found that the market situation in its case was changing very fast. However, it
also develops seperate marketing plans for promoting its products in differéat seasons.

Information System:

The changing economic and market conditions play a very improtant rle in the planning
of the marketing lunction especially in the case of companies dealing in L.wnsu*ner durable goods.
The accuracy ol its forecasts depends upon the accuracy of inputs used and ltshbihly 10 envisiage
future changes. For this purpose , the company stated that itkeeps on scanning the data available
from the vanous publications like Census reports, sample survey reports etc, | as well as the data
collected through its own market researches. The company is also collecungﬁala relating 10 its
compeutors actvites and about the strengths and weakneses of ils producis through its sales
personnel, markeung intelligence, customer survey elc.

The company has also developed a system under which it keepson rccewing information on
aregular basis refating 1o its competitors as well as relating Lo its own perfomam;e from the various
market through its sales executves. This information enables the company tqgmde its field staff
0 that they could plan their marketing programmes appropriately .

Marketing Research :

The company stated that during the preceeding 5 years or so it had conducted marketing
rescarches in areas like sales forecasting and market share measurement. For the purpose of
planning and execution of its marketing programmes and conducung of mirketing rescarches
the company has been utilizing the services of the professional and experts ke consullants and
advertising agencics,

Process of Marketing Planning

The process of markeling planning in this company is initiated by the shatketing manager
and moves both upwards as well as downwards before the plan is actually ﬁdalised. The process
of planning on being initiated by the marketing manager providing overall guidelines and basic
inputs regarding economic enviornmental and technological changes relating {0 -the development
of marketing plans Lhis activatesthe planning work at its branches, When the plans from the branches
are over they are sent 10 the head office along with budgets. The branches rrive at their sales
largets bascd on pasi years achievement plus coming years cxpcclauonskcepingﬂin mind the overall
lerritorial potential, the general economic outlook, the competitive positions. and the overall
company’s objectives. The branches have also Lo justify their sales targets so setiout with necessary
expectations. .

These largets are first examined by the markeling manager in the light of economic, market
and environmental factors and the necessary modification are made in the tafget in consultation
with the sales manager. Next these branch targets are consolidated into the con@pany‘s sales largels
and detailed out according 1o the size and values . These Largets afier being ategrated into an
overall plan are sent for approval of the General manager of the unit who preseat these Largets in
the annual meeting of the tp management commiliee . The commitce cemprise of General
manager, Director-Incharge, the management accountant and the marketing fmanager.

The top menagement commitiee then reviews these targets in the light of the present marketing
achievementsof the company, its major compettors, likely economic scene, avaftability of imported
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camponents other constraints and the financial objectives of the company. Afler 11’@&& targets are
¢ approved the necessary marketing budget including the promotion budget is prgpared and got
approved by the top management commitlee. The marketing plan so approv#d by the top
- management commitiee 1S then broken down territory-wise, value-wise on a quaneiiy basis and is

distbuted 1o the concerned execulives in the marketing and is distributed 1o Qxe concerned
- exccutives in the marketing and other depariments for necessary action. The company also

develops seperate sales promotion plans keeping in view the seasonality factors dnvolved in the
sale of such products handle by the unit.

Review of Marketing Plans.

The marketing plans are monitored quite regulary in the implementation grocess through
me feedbuck the company receives from its branches. The performance ag:u'nsti the targets is
reviewed on a quarterly basis and more frequently in the case of contingent situation$. This exercise
lakes places in the guarterly management committee which are mainly held for mis-;lmpose. Some
of the variables that necessitated such a revision in its plans were changes in thé governments
polwcy relating 1o the importation of welevision sets and other essential componentsemi, the prevailing
uncertainty in the ¢conomic outlook,credit squeeze and the subsequent financial cohsuaims on the
company. In the opinion of the compuny these factors were also responsible for the hon preparation
of long range marketing plans in the country.

Use of Models

It was stated thatit was trying to make itsmarket planning system more sophisticated by using
markeing models wherever possible. The company pointed out that {or pricing puiposes has been
trving to make use of an adopted pricing model.

Research and Development

Smce this company's products are manu{actured from outside the country there 1 no need to
huve Research and Development facilities. Research and Development of these produLLs handled
by this company is carried by the manufacturer abroad.

M_g_rketing-—Mix Strategy

The company stated thatin developing its marketing mix strategy it gavﬁ high emphasis
o product sales promotion, advertising and after sales service. Asagainst this it gave good emphasis
to pricing, economic variables and distribution.
MARKETING PLANNING FOR THE DIFFERENT ELEMENTS QF THE M, ETING
MIX

Product-Mix Planning :

The company has been making the required adjustments in s product mix as and when
warranted by theenvironment. Some of the factors necessitating such pcriodicalclianges have been
the changing requirements of the markets and competitive activity. Indeterminingioptimal product
mix the following are some of the tactors which are taken into consideration by #t Iike increascd
profitability, need to stabilise its position in the competitive market etc.

Price Planmng ;

The company has been facing an intense competition . Due (o this it has necgssitated changes
in its marketing objectives including changes in the pricing objectives. Currenly the objectives

of its- pricing policy are o fix prices of its products in a manner as would enable it have quick
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- sales and profit objective. It was found that on different occasions it reduced it§: prices to suit the

requirements of the markel. The pricing policy used by the company thus wag mainly demand
oriented. For determining a suitable demand -oniented price the company made usei;@fe the price model
which is adepted to suit its needs. '

Pistribution planning :

So far as the planning of the distribution function is concerned the compdny has over period
of ume been able 1o develop a suitable number of branches. These branches enfble it to reach its

customers efficiently in all its markel. In addition the company carry all the promoimnal programmes
from the head office Nairobi,

Frequency of Supplies :

At the moment the company is supplying its products to its branches onia fortnightly basis-
In ariving at the frequency the factors that were taken into account by the éempany were the
probable responses of the cuslomers and compettors o the different freq?encws of supplies

thatcould be adopted by the company. The above approach showed the extent to which the company
was customer-oriented.

Prometion Planning

This company happened to be among the first companies in this field ind due to this Lhe
company had to create both primary as well as special demand for its produtls. The companys
promotion planning has been increasing of late due to the competition hence itg budget also go vp.
The company has been using a scientific approach in determining its promotionjbudget. It has been
using "objective and task method” for this purpose the company has been dedermining suitable
promotional mixes and has been using the tools of advertising, personal scllingiand sales promotion
in an integrated manner in the context of various goals that it has been trving tb pursue from time
Lo e,

Advertising:

The company did some advertising during the last five years. And some of the advertising goals
the company sought were; encouraging quick sales with a view to expedite stockturnover, changing
customer attitudes, and mecting competitive challenges possed by the competitors.

Personal Selling:

The company s salesforce organisation structure was based on territorial bisis. The sales force
was used by the unit to attain the following:-
{1y Te provide adequate customer services
(i1} To educate the customers etc.

Sulury basts was the method used for the compensation  of the ficld salesfaree by the company.
Sales Pronmiotion

The objectives sought 1o be achieved by the company through its Sales promgptional efforts have
related 1o motivating the customers. At this customer level some of the methuds? that have been used
by the company consisted of distribution of gifts, organising of demonstrationof fts products. making
premium offers, and giving of price inceatives. Inorder to do aneffecuve jobin lﬁe promotonal 1cld
the company had been using the services of marketing consuitants.

Management Philosophy and Development of Marketing Person

- The company had as many as 3 executives looking after its markeung: functmn two out of
whom were holders of bachelors degree with management training background In order o develop
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&$ well as to keep its executives up to date, the company had been regularly sending these people

10 attend specialised courses being offered by different institutions and organisations in the

- country. An idea about the regularity with which the company had been sending ity executives to

attend these courses could be had from the fact that onan average each executive wis sponsored Lo
- pertcipate in such programmes at least once in a year.

Fop Management Philosophy

The top management philosophy of the company was marketing oniented which was defined

as "to provide the service and products which the customers expectto get . The comimny followed

a:n integrated approach in the planning of its marketing function . The company in lts part thought

that the main contribution which it was making to the national economy was §reating more
emplovment.

Conclusion

The conclusion whichemerges from the above case history isthat marketing planning function
in the company is not being managed in a satisfactory manner. This being so notwithstanding the
fact (hut the exccutives of the company are fully conscious of the importance of this function .
Whatever planning exists al present is mainly at the marketing manager's level . Qne element of
the marketing mix which the company is trying to manage in a sophisticated manﬁer 18 in respect
of its determining o suitable pricing policy for its products. As stated earlier the comprny has been
making use of a sophisticated model 1o determineits prices. Another element of thg marketing mix
which the company has been using with advantage is in relation to i1s decision’ in the area of
promotional mix. Here, however, the approach has been more to sell its productd than to market
iisproduct. This isberne out by the tact that the emphasis of the company had beenjore on selling
its products rather than with regard 1o product performance and afier-sales-services.

A significant conclusion which emerges from the above case history and which need 1o be

Righlighledis that whatever planning had existed in this company had been of a shart ferm nature and
a!so had been of an adhoc character. This is so because the company had bezn most of the time
trying to react w emerging competitive challenges rather than trying to foresce tﬁcm and prepare
in advance suitable strategies to meet such challenges. The company being anly engaged in
importation of T.Vs but not manufacturing them itcannot be fully going in o long term planning
approaches so far as the management of the marketing planning function was concerned. The
introduction of an adequate information system and a more systematized [ilanning should
challenges and develop suitable responses o meet such ordinarily help the comipany to predict
the environmentul challenges.
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A STUD FPUBLIC SECTOR UNDERTAKIN

The public sector company in the field of pharmaceuticals to which this Stu.dy relates was
sel upin 1974, 1t is the leading pharmaceutical manufacturing plant in East #né Central Africa
and is a glaring example of third world countries can operate  in the business ﬂald The company
manulactures medicinesin vanious dosage form such as tablets, capsules. syrups, igjectable,ointments
etc all of which are both for local and export markets. The company also manufactures license
drugs for reputable international companies such as Beecham Marck Sharp nnd Dhome, Abbot
Biochemie. The plant is also capable of manufacturingveterinaryproductscosmetics,and other lines
of human drugs. The basic objectives for setting up this company was to work out & ystem whereby
essentiul drugs could be provided to the Kenyan masses on one hund and on the other hand,to
reduce dependence on imported pharmaceuticals as well as to develop indigenous skills required in
this vital secior.

The present position is that the company is producing about 35% of Kenyatbulk produciion
of essental basic drugs and antibiolics at this plant located at Nairobi. It is alio making surgical
instruments _

The overall philosophy of the company is W0 price its products, especially household remedies
in such a manner that they are within the reach of an ordinary person. In supiport of the above
philosophy,the company stated that it was producing bulk drugs intermedjates,fommlations.
capsule antibiotics on a large scale to serve the needs of millions of people in this country.

With the taking up of manufacture of formulation on anincreasing séale the company
alse is trying side by side toincrease the sale of its formulations through intermediate buyers
and traders . The company thought that its entry in this market besides maks@ pharmaceuticals
available 10 consumers at reasonable prices,would also help the company improve its image
amongst the public.

1tmay not be out of place to reiterate here the increasing role which the government wants the
public sector undertaking 1o play in the production of drugs and pharmaceutichls for vse by the
masses of our people at reasonable prices. To meet the above objective,plang are under way 10
expund the company. The present range of its exisiting product-mix in¢ludes following;
vitamins,suiphurs,analgesics,antimicrobials,anti-pyretics,anthel mintics mit.i-luberculaganli-
filarials,tranquilizers,hypnolics,anti-convulsants,diurectics and other broud and narrow spectrum
and anti-fungal antibiotics.

Marke! Structure :

Through observation itis quite apparent that the scene of drugs and pharmaceutical indusiry
in Kenya is highly dominated by a large number of foreign and collaborated companies and a few
of Kenyan companies in both sectors,that is private and public seclors. This company operates
ina market which might be mistaken 1o be competilive market structure whereas in reality the
market structure may vividly be described as oligopolistic. Coupled with samebenefits of captive
markets and purchase preferences with the public sector units have made this company a monopolist
in certain drugs and markets. In other words it has a monopoly in the governmetal markets and is
facing a very tough competition in the rade market.

Corporate Planning

The company prepares {ive yearly corporate plans n a formal manner. The company has
buttoned down all its corporate objectives broadly as to altain country's self -sxﬂ'ﬁcxency objective
in the production of essential bulk drugs and life saving anti-biotics.thus qha.kmg off dependence
on imporis and providing medicines 1o masses at a reasonable prlcd.Add:uomliy.lhc company
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stated other corporale objectives relating 1o the aspect like optimising return dn investment,tc
temain a leader in the industry and to have continuous growth of sales of al Ieuﬁ the pace of the

“industry 10 enable the firm 1o maintain its market share,
The ultimate responsibility for developing the corporate plans for the Lommny is that of the

general manager. With this he constituted a committee with representatives ' from  different
departments,

rketin reanisation

‘The marketing division whichisresponsible for the entire marketing functions of the company
is headed by the marketing manager,who reports directly tothe general manager éaf the company.
The marketing manager has under him a markeling operation manager. a mmung research
manager,the distribution manager etc. The marketing operation manager has unﬁer him regional
managers who are assisted by {ront line supervisors and medical representatives;

At the head office the marketing operations manager has to look after different cells, cell for
government business,liaison,trade business,product group and complaints, The mapketing research
manager is assisted by a senior sales promotion executive whobesides looking aftér the promotion
Tunction for the company's products also assists in the preparation of the inarkeling plans.
Needless 1o state all these executives are assisied by a number of staff member$ in their task.

Marketing objectives :

The comphiny's markeung objectives emanales from il corporate otijemives. These
objectves relates to,making its basic drugs and other formulation to masses @t a reasonable
price, increasing its relative market share,continuing its efforts towards improbing the quality
of its existing and addition of new products and product linesimproving apd strengthening
company’s long range profit outook, to develop and mainin product leadership.entering new
markets in order toincrease its trade sales ,marketing effectively iso.t.c. (cbver the counter)
products and attaining customer/consumers satsfaction.

‘Responsibility for Market Planning ;

The responsibility for developing the marketing plans lies with the Markeung Manager of the
Company. The marketing manager in his part is assisted by different executives. Fdr the finalization
of the marketing plans, the company has formed a Marketing Planning Commilt eejand its members
come from diflerent sections in the company mainly from the marketing department.

Purpose of Marketing Planning :

The company has been preparing its marketing plan in the formal mannes since 1986. The
following are the purposes sought to be achieved by it through its markeung plafning, viz.laking
sound marketing decisions,providing a basis for corporate planning in a mord broad direction,
helping in planning its production and distribution planning,co-ordinating effofts of its various
depariments and integrating different marketing functions.

Pinnning Horizon

The company prepares both short lerm and longterm marketing planning of ﬁ)ﬂe year and two
vears for the case of shortterm and five years duration in case of long term plang. The company
develops seasonal pluns.

The seasonal plans are prepared on the basis of the periodic check-ups whi¢h the company
conducts to determine the requirements of its specific medicines in specific quantities for specific
purposes at certain time periods . The seasonal plans covers 6 months that is Junuaty-June and July-
December each year

The company also mentioned that besides preparing an overall marketing plans for the
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plan,physical
on the type of

ctompany as a whole,it also developed separate product,sales plan,adve
distribution,sales promotion plan,marketing research plan and market plan’ bgss
customer (o be served by the company.

Marketing Information System :

‘ The company has a statistical cell under its marketing research munugﬁn ‘This statistical
cell performs the task of collecting and analysing business related informationye
. The company has developed a system of collecting information about its own wogk
the statistical cell keeps receiving information relating to its marketing and oth ﬁlaﬁng activilies
on product, markei and regional basis at regular intervals. Besides collecting the l,}o'rmatjon relating
to its own working the company also collects and analyses information relating $6° the working of
its competitors through various sources. The most highly used sources to gathge this information
includes published report about the industry, conducting markeling reseagch, contacting the
doctors,chemists.advertising agencies and marketing intelligence system. The ¢ppgpany examines
the implications of the changes taking place in the environment and as such kéegs on collecting

and analysing information relating to changes taking place atenvironmental le k through various
national and inlernational publicalions.

Marketing Research ;

Asstated above, the company has also been conducting marketing Fesearchdsfi'om time to time
ina scientific manner. Some of the areas in which it conducted such researches dgtis fnng the pregeding
five years where:- sales forecasting, market share measurements, new pr ct development
including test marketing, testing the colour, taste and palatability of its product#ind measuring the
effectiveness of its sales promotional activities. Though most of the researches were conducted by
the company through its own staff, the help of outside agencies like the management consultants
and adverslising agencies was also taken whenever and wherever it was fodad necessary. The
company took assistance {rom these agencies in areas like advertising message @ffmedia selecuon,
and consumers protection activities marketing researches have been to enabléitto get to right

feedback and thus to know precisely its strengths and weaknessvis-a-vis its ‘¢ompetitors in the
private sector ‘

Proc Marketing Planning :

!

The process of marketing planning is initiated by the marketing mb.n#g&r . The process
on being initiated by the marketing manager moves on to the senior sales. phémolion executive
who work with other functionaries to develop the marketing plan keeping the mprketing objectives
before them, these executives obtain the relevant data from the statistical cell #edating to their own
and competstors working as well asabout the changes likely to take place at the egvironmental level.
The informauon collected through marketing researches as well as relat o its production
capabilities 1s also considered at this stage . Thus , the task relating 1o making farketing forecasts
is initiated for, which the company makes use of a mix of the statistical approach, jury of executive
opinion and grassroot methods . Atthis level the marketing operations mana‘ér‘ is also consulied
for his target relating to the vanous marketing zones of the company on the utna period, product
and consumer-basis.

In addition to this, for developing long-term plans the company also cxﬂmnec in detail the
implications of the changes taking place at the economic, technological and gublic policy levels.
For instance, the company considers opportunities for growth, expected sajes, its market share
objective, competitive market share, its product-mix, product-lines and yuanfity of each product
required, its plans regarding addition of new products and products lines, avgrage growth of the
company in the past, industry forecast, its production capabilities aﬁTd . the constraints,
government policy, availability of imported materials etc. i
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~+ Similarly for developing the short-term plans it places major emphasis on isgempany's past
‘fear performance improvements thathave been taking place in its strengths apd: opportunities,
“#vailability of inputs, production constraints if any, products obsolesence 1evels inunching of
ifew products in the market, promotion back up to be provided etc. :

' Thus the rough draft of the marketing plan document acquires the shape whmb i§ then placed
“before the marketing planning committee. The committee then examines the draff from both the
.mmketmﬂ aswell as the other functional objectives view points and after makigg the required
tnadifications approves the plan which along with the estimated budget is then plhced before the
managing Director together with the corporate planning commitlee 10 approve it.
" After receiving the approval of the managing Director together with the ¢orporate planning
commitiee, the markeiing plan is then broken down on time period, product, zol ] and market
“basis. In addition the company also develops seperate new product plans, sales gromolion plans
-gte. The plans are then distribuled to the concerned execultives at the head office anglat the regional
office of the company.

- Review of Marketing Plans ;

The marketing performance of the company is reviewed on a reguolar bﬂsﬁis through the
company’s internal information sysiesn. The performance is reviewed on formi#ﬂy or monthly
~intervals so far as tlechnological problems , material scarcity, poor responses fom the markets
- te any product(s) were found o be not moving satisfactorily and profitably if {hén developed
a product liquidation plan for such product(s). The product hquidation pLﬂ js given due o
discussion betweenmdgmarketing Director. After their approval and agreement iti} placed before
1he Board of direciors likewise it is discussed keeping in view the company corpokate objectives,
~1he effect 1o the customer/consumers suppliers of the raw malerials, company’s longsrun profilabil-
Iy, the existing customer/consumers and other relevantissues. At this stage the prodfict is eliminated
Arom the company’s product line and simultaneously ceases production activiti | of the product.
‘fncase of hbuge stock of the same product remaining, the company clears it thrugh organising
various sales Promotion schemes. :

A number of products have been eliminated by the company but unfurlunaql‘y the company
‘declined to disclose the period it took to eliminate these products. Although it w# fair enough to
be frank to state that the period for these3 products was not equal in case of thess products but
‘dapended upon the nature of the product and market conditions. o
' The elimination of these productionthe part of thiscompany was due to the f@llpwing factors.
These were, declining volume of their sales, falling rate of profits, operating dgﬁculues created

. .by the government, consumer dissatisfaction with the product and appearance offa substitute that
represented an improvement.

-~ Market Segmentation ;

Depending on the nature of the product and the market served by the cdmpmy market
‘segmentation had to be done in  amanner that each segment of the total mafkelis well satisfied.
With this in view the company followed 2 multi-stage approach for segmenting fts market. In the

out set of the operation the company segmented the market on geographic bdsis secondly, on
" demographic basis and finally on buyer behaviour or credit terms basis.
| Pricing strategies and policies adopted by the company at which these pm@m were sold it
-and channels used Lo distribute the products differed too. One reason for such @ifferentiation in
- prices was that quality, Tifestyle, tastes, preferences elc of different customer grogps also differed.

Price Planning

The price objectives followed by the company are to fix prices at a level wtﬁch would enable
. itto achieve ils profit objective whithout jeopardizing the sales volume. The cofpetitive pricing
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‘policies, demand of the products and the cost involved are considered for this pugpose. A substantial

attention however, 15 given by the company to non-price factors in promoting2 “its products. The
company stated that the methods and 1echniques used by it in the price fixation iiwluded short term
plans are concerned and on quarterly intervals so far as long-term plans are ; concerned.

The company stated that it faced many diffculties in the past so fgr as its marketing
performance was concerned and thushad to revise its marketing plans many iimes. Some of the
factors which the company identifies as responsible for revision in its plans duriing the period are:
aggressive competition activities like quotation of lower prices in tenders. aggresive promotional
efforts thus defeating the company$ promotional strategies etc, delayed arrival of imported raw
matenials, piant breakdown problems, problemsrelating tounstable quality of #sproducts, product
obsolesence, improper timing of the launch of its new products, financial conémims etc.

Research and Development :

The company through its research and develpment has been conducting researches in the
fields of, product development formulation, promotional mat development, ;tleiabolic diseases,
psychotherapeutic agents, anti-infective agents and was also pursuing the following activities;

*Developing better and high yielding strains for antibiotics. '

*Developing new formulations.

*Harvesting of latest techniques in biological engineering and technoldgy.

*Deveioping lechnology for new products. '

*Evolving and updating the echnology.

*Import substitution by producing local substitutes. .

*Auempling o attain highest standards in production and quality.

As a result of its rescarch and development efforts, the company statel that 1t has been
able 1o make significantimprovements in the activity levels of its anLibiotiQ:s producing strains
of micro-organism. Also it has been able to successfully substitute the imported raw material by
developing indigenous ones. Further as a result of collaborative work done with other institutions,
it has been able to develop 1ts performance to a greater degree.

The company further enuciated thatin its research anddevelopment effgrs major attention
was being paid to the development of technology for new as well as known dr‘;bgs. In most cases,
laboratory scate work having been successfully carried out, top priority had been given for the
completion of projects at the pilot plantscale so as to keep the technplogies in readiness
for being harnessed at normal product-scale consequently, it has been possible {0 step up the pilot
plant yield very considerably. Through its R and D efforts, the company w:is also planning 1o
diversify in new areas like pesticides, agro-chemicals and other vital chengicals.

Marketing-Mix Strafepy :

The company stated that in developing its marketing-mix strategy it gave * High™ emphasis
lo product adverlising and personal selling, “good” emphasis o product planning and
development, distribulion planning, service including after sales service andgconomic variables.
As against this, it gave “fair” emphasis to technical R and D, pricing and sales promotion.

PLANNING OF THE DIFFERENT ELEMENTS OF THE MARKE'] {-Iﬂﬂ: MIX,

Product-Mix Planning :

The company’s product-mix has been undergoing a change depending japon many factors,
for instance in the initial stages of the formation of the company its produgt mix was mainly
dependent upon the plants ability to produce. However, as the production got stabilised and market
position beconie clear, the company started putting its efforts to systemudcaliy plan its product-
mix, buteven then the company was confined (0 meeting the requirements §f the institutional



markels for along ume. Now, as the company has decided 10 Increase 1ts sliarc in the vade
markel its product-mix was again undergoing a change.

The company staled that it determined its product-mix on the basisof the company sobjectlives
of growth, protitability and stability,

New Products :

To meet the above abjectives the company introduced a number of new produgts in the market
during the preceeding five years. These new products as mentioned by the compa.r{y are comprised
of & new group of products, new dosage form of existing products, and the prdducts that were
complemeniary to existung product range. The company explained that the ;knodves behind
introduction of new products (besides profitability and growth) have been the developmen: of
new lechnology need of the market and completing the product group hine, '

The company stated that it collected information and generated ideas abopt hew products,
-through various sources, viz, new manufacturing range of drugs adopted by the cofapany, changes
taking place in the market owing o various factors like increasing tension iy the city life etc,
seanning international horizon, to find out new developments taking place and cbuld be adopted
1n our econory possibilifiesof new preduct-mix through their own R&D effgrs, information
received through various sources like, W.H.O. (World Health Organisation) and fnarket feed back
through its medica representatives and medical practitioner Afier generating new jdeas and making
preliminary screening of them the company conducted getailed tests and researches on them and
studied their marketing profits, and only then a product passed through 1tslong vitomus procedure
successfully, it was geveloped and introduced in the market with adequate prdmotion support.

The company ook an average of 1-2 years duration tointroduce new prodqctsin the markel.
The compary staled that the market response o some of the formulation had beeq very hearlening
though these formelutions faced stiff competition from other companies. The company was also
planning 0 introduce many new formulations, which would not only improve it§ sales but would
a1s0 cater w the needs of the public, .

As far ws eimination of slow moving products is concerned the company stated that 11 did no
prune any product or prodoct line in the preceeding five years.

Market Segmentation @

The company stated that so far as its basic drugs were concerned it followed the policy of
vndifferentiai markeling in general and only differentiated in terms of price 1o’ meet the supply
of requirements of its industrial market. However, as far as the sale of its O.TIC. products was
concerned 1t was segmenting its market geographical,buyer behavoiur and on usage sitnation
{therapeutic basis).

Price Planning @

Within the various constraints and controls imposed by the government ofi Kenya regarding
the pricing of drugs and phurmaceutcals, the company stated that whenever the provisions allowed
it attempted to determine the prices of its products 1n a systematic mannet by taking inlc
consideration a number of factors. The company further stated that its pricinglobjecuves were 10
fix such prices of its products which enable the company (o realise arcasonable rehm onigvestments,
mantain relative parity wilh the competiters , 1o remaina price leader and to promote the complete
product line of the company under itsoverall philosophy of “making its productsavailable to masses
at & reasonable fow price.”

The pricing policy followed by it was mainly cost oriented and competition oriented oo, The
company explained its pricing practices by stating thai in general it {ixed the pfices of its products
on the basis of the cost of varivus inputs plus allowing 4 return on invesiment of § ceriain percentage
(notdisclosed) in case of bulk drugs plus a reasobale mark-up over the ex-factory cost in the case



of tormulation.

When asked about what constituted a reasonable mark-up, the company $tated that although
the scheme of pricing opted by it for formulations provided for a maximum faark-up of 65% of
cost, the government has allowed it only a lower mark-up in order to provide the benefit of lower
price 1o the customers. Similarly, in respect of pricing of bulk drugs which ate produced by the
company a systen of “pooled” price was followed which was fixed by the government by adopting
the weighted average index.

The company also gave greater weightage 10 the non-price factors so far as its trade sales
and sales of Q.T.C. products were concerned. -

Distribution Planning :

ln order to achieve the objectives of making its products available 10 masses at a reasonable
price, the company makes use of both the direct and indirect channels of disttibution. The direct
channels of distribution are used by it for making supplies against tenders. for meeting bulk orders
and for exports.

Depending upon the nature of the products the indirectchannels are usedito make its products
available at the retail chemist levels either directly or through wholesalers. Similarly , with
regard o its surgical products and other instruments, the company has appoinled a number of sole
setling throughout the company.

Selection of Channel Members

The company inselecting channel members forits products considers ('aclii)fs like competitive
channel arrangements, seleclive market coverage,objective channel regulation needs, customer
expectation regarding its product availability and storage services expected to be performed by the
channel members.

Phyvsical Distribution :

The physical distribution objective of the company related 1o regular supplies of products Lo
customers, effecting stronger putronage by offering more than competiwors in the way of service and
minimising distribution costs.

The company supplied its products to various channelmembers on an average of afortnightly
to amonthly basis. The periodicity and quantity of supplier, the company stdted was determined
on the basis of production availability, as well as on the probable intuke of customers and the
competitors supplies levels.

Promotion Planning

The company uses a mix of personal selling, sales promotion and adverlising, in that order for
promoting its products. Tt delermines its promotion budget on the basis of “objectives and task
method” and finulises it with the funds that it could afford for these purposes. The company makes
use of the wvarious promotools in an integrated manner.

Advertising :

Some of the adverusing goals pursued by the company during the precegding five years or 8o
were

*To creale Cuslomer awarengss

*To create primary demand

* To counteract competitive activity.

* To creale primary demund for its products

* [mproving and enhancing the company’s image and
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* Assisting ils medical representatives in the performance of
thelr Lask

The company stated that in its advertising compaigns it always considers hc!.ors like the
dominant desire of the users and doctors as well as on the strengths of the product.

Personal Selling :

The company has both territorial and product structured field sales force., The company
utilizes 1ts sales force for the following purposes :

* To make sufficient number of calls on doctors and giving optimuem level of service Lo
them,

* Educating doctors/customers by explaining the technical aspects of the products.

* Checking that the hospitals and retailers carry adequate stocks and the rethiler co-operated
with the company in its sales promoton activities.

* Spending adequate portion of sales forces time in convincing and pursuigg new accounts,
and,

* Helping dealers in the sales promotional activities.

The company motivates its sales force through various incentive schémes which are
mainly based upon the sales performance of its sales force.

Sales promaotion :

The company makes use of the various sales promoton methods as a basic tgol for promoting
its products. In order to perforn this function well, the company has a practice pf developing «
- product profile based on the chemistry of the product, characteristics of the corﬁpelitive products
‘and the opinion of the doctors and the customers. Some of the objectives sought 1o be achieved

through 1ts sales promotion activities are :
* Altracting mere and more doctors and customers 10 the company’s pmdULLS
* Meeting competitive activities.
* Motivating dealers to stock and sell larger stocks.
= To off-set seasonal fluctuations in sales, and
* To rewnforce personal selling and adverusing objectives.

To achieve the above objectives, the company makes use of its vanous sgles promotiona)
activities at the level of doctors, customers, dealers and sales force. Some of the $ales promotiona)
methods used by the company in connection with these objectives have been distribution of free
samples, organising demonstration of some of its products by participating §8 scientific and
medical exhibitions, providing display materials as well as detailed literactuge on its products,
iemporary price reduction, orgamising and participating in medical conferancgs, seminars etc,
distribution gifis articles, offer of cash discount upto 15%,offer of additionul inéentives to dealers
and institutional buyers, organising of sales contests for its field salesforce ete.

To organize its promotion fuction more effectively the company has begn taking the help
of advertising agencies besidesits own staff in managing functions, like preparifig product-write-
ups , developing slogans, copy wriling, media planning and even packaging degigns.

In short, the various elements of the promotional mix are plarned in an ﬁi[@gralcd manner
- by the company in the context ofits overall promotional goals. Further, to achieve these goals the
company makes use of a number of methods like screening of scientufic fifms for doctors,
distribution of free samples. organising of medical conferences and seminags, distribution of
literuture and write-ups relating to 1ts products both in person and by mail, designing altracuive
packages, truining and motivating its sales force and dealers continousty.
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Management Philosophy and Deveiopment of Marketing Personnel

The company's marketing executives are well experienced in  the marketing  of
pharmaceulicals and  possesed basic requisite qualifications, however it wis stated that the
marketing manager possesed various management courses. The company has how ever a well
developed programme for training and developing its executives through in;company training
programmes as well as by sponsoring them 1o various executive developaent: courses, seminars
conferences organised by other specialised institutions both in Kenya and abroad.

The company explained that the frequency of sponsoring these executives was not
programmed but 1t was based on need of the company. ‘

Top Management Philgsophy ;

When asked about the top management philosophy of the company itwas stated that the
company wus marketing -oriented as spelt out below:

“It is the companys endeavour 1o make available all medicines o every 0110 in need wherever
he or she is and strive 1o meet their need satisfactorily as a society”

Societai Aspects :

When asked about the societal aspects which the company took into cunsid@t&non in planning
its  markeung function i1 was mentioned by the company that it took into ; consideration the
following societal aspects while planning its marketing function ;viz: achieving self sufficiency in
drugs and medicines developing indigenous know-how, developing import substitution. intensive
distribution of its products, protection of consumers against poor quality and high prices ,providing

employment opportunities and great accenl on exporis and earning foreign exchange for the
economy,

Relative Position Vis-a-vis the Private Sector Unit :

The public sector company was of the opinion that its competitor in the private sector had
certain advantages like colluboration with a world reputed phardeLuucﬂ company, use of
international brand name, availability of R&D benefitsboth of its parent compahy and ils associates
fonger experience, flexibility in management,professional management of theimarketing function
Jhe benefit of a more experienced team of managers and use of a larger promiation budget which
made its functioning more efficieat.

As against Lhis the public sector company also enjoyed certain advantages which were not
available to its counterpart in the private sector, These were relative case obtadring financial help
from the government ,preferential treatment in the purchases of its productg by the government
through its institutions, favoured treatment in the import and allocation of foreign exchange in
this regard.

some of the disadvantages which were mentioned by the company {rofe which functioning
suffered were slowness in decision making, greater conflicts between its production and finance
department ete. The company. however added that it was trying its best to meeg these problems and
also to minimize W the exwnt possible their diverse influence on its functioning.

Conclusion

The continous growth in the sales market share and profitability of the company amidst
increas ing competition especially from the muliinational companies operaing in this country,
is broadly indicative of the success which the company has been able to acﬂievc within aperiod
of about a decade and ahalf. The company has not only been able to strengthen isposition but has
alsostarted posing a threat hoth to mul tinational and the other private sector Companies operating
in Kenya.
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In terms ol "muarketing planning sophistication index” the company was f@und to have
achieved an overall "high" level of sophistication were clearity in formulation of ;¢carporate and
marketing objectives, integrated use of Marketing Information System, proper plannmg of the
marketing -mix, consistent efforts to harmonize its goals with the needs of the sbcrety etc.

Notwithstunding this, there still remains 2 need 10 improve its functioning in marketing
planning ficld especiully in respect of matters like development of sysiemalic {rpme work for
murkeling planning including the process involved, use of sophisticated marketing models for
marketing planning purposes and the continous preferential development of its gxecutives.

MARKETING PLANNING IN PHARMACEUTICAL UNDERTAKINGS : |
A STUDY OF PRIVATE SECTOR UNDERTAKING;: ‘

This case study relates 1o a pharmaceutical company in the private sector, The company was
established in Kenya to compele with other 20 pharmaceutical companies operatig in the same
ficld. Thiscompany is a member of world famous pharmaceutical group. Accordingjtolhc available
figures the 21 pharmaceutical manufactures in Kenya, 12 have 50 percent or moré Kenyan share
holding.* '

Apart from the profit motive, the groups investment policy appears 10 have been guided by the
desire 1o preserve and extend the overseas markets by establishing ventures abroad{The group also
aimsalmaking an optimum use of the technology available with it , and one of the planks in its policy
is 0 meet the growing need of chemical products in developing couniries. |

Among the African countries the group has substantial interest in severad couatries, Kenya
included. 1t has a well developed network of sales organisation for the marketing of its products in
developing countries.lisresearch and development facilities have enableditio uxpattits technology
10 foreign countries, The reputation of the group brand has proved very useful fn its marketing
strutegy and it tries w exploit fully the reputation earned by its international brand mamt, in all the
areas where its products are marketed.

The company eperates in Kenva through its head office, which is located QLNaH“bF and also
it has orancnes locatwed 1n different parts of the country.

Marketing oreanisation :

The overull incharge of the marketing function in the company 18 culled Mar*e!ing Manager
who 1s assistcd by functionaries like manager marketing services, sales manager eic. The
functionanes are in turn assisted by ateam of exccutives with designations hike pubjic relations and
advertising manager, marketing distribution manager, new product manager, @xports manager
and other personnel working inits different marketing divisions.

Muarket Structure :

The scene of drugs and pharmaceutical industry in Kenya is highly dominated by a large
namber of foreign and foreign collaborated companies and a few Kenyan compaies both in the
private companics categories mostly with foreign collaboration and a few public cordpanies. Though
this market on the whole {ooks o be quite competitive in reality, its murket strugture is one that
can be described as oligopolistic' this company being a multinational company aad enjoying the
benefits of the present company’s research and development efforts and 2 popular brand name
ilso holds a substantial share of the market in respect of some of ils products.

However. ever sinee, there has been a shift in the government of Kenya thinking towards
geveloping this industry more through Kenyan companies belonging both to the Publlc as well as
to the private sectors, The market structore of this industry has becn undergoing a¢hange,although

-there haven'tbeen any reservation of areas of growth in this industry mainly for Kegyan companies.
Like wise no canalization of imported drugs and materials through and public secor undertakings,
‘but themarket is becoming more and more competitive steadily. As such, this company is presently



~U>
facing tough competition both from other multinational companies operating in Kenyd. public and
private sector companies.

Corparate planning :

The company develops its corporate plans in a formal manner and it $tated that it was
pursuing the  lollowing objecuves presently:

* 10 attain customer satisfaction through high quality of drugs and other medicines.

* o wmprove and strengthen company’s long-range profit outlook, so asto provide resources
for investment. '

* to wncrease the market share by making products for a wide range of digeases and making
thern available throughout the country, hence to remain a leader in the industey.

* o provide 2 productve and satisfying work environment for employées.

The ultimate responsibility {for developing the corporate plan for the company is thut of
the company’s committee planning. However, the company failed 1o disclose the composition
of the committee.

Marketing objectives :

As far as the marketing objectives of the company were concerned, the corapany had atready
integrated these with {ts corporate objectives and these related 10

* o atiain customer satisfaction.

* 10 mcrease the relative market share,

* to improve and strengthen company’'s long range profit outlook.

Responsibilities of Marketing Planning :

The ultimate responsibility for marketing planning  as well as tor the entire company’s
marketing performance is of the marketing manager of the company who is asgisted by a team of
functionaries from different dwvisions of the company. The marketing manager also shoulders
the responsibility of coordinating the marketing planning function. The assiblance given to the
manager by the other tuncuonanes for the performance of diverse funcuong inclode coliection,
formplation and analysis of data, preparation of forecasts, formulation of plan;!i etc. for finalising
ils plans the company has 2 formal marketing planning commitiece headedd by the marketing
manager. The other members of the committee were not disclosed by the comjpany.

Purpose of Marketing Planning

The company stated that it has been preparing its formal markeung plang since 1970, and the
following have beensome of the purposes sought to be uchieved by it through markeung planning.
* providing sound marketing decisions,
* co-ordinutng efforts of different departnents,
* providing a basis for broad directional corporate planning.

Pianning Horizon :

The company prepares both short werm and long  term markeung plans. The duranon of
itsshortierm plans is for one year, and of its JTong term plans is five years besidés making an overal
marketing plan for the company as a whole and seperate plans for its marketing divisions. The
company alse prepares detailed functional planslike product-mix plan, sules plan, sules promotion
pian and market plan.

Information Systenn ¢

The compuny has established a marketing information system. whichiis Jooked afler by its
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marketing services manager. Under this system the company keeps on collectingijand analysing
nformation relating wits exiernal environment, competitors working. its own wérking and also
analyses other pertinent information relating to its working. Through the same systegm the company
receives information on a regular basis about the performance of its products frofa its divisions,
branches and deale

Besides wllm ung informaton relating to its own working through the 1nLemal sources the
company alsoe uses the information and reports published by various :nsmuuuns;hkc the parent
tompany’s reports, world health organisation, other international bulletins and the reports of the

~marketing research groups ete. The company also examines in detail the  implications of the
environmental factors, namely. economic and public policy. Particularly being & multinational
company operating in Kenya gives these factors due weightage in developing and [(inalising its
marketing plans, _

For processing and analysing the information for the purposes of marketing planning and
decision making the company also makes use of computer services on which s international
information system is based.

Marketing Research :

The company stated that during the preceding five years or so it has conducted marketing
rescarches In areus like socialresearch,pricing of the products, market segmentation and physical
distrubution of gouds. Most of the researches were done by the company through itk own staff. The
company stated that it never al any stage utilised the services of the advertsing agencies and
management consultants. This could be attributed to the fact that the company i$ wdllmanaged with

highly skilled manpower (or) the company associate these agencies with galore faljlls and chances
ol disclosing company information to 18 competitors.

Process of Marketing Planning ;

e e e

The process of marketng planning 1s initiated by the division head wno asks the branches to
furnish 1o the head office their sales potential and marketing plans for the futwre period. The
branches are asked to prepare marketing plans refating o what pessible Lhe'j/ ¢ould achieve
respective of any restrictions or constraints. This is done by the regional sales force. As such the
hranches based on the data collected by them through their own regional sales force as well as from
the head office draw up their plans in a detailed manner both aggregatively and product-wise and
send them to the division head.

Al the head office the data received from the various departments is screened and compuied
on ali-Kenya basis. There after the head office moderates this plan in the light of various construints
which il desites w achieve in the future given period and set targets which are both feasible and
realistic. In doing this the head office examines the implications particularly uf the changes uking
place in the economic level, technological and public policy factors. T also gives the weightage 1o
the various implications of the governmeat of Kenya policy particulurly regarding the role
of multinational companies operating in Kenya, its import policics, licensing policies, priciny
lormulae ete. To all these factors 15 added the companies marketing obiectives of increasing the
relative market share. atlaining customer satisfaction ete.

The draft markeung plan so formulated by division head with the assistance of the regional
sajes force is then put before marketing planning committee and on its adoption dver there is sent
1o the marketling head of the company, who after pursuing it sends it 1o the cogporate planning
committee. This wverall marketng plan, on the other hand 1s the detailed outon praduct, branch and
peniod busts. [For the purpose of getting sales targetto each branch, the company codducts a produci-
wise screening exercise m order o match the production availability of nputs and marketing
capabiiities possesed by each of these branches.

As such, feasible targets are set for each of these branch which could be diﬁfert,nt from what
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the branches had set earlier to the head office. On finalization, the product-wi aﬁd branch-wise

targets thus becomes commitments {or the branchesand if atthe end of the period $ay a year, a branch
Bas not been able 1o achieve its targets, it is made answerable to explain the reaspps for the same.
Alongwith the preparation of product-wise and branch-wise plans, the head-office also develops
in details the sales plans and sales promotion plans and the budget required to:accomplish these
plans these plans are then distributed 1o the concerned executive of the compagy.

Lse of Models :

Performing the task related to the preparation of the marketing plans,']’ﬁe company makes
use of a marketing planning model 1o enable it Lo carry out its task smoothly. 'ﬂw company also
staried making use of sophisticated models for decision making purposes infweas, like product
management. These models were developed by the company to suit different ﬂuuauons

Review of Marketing plans :

So far asthe short-term plans are concerned the company reviews the on pregduci-wise , branch
wise and market segment-wise on monthly basis in this connection, the company fyrther stated that
if there were abnormal changes in the environment or other related factors, sudh marketing plans
were revised by 1t generally in guarterly meetings and if need be even al shbr&:r intervals. The
long term plans are reviewed and revised by it on an annual basis. The company ﬂde}miﬁed anumber
of internal and external {uctors that were responsible for the revision of its markéting plans during
e preceding 5 years. Some of the external faclorsreiutedlo.guvemmenlreg.aiding multinational
companies 1n Kenya, import policy, drugs (price control} , uncertain Lcodcmtc outlook etc.
While the internal faciors included delaying new product developmum aaazmowmg to delaysin
procuremeni of raw materials and licenses. :

tn this connecdon, the company also observed regretfully that these ¢ the factors that
discouraged companies in Kenya from developing their marketing plkms\g fong-term  basis
proving sometimes even fatal t such attempts.

Kesearch and Development ;

The pharmaceutical industry is subjectto s high rateoliechnologicaland product obselescence.
This ts also because itis a science-based industry and thus necessarily dependent upon continous
research activity aiming at discovering new drugs and new therapeutic uses for existing drugs,
improving process technologies, developing new products etc. It is said that this industry has the
reflections of a high degree of product obsolescene in the sense that only ond outof the 10 drugs
in use today was known to medicine 30 years ago.

Unfortunately, research in this industry has many risks and uncertuinities. The high rate of
obsolescence makes pharmaceutical research acostly pursuit. It isestimated (Hatif costs amedium
of ksh 40 million to set up a basic research laboratory and not less that kshi 800,000 a year to
run iteffectively. In this regard, the company being a member of aworld-wicﬁb. group thusenjoys
the benefits of the research and development achivements of its pmenlmd()lherhembcr companies.

As stated earlicr, the group has also established a centre in Kenya. Thcl%co‘mpany stated that
through itsrescarchand development centre its was attempting to achieve the fbllowing objectives,
clinical trails, developing new drugs, new therapeutic wsed and vanousiother mulupurpose
medicine. However, the company did not disclose the amount spent in this activity in the last five
years or so on both the capital and revenue expenditure.

Marketing-Mix Strategy .

The company stated thatin developing its marketing mix strategy “mgh" emphasis was given
to personal selling, sales promotion andserviceincluding afier sales service chvmt:s As against
this it gave “good” emphasis to pricing and product planning and developméat.



PLANNING OF THE DIFFERENT ELEMENTS OF THE MARKETING MIX
Product Mix Planning : |

The company determines its product mix in the home market on the basis of the companies
objectives of profitability and stability of its operations and in the foreign marketg on the basis of
gmwth Toachieve the above objectives the company introduced many new lormulknons and drugs
in the market during the last 5 years.

With regard w the ime which it took the company in introducing new produetsm Kenya, the
company observed that being a mulunational company introducing new products for it was very
Jengthy, ume consunung and cumbersome process. As it involved complying: with too many
governmental formalities and awaiting for a long time 10 get approvals for the sagie. As such the
company stated that it took many a times 2 10 2% years just to commercially laugch a product.

It was stated that a similarly longer period was required even for introducifg adaptions of
products developed by its parent company in the Kenyan market. '

As such for introducing a new product the company was required 1o plan farhead for a long
time involvement in new product development regarding getting license, imfpon capacity
utlization, price approval elc. The company was quite sure about the longer time required in this
regard as it resulted 1y not only increasing its marketing risks but also dcprived'@thc company of
-suitable rewards. 1t was because of this and other increasing constraints stated ihal it decided o
siabilise its operations in its growth on exports.

Product Prunning :

The company also keeps on prunning its existing product mix and wies to identify the slow
moving items. The slow moving products were also given the neccessary boost @r their sales by
organising certain sales promoton schemes and if need be were eliminated alse.

As far the duration taken by the company to decide on eliminating ihese products it was stated
thatitranged between 1 10 1%2 years. The company staled that it has discontinued olhe of its products
mainly because of their declining volume of sales and appearance of improved: substitute.

Muarketl Segmentution ;

The company makes use of the geographical and buyer behaviour bases fog segmenting 1ls
markets and also follows different pricing policiesand supplies different types of products to suit
the specific needs of its different market segments.

Price Planning ;

The pricing of the drugs have continued to remain under same form of control of the
government. Within the various constraints and controls imposed by the govetnment of Kenya
regarding the pricing of its drugs and pharmaceutcals. The company smed} that the pricing
phjectives foliowed by it reluted to remaining a price leader with regard to gome of its drugs

muintaining relative parity with competitors prices for other drugs and also promoting its entire
product line.

Besides the price, greater weightage was however being given by the company to non-price
lactors promoting its producis.

Depending upon the nature and market of its products the company foltwed a combination of
costoriented und compelition oriented pricing policies. The company used the historical method of
pricing technigue fur the purposes of fixing the prices of its products whenever it was possibie.

Distribution Planning ;

The company makes use of both the direct and indirect channels of distribution. The direct
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. channels are used for making supplies to departmental governmental stores{ ahd other large
*institutional buyers. Indirect channels using wholesalers and retailers are used forseBing its products
 w other customers. ‘

- Selection of Channel Members :-

While selecting its channel members the company considersthe factorg of services (o be
performed e.g. transit, the availability of storage space with them, cuslomer exgectation, objective
of iniensive market coverage and matching its channe! arrangements with that of compelitors.

Physical Distribution Objectives :-

The physical distribution objective of the company include objective like ensuring ready
availability of its new products 1o retailers/ chemists and customers to synchronize with its
launching in the market effecung stronger patronage by offering more than the competitors in the
way of service and 10 maintain regular supply of products to customers. “

Promeotion 'P_lgnning :-

The company is carrying its promotional aclivities in an intensive mgnner and has been
aliempling to achicve its promotional goals by using the various elements of the promotion mix
in an inlegrated manner viz. by conveying information,re-educating the me ica proffessionals
through direct call of its medical representatives and supporting these calls I.hrq&gh direct mailing
and by releasing advertisements in the medical and other journals and als$ through its sales
promotional activities. <

The company determines its promotional budget by following objectived and task method.
and also affordable method in some cases whenever it was possible | Further inlits promotion mix
il gives greater emphasis to personal selling supported by sales promotion muihods and followed
by advertising in general.

Advertising :-

The following are some of the goals which the company is presenuy triving to accomplish
through its adverusing efforts. '

* Crealing customer awareness .

* Conveying latest information (educaung )} to the medical professiogals
* Supporting sales force

* Enhancing company image

* Changing doctors attitudes towards its medicines and drugs and

* Assisling its medical representatives in their task of pre and post meeting with members of
the medicad proflession.

Personai Selling :-

The company has both territorial and product structured field sales force. The company s
ptilizing ils sales force for the following purposes. -

* Muking sufficient number of calls on doctors giving them an opimurg level of service.

* Spending adequate portion of their time for increasing is murket both by pursuing the sale
of new products and also by opening new accounis ‘

* Educating the doctors and chemists by explaining the technicals aspegt of the products.

* Checking that chemists and institutions carry  adequate stocks. |

* Heiping dealers in sales promotion activities for its O T C (Qver the @unler ) products.

~The company compensates it sales force through it's fixed salury sysiem as well as through
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various Liberal incentive scheme.

£ales Promotion :-

The company also makes use of the various sales promotion methods at the kevel of medical
professicnals, dealers and the field sales force to achieve its total promotional objectives. The
company gives a higher level of emphasis 10 sales promotion activities as these Bave been found
10 be more helpful o the company in getting calls forits medical representatives and increasing
the rate of recommendation of its products among doctors.

Some of the sules promotion methods used by the company for achieving its sales promotion
objectives have been - explaining and demonstrating the working of their products, organizing
medical conlerences, mailing catalogues, brochuresjournals and other lectures and ﬁistributing gif1s
items like tabie dianies , pen stand etc . At the field safes level it organizes varions sales contest
lo mouvate its sales foree 1o self more.

Management Philosophy and Development of Marketing Personnel

The company employ a good number of marketing executives looking affer its markeung
activities at its head office and at different branches. Though nearly all these exe¢utives possesed
requisite basic qualifications and relevantexperiencgonlytwo possesed Ph.D includﬁxg the marketing
manager.Otherspossesedqualification like diploma in business management elc.

However. all these executives have attended a number of specialised courses in the area of
marketing management. The companys policy being helping its executives to keep themselves
up lo date for which it sponsored its executives (o participate in the various executive development
programmes and conlerences which are organised from time to time .Hbwever the company declined
to disclose the frequency with whicheach executivesis sponsored for such courses. 1talso sponsores
(15 top execubives for various managements courses vrgamsed by the reputed ins titutions abroad.

Top Management Philasophy ;-

When asked about the 1op management philosophy followed by the 1op management of the
company it wis stated that the ccompany was © marketing orineted™ . The murkelit}g orentation wis
defined by the company as sutistying customers needs that is the atiemps to meet their needs to heip
ficht diseases and epidemics and thus improving the quality and longetivity of the life of people
n Kenya.

yocietal Aspect ;-

In this context the company mentioned that being a mullinationai the very reason of its entry
into thiscountry inter alia was to make the country self sufficientin the field of drygs and medicines.
Assuchitstated that it has been working in this direction through liberating the country from imports
earning foreign exchange through general exports,and through consumer protection by providing
good quality medicinesand drugs . Thusimproving the quality of life of u grest poftion of the human
race.

Relative Position Vis-a Vis the Public Sector Unit :

When asked o comment on its relative postion vis-a-vis the public sector unil the response
of this company was that the public sector unit was placed in an advantageous pasition in (he sensc
that it had support {rom the government  encouraging the development and gfowth of the drugs
and pharmaceuticals industry in the public sector. This preferential posinonwhich the unit in the
public secturenjoyed was in addition to the overall approach of the government1o give a preferential
treatment to public sectors unit in general absence of production capacity constraints  allocation
of umports etc.

Notwithstanding thisthe company stated that it was placed in a betier positosbecause of foreign
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~ collabration which resulted in the production of better quality products, supe"fior research and
development faciliuesresulting in better pay off, strong brand loyalty, xupcrmrdqr.nbutlon network
and an experienced and effective team of professional marketers.

In order 1o compensate for some of the disadvantages in the domestic #narket which the
company was facing forreasons already stated earlier the company has started expiormg the foreign
markets for the exports of its products.

The overall feeling of the company was that it would take quite sometime far the public sector
unit before it could be able 10 pose a real challenge to its supremacy in the Kehyan market.

‘ The company was naturally unhappy over some of the discriminatory acts 6f the government

of Kenya against multinational operating in the country. Tt also was critical of the policy of the
government of Kenya withregardto foreign exchange allocation and licensing précedures asitofien
resulted in undue delays and reduced supplies of materials needed by the company .

Conclusion :-

The overall conclusion which emerges with regard to marketing p]zmning;: obtaining in the
company is that the company had an efficient system of marketing plunnifg operating in its
organisation. Te highlight its efficient functioning in this respect the following were some of the
specific step which the company was taking in this corporate and marketing objectives, designing
of suitable orgamzauonal structure for developing its marketing plans, developing and use of an
integrated marketing information system, as well as of sophisticated models for the process of
markeling planning. The company was also developing separale marketing plans in respect of
each elements of the marketing mix . 1t also followed an enlightened ﬁolicy towards the
development of its managerial personnel .

There  was however, a few weak points which the company should wwell L0 improve,
These were in relation o its corporate and marketing objectives which needed to be spelt outin a
rore pricise manner. Also as fur as its social responsibility towards the pegple of this country
was concerned it wis found thut the company had not yet taken any congreie stcﬁs in this direction.

A Comparative Study of the Undertakings in the Two Sectors

Notwithstanding some of the differences highlighted above in the {unclioning of the two
companies in this field, the overall pictures that emerges appears 1o be more or léss the same. So far
as thier functioning in the field of marketing planning is concerned . The reladve strengths of the
companies enveged in the two sectors may be broadly summarized.

The private sector company had its sirengths in areas like existence of suitable organised
arrangements and use of sophisticated model for marketing planning purposes. As against this the
sirength of the public sector company lay in the more precise formulation Gf s corporate and
marketing objectives and their synchronization,

The above conclusion is also borne out by the scores attained by these: companies on the
“marketing planning sophistication Index” . These scores were as under 0.70iin the case of the
public sector company and 0.75 tn the case of th private sector.

Since both the companies fall in the same category that 1§ the companies hjaving *high" level
of sophistication , the difference being only marginal, itmay be concluded that the differenceis more
of gegree than kind if clearly observed.
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MARKETING PLANNING IN TEXTILE UNDERTAKINGS :
A STUDY OF PUBLIC UNDERTAKING

The corresponding public sector company in this field was established in 1965. It was set
up with the aim of clothing the people with modern clothes . The principle obieOUVt:s of the
¢ompany are 10 manufacture and market all types of texule products ranging from cotton fabrics
for special purposes and other cotton and natural fibres clothes, ready made for children
“men and ladies and other clothwear and garments . The company operates through j sales net work
of retails shops and wholesalers all over the country. It is among the major supplier of textile
products to some of the government institutions. Its production facilities are located at indusirial
area at Nairobi.

The company hasan R & DD unitat first,it puts pronounced emphasts on‘ result oriented
activity which calls forth for high qualtty products. The unit is equipped with modem facilities
and well qualificd man power with both physical and mind dexterity. :

Market Structure

The market structure of the textile industry in Kenya consists of manufacturgrs in all sector s
sviz: public sector and private sector. The private sector consists of large sized companies and
medium to small scale companices . In terms of number there i§ more than 15 ¢empanics from

the both sectors. Most of these companies are operating on regional basis Lxceﬂt few operating
at natonal level .

Though the company entered the textile market at a time when there was an intensive
cuomipetition in the market yet it could make a place among the top leading companies for it self
bucause of the superietity of its products quality being based on advanced technolégy.

O rvanisation of the Marketing Function

The manigeriai functions of finance personnel and genral administration # this company
are performed in a centralised manner at the head office while the remainihg: function of
management are widely decentralised to facilitate  smooth operation of the @atire company .

As such the marketing activites relating 1o this company are decenuulised with the textile
division. The division is headed by a senior executive designated as marketing masiger at the head
office. Though in terms of the organizational hiera rchy the marketing manager works under
the Managing Director. He is assisted by the sales officers at the head office and branch sales
officers. The various marketing functions like marketing planning sales forecasting ,budgeting,
pricing, distribution, advertising and sales promotiongeneral sales administration afd co-ordinating
activities with branches are performed at the head office. As such the reSpoubthty for marketing
planning lies with the marketing manager of the company.

‘Corporate and Marketing Objectives ;

The company has drawn up ils corporate plan covering 5 years duration which envisages
vigorous growth of the company 1n terms of its production turnover. The Modus operandi of the
company in preparing 1ts last five year plan has been on the following lines; Al ﬁrs: the existing data
was used by it for making projections of demand during this period. Then the company worked ou'!
the demand tor the same period which it will by supplying to the government and allied markels.

The company has spelt outils corporate objectives in writing both in financial 8ad non financial
teries. These included the {ollowing; to make sure that the company optimis@:s the return on
investments, t have a continuous growth of sules of at least the pace of the indusiry, 10 enable the

tirm 10 maintain its market share, to have growth in earnings 1o provide resourceg for investment,
Lo stadilise the position of the company in the context of rapidly changing environment, to create and
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provide employment (o the citizens,

As far as the overall marketing objectives of the company are concerned, it was found that the
company has already integrated with the corporate objectives stated above. The following were the
additional marketing objectives which the company was trying to achieve, thege are; to market at
profit products of maximum value to customers both currentand potential, W imptove and strengthen
company’s long range profit vutlook, to attain customer satisfacuon.

The ultimale responsibility for developing the corporate plan for the company is that of the
managing Director. For this purpose the managing Director has constituled a cammittee consisting
of the markeling manager, the production manager, personnel manager, financial manager and
others. A provision also exists for consulling the area representatives from dxffer’enl places all over
the covered market regrons in the country.

Responsibility of Marketing Planning ;

The responsibility for co-ordinating the marketing planning function in the company was that
of the marketing manager, Assistance from the manager is also offered 1o hirg. The functions.of
the marketing department at the head office have been isolated 1o be; making degisions in areas iike
{ixabon of prices, distribution planning, appointment policies etc. The marketing manager who
heuds the whole department reports directly to the managing director of the comppny. The marketing
manager given what appears o be a good and well formulated marketing plan, tektsit agamnst criteria
such as farrness, cost and simplicity. 1f the marketing plan pa.‘;scs these tests he finally invesigates
the chance of achieving implementation.

Speciflic Purpose for Marketine planning

The company stated that it had been preparing its marketing plans in a systematic and formal
manner since 1965 and after explored possible reasons for this purpose. the cémpany isolated the
following as being relevant

() lntegrating different marketing functions.

(II) Helping in production planning,

(Itl) Aiding in planning linances.

{IV} Providing sound markeling decisions.

(V) To help in planning and controlling the whole organisation.

Lets leapfrog for @ momeni to touch the area of planning duration 10 stage that the company
prepares both short range and long range plans at one year and five years peniod respectively.
However, the company did not disclose the monthswhen the planning activity cémmences and ends.

information System :

The company explained that it has a statistical cell at its head office whi¢h performs the task
of collecting and analysing business related dale on a regular basis. A statistical clerk performs this
lasks and reports directly to the marketing manager. The marketing manager Keeps on recieving
information relating to the sales and financial aspects in particular.

The data collected not only relates to the working of the company bui alse for the competuors
working pusition. The compuny, uses sccondary sources of information such ag dealers, adverlising
agencies. through mnterviewing the customers, industry survey, markeing inl#lligencc ete.

The tmplications of the environmental factors is well examaed in the process of developing
its marketing plun. Factors like economic, technological, social are given weightage.

Marketing Research :

_The dgegree at which wiurketing research is carried by this company on $pecific areas varies.
These areas included sales forecast, product pricing, market shar¢ measurement, distribution
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- channels and physical distribution.  Though most of the researches were done by the company
throughits staft, the help of outside agencies was taken whenever and wherever necdssary. The areus

on which such assistance was taken covered advertising message, media sel cuch and consumer
promotion activities.

‘Application of Marketing Models :

The cowmpany slated that it has been using marketing models in the process jof its marketing,
planning process. Some of the areas where these models were applied were prodgict planning and
- -pricing of the company products. These models at times used to be developed by!lhe company or
adopted.

‘Marketing Planning Process :

The process of marketing planning is initiated from above, that is at the level of company’s
marketing manager. It passess through the marketing planning committee up to Lhe_branch manager.
The Branch manager incharge at the sales for a particular region prepares a draft marketing plan,

“keeping 1n mind the corporate and marketing objectives of the company. All theibranch manager
reports are send to the head office where the marketing manager consolidates all pf them into one
marketing plan, Infact the marketing manager of the company does most of the Jpb relating to the
marketing planning. The marketing manager usually consults the corporate targels, unit larget, past
achievements, environmental factors and the important information relating io the company
business, s competitors working position is taken into account (oo. At this stage the markeling

~manager makes all the necessary amendments and modifications.

The next phase of the planning process is that, the draft marketing plan is glaced before the
Managing Director of the company for his approval. After his approval the draft plan is given due
discussion by the managing dircetor and the marketing planning commitee of thezompany, where
it 1s finally approved.

The approved marketing plan is broken down on unit-wise, perniod-wise. markeling

tunction-wise bases in details. The company also enunciated that it also pr bdeL,SSEhan&l marketing
plans. Mainly, the period covered is the holiday and non-holiday months of the yeaﬁﬁm 1s December

-to January early and February to November respectively.

Review and Updatine of Marketing Plans :

The marketing performance in thiscompany isreviewed regularly at the level§of the marketing
manager in conjunction with the Managing Director of the company. The review and subsequent
updating is dene on a quarterly basis in the case of the company's long range, ijvhile one month

* duration has been suggested Lo be the appropriate period for reviewing the shortirange marketing
plans. The company state that weekly meetings are held to monitor weekly performinee for the week
ended and the {argets and goals {or the starting week. Mainly these mectings (w&kiy) are held on
monday in the morning session.

The company identified a number of external and internal factors that were found to be
responsible for the revision of the plansat different period. External isolated relevanit factors for thess
Were § erratic supply of raw materials, competition, uncertain economic outlodk, power failurz
probiems, changes in government policy et¢. Internal factors were : the plant opération problems,
1or instance plant break down ete, financial constraints etc.

- Reasearh and Development lacilities

The research and developmient unit in the company was established rignt inlthe beginming of

the company and upto this moment the company has made rich investmenis in if. Through the R
- & D unit the company is also meking an endeavour to manufacture better qualityl products and try
- 10 discover beiter usage of indegenous materials. The company has its R & I fadilities at the head
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Market Mix Stratepy

The company stated that in developing 1ts marketing strategy “High” cmﬂhasis was given 1o
technical research and development, product planning and development, distriution and personal
selling of the company's products. As against this, the company gave “Fair” t§ "Good” emphasis
1o product pricing, sales promotion, and economic variables, "Little" emphasis was given 1o product
adverlising and service inciuding after sales service.

PLANNING OF THE DIFFERENT ELEMENTS OF THE MARKETING MIX ;

Producti Mix Planning

The company stated that it determined its product mix on the basis of growth and profitability.
To achicve these objectives several products were introduced in the market in the last preseeding five
years. The major reasons behind the introduction of these products were 10 mget the demand of a
“particular markel segment, to improve the utilization of the plant capacity and 19 keep on supplying
the society with different products at a low margins of profits.

The company prunned some of the unprofitable and slow moving products. The elimination
of this products used 1o be effected after a detailed and lengthy discussion wds held between the
marketing planning commuitiee and board of directors.

Price planning

The compary’s pricing objectives which formed part of its corporate objectives were Lo price
iLs products on the basisofcostot productioncompelition, adequate return on the investment, and at
times at the demand in the market. The pricing objectives of the company included the following:
0 maintian relative parity with the competitors prices, (0 promote the pn,aduct‘iiine. to prevent the
price inflating, o try and mauintain the prices of the products ata stable level for as long as poss:ble
and 1o churge prices in consonance with the market conditions.

With 4 sule purpose o mtroduce the new products in the market and at the same ume pose
competilion 1o the competitors and vlumately benefiting the consumer, the:conpany followed
penetration pricing policy. L.ike wise, non-price factors were highly emphasized by the company
for promoting its products. The company made use of market research methods, break-even analysis
and pricing models in fixing prices of its products. The competitive pricing policies were also
considered in laking the fina decision.

Distribution Planning:

The planning in relation o distribution function at the head office 1§ lunited 10 the advising its
units with regard 10 the channels of distribution to be used as well as the logisti¢s arrangements that
should be adopted. Ttalso assisis the units in determination of the dealers commiission together with
the incenuves Lo be offered. |

The company makes use of hoth direct and indirect channels of distributions The directchannels
are mainly being used [or providing supplies to institutional and protected or contracted markets and
the governmental institutions and the allied markets. Indirect channels using the dealers and
wholesalers are being used for selling 118 products 1o finai customers in maost gases.

The company inselecung a distributor or dealer for its products considered $he following factors
: Service o be performed by channel members, the availability of storage Spn{:e with the dealer or
wholesalers, competitive channel arrangements, the distribution costs und s intensive market
coverage abjective.
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Phyvsical Distribution Objectives:

The physical distribution objectives of the company included objectives likey to ensure ready
availability of its new products to the customers, to synchronize with its launchingin the market, to
cut prices threugh successfully reducing physical distribution costs. 1o try to effect stronger
patronage by offering more than competitors in the way of service, o provide quick and regular
supply of the products to its customers and to optimise customer service and to minifmise distribution
COSLS.

The company supplied its products to the wholesalers and dealers on both cash terms and on
credit basis with laid down terms. The polential of the market and the performance of the dealers
are mainly used by the company as the criteria to determine the quantities 1o be sui).plied 10 them in
any given period.

Distribution Commissign and Incentives :

As far as distribution commission and incentives was concerned, the conipany did not disclose
how much it gave them. Although bigger incentives was, however, given where the quantity sold
hy the channel member was on the higher side, transport rebates, quantity discountsiwas also adopted

by the company as a way of encouraging them to make big orders and at the samé tme keep large
stocks with themseives,

Promotion Planning :

The company uses a mix of personal selling, advertising and sales promofion methods {or
promolng ils producls. In ils promouon campaigns the company kys more emphasis that the
customers should be educated enoughregarding what they should look for before bdying the product.
The company's efforts, however, have been quite modest in this regard as against.its competitors it
uses the “oblechves and task method” for determining  its promotion hudget.

Advertising

Some of the important adverusing goals pursued by the company during the preceding 5 years
related 1o creation of awareness. 1o create primary demand. 1o counteract compagve acuvity, to
solicit trade patronage, o reduce selling expenses, to try and encourage immegiate sales of the
company products, to reach inaceessible customers, to educate the customers. 10 sepport salesforce,
and o try not to toose 1dentity with the public.

Personal Selling ;

For promoting the sales of its products the company has also a field sales force altatched to
various areas. The company utilizes its sales force for the following purposes; o make sufficient
number of calls on customers, giving optimum level of satisfaction to customers, to spend adequate
portion of salesforce’s lime in pursuing new accounts, 1o check that the retailers andwholesalers carry
adequate stocks, provide good shelf exposure enthusiastically and coeperate in other sales promo-
tional aclivitics, Lo provide adequate customer service and to educate dealers, wholesalers and end
users about the special qualities of the products.

Sales Promotion ;

The company uses sales promotion with personal selling and adverusing: as an element of
promotiona mix. o simple werins these various elements of the promotional mix are planned in an
integrated manner 1n the contexat of the overall promotional goals of the comnpgay. Some of the
objectives sought to be achieved include the following; 1o increase the product rate of use among
¢XIs ing users, W meet the competitive challenges eic.

The cosumonly sales promotion methods used by the company in this conngetion include free
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Management Philosophy and Development of Marketing Personne|_;

The marketing staf{ of this company were found to have posessed professipnal qualifications
and wide expenience. However, the company was still sponsoring its rnurkeﬁng executives flor
participation in various seminars, conferences and executives development programmm being
organized by various institutions and organisations in Kenya.

Top Management Philosophy :

The top management philosophy of the company was sales oriented and the dompany stated that
1l was aliempling 10 become marketing oriented. It also explained that it teokiinto consideration
vartous socictal aspects while planning its marketing function. Some of the societal aspecls
considered by the company in the planning of its marketing function were; lnport substitution,
increase inexports of its products, providing employment, protecting consun‘:ersg'gains[ poor quality
products, the company has also been assisting organisations such as childrens home, disabled peoples
organisation etc. )

Relative Position Vis a Vis the Private Sector Unit ;

In the opinion of the company, its counterpartin the private secior had the advantages of greater
flexibility, lurgest promotional budget, liberal incentives for sales and service personnel and
manning of the marketing funcuon by professionally qualified persons. ’I‘he reasons for the
popularity of its products and consequent increase of its markel share were ex;ﬂmned by it mainly
interms of 1ts superior technology as also the credibility it has built up in the ﬁelﬁ of textile industry
vver a penod of time. The company further observed that if a public sector Lompany could produce
quality products at reasonable prices it would notexperience much problem in marketing its products
as was the experience of this company in the public sector.

Conclusion :

The above case study leads us to the conclusion that the marketing planning function in Lhis
company snotbeing managed inareally systematc manner. Whatever the plansing existsat present
ismainly continued at the level of the company s senior salesexecutives. The company has however,
succeeded 1n planning 1ts elements of the marketing mix; viz: product mix-planning, price planning,
distribution planning and promotion planning in a sysiematic manner. The company hus also
succeeded to afair degree in harmonizing its goals with the societal needs. Some of the areas in which
it has failed o do well relate 10 failure to streamline its planning arrungements and process, elc.

MARKETING PLANNING IN TEXTILE UNDERTAKINGS :;
A STUDY QF PRIVATE SECTOR UNDERTAKING :

This case study relates 1o a textile company in the private sector. The company was established
in Kenya in 1967 1o compele with both units in the private sector and public segtor. This company
is o sucessfully established firm manufacturing textile products. A part from the profit motive, the
group 1nvestment policy seems to have been lead by the desire to preserve dnd extend overseas
markets by establishing ventures abroad. The groups aims at making optimum use of technology
available with it. One of its ambitions 1s to meet the ever increasing demand for textile product in
the developing countries. 1t has been found that the company has considerable interest in numerous
countries s Africa, Kenyu inclusive.

The company has a wealth of well developed network of sales orgam\auqm for the marketing
of its-products in the LD cs and Des (Least Developing Countries and dewlopmg countries). The
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gonspany has been able 1o export its technology to the foreign countries. The reputation of the group
brand has proved very useful in the marketing sirategy and it iries o exploit fully the reputation
garncd by its international brand name in all the areas where its products are ma.rkj:ted.

The company hasa governmentrecognised R & D unit which was started right # the beginning
of the company. This unit puts pronounced emphasis on result oriented activity, implying the
development of high and better quality products, better technology, better process and that quality
tavels well. The company's products are well upto the world standards of quality.

Market Structure :

The cumpany is operating in a market where it faces intensive compctition in nearly all the
products from both public companies and private sector companies as well, athoulgh the company
énjoys an established brand name, have a substantial market share among the drganised sector
companies. In some of the products the company is considered as the marke! leader.

Oreanisation of Marketing Function @

The marketing function at the corporate level is looked after by the Murketing Director of the
company who reports to the Managing Director. The company seems to have followed mixed
Markeling organisation. The marketing Director is assisted by a group of managers. These include
thesales manager, markeling reseurch manager, customer service manager and the gales supervisors
and sulesmen. The sales supervisor reports to the sale manager directly. The company has branch
managers and under them are the sales supervisors and salesmen. The branch mana‘er reports Lo the
Marketing Director directly about all the relevant information pertaining 1o Lis region.

The Markeung Director of the company has the ulumate responsibility of formulating the
markeling plans, co-ordinating and organising marketactivitiesalso implementing dnd follow up of
the marketing plans.

The tasks of identilying consumers, collection of relevant quantitative und iqualitaive date
about them, their anatysis and interpretation, and development of consumer profille etc are lovked
alter by the markeung research manager.

L grporate Planning ;

The corporale objectives sought 1o be pursued by the company consisted of optimising return
on investments. survival, growth, profits, customer sausfaction, market leadurshi[jz. The company
developeda system of formulating its overall corporate plan in an integratged manner for the purpose
of accomplishing the corporate objectives stated above. .

The responsibility for such planning is entrusted to the Managing Director of the company who
is assisted by committee planning of the Functionat Directors. These includes the Finance director,
Marketing Director and Commercial Director. Other members include the Marketing Research
Muanager, Sales manager and Customer Service Manager. The committee is headed by chairman
from the finance department. The total number usually meets regularly to discuss the important
dssues tailored Lo the improvement of marketing performance as a whole. Further, to ensure
coordination in the day-to-day operations of the company at the corporaic plapning level, the
compuny management has adequately delegated the authority to various heads of ditferent
departments of the company.

Marketing Objectives :

For the purpose of pianning effectively and in a comprehensive manner, the company could not
avoid selting marketing objectives, and has been attempting to achieve them through its well
co-ordinated marketing activities. The company pinned down all marketing objegtives in terms of
qualitative and quanlilative terms to give them formal teeth. At the outset of sctli}jtg the markeling
objectives the company stated the following objectives; 1o develop and maimain a product
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leadership, to market both current and potential, to improve and strengthen cofapany long range
profit outlook, to attain customer/ consumer salisfaclion, to gain volume pr()filability not only sales,
to try to participate in the foreign markets, to make use of distribution channels thatgerve the company
need and distribute to cover all the markets.

Planning Hori zon ;

The company prepares both short term and long range marketing plans. The duration varies
from one year to five years for short term and long range respectively. Besidesimaking an overall
marketing plan fo: the entire company and separate plans for its marketing divigions, the company

alse prepares well detailed tunctional plans, namely; sales plan, product mix plan, sales promotion
plan and market plan.

Responsibility of Marketing :

The sole respansibility for co-ordinating marketing planning in this company and the enlire
company’s marketing performance is of the Marketing Director. The Murketing Director of the
company 15 assisted by a number of functionaries who comprise the marketing planning commiuee.
The assistance given to him comes in the form of collection of date, formulation and analysis of data,
preparation of sales forecasts (demand forecasts), formulation of plansete. The arketing planning
committee finudises the marketing plans.

It was staled by the company that the purposes for which it made marketing plans were mainly
1o decide w attain its marketing targets, integrating different rarketing funcuons, providing sound
marketing decisions, aiding 0 planning finances, providing a basis for broad direction] corporate
plunning ete. .

Like wise, the company specified the period since it started muking formal marketing plans
although 1t was not sure of the exact period, but it was around the begianing {:flﬁe company i¢ [967.

Frame Work Of Marketing Planning ;

The marketing plans are prepared by the company both at aggregate leval as well as for each
branch. The marketing plan at the aggregate level is used for taking policy degisions on issues like
adverusing pohcies, personal seiling ete. The company marketing plan is drawgup by the markeling
department on the basis of inlormation recieved from the branches which are direcﬂy 1 touch with
the markel. After this the marketing plan is approved by the Marketiny Direclor together with the
marketing commitiee, Atter this the steps required to be taken 1o achieve the goals, the inputs to be
used for this purpose as well as the efforts to be made by specific functionaries and the tme period
when they are 1o be taken are planned for.

Information System ;

A well established information system department has been sci up. which is looked after by its
marketing research manager. Under this department the company keeps uncoliecting and analysing
information reluting L its external environment, competitors working position, its working position
and also analyses other pertinent information relevant to its operations. The same department
recieves information on & regular basis about the performance of its products from its branches and
dealers.

Besides collecting information relating to its own working through the internal sources of
information, the company ulso uses the information and reports publisned by various 1nstilutions
like the parent company’s reports, other international magazines, reports of the marketing research
LIOUpS ete.

The company also examines in detail the implication of the environmental factors, such as
cconomic, technological, cultural, societal and public policy and due weightage is given to them in
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farmulating marketing plans. For the purpose of markeling planning and decision making, the
company makes use of computers.

arketing Research :

The company was found to have been conducting marketing researches from ime to time in
B scientific manner. Some of the arcas in which it conducted such researches during the preceeding
five yearsincluded the following; consumer behaviour, sales forecasting, new product development,
pricing of the company products, international marketing, market segmentation etc. Though most
of the rescarches were conducted by the company through its own staff, the help of optside agencies
like the adverlising agencies were also taken, whenever and wherever it qualified @ be necessary.
The assistance was soughtin areas like advertising message and media selection. Ong of the reasons
as it was stated by the company for conducting markeling researches was 10 enable the company in
getting the right feedback and exactly know its strengthes and weaknesses as compared o ils
competitors in both sectors i.¢ private and public sector.

Marketing Planning Process :

The company has adopted a tormal marketing planning process as it has been méntioned earlier
frem around 1967, For 1ts formal and systematic marketing planning process the company has
adopted a five year period which 1s normally the case with most of the companiesin Kenya. For
implementing the long range plans, shortterm plansare prepared in the form of annual budgets. Both
long term and short term marketing plans are closely inter linked. This has becn done to integrate
the company’s long term activities with the actual operations. Thus, the long range marketing plans
are taken on rolling concept basis whereby itis subject to review and modifications during the budget
exercise wheneyer necessary. Thus this system provides both basic documents and guidelines for
the company to follow but at the same time provides adequate flexibility.

luthis case the company stated that the marketing planning processis initisted by the Markeung
Director at the head office. The whole exercise begins with an appraisal of the recentenvironmental
factors like the economic, technology, social etc. From this appraisal, broad generalisation and
assumption along with the corporate objectives and other major directions are issued o all people
concerned with the planning process. The people include the branch managers, the markeling
research manager, the sales mapager and customer service manager of the company.

On the basis of these documents, various divisions particulalry the marketing research
subdivision in exch branch carry SWOT ( strengths, weaknesses. opportunities and &lrea!s) analysis
for their specific areas. This analysts 1s done for the budget period (annual Cawc,ragdt Jus well as for
the succeeding tour years.

The branch manager formulates the branch budget and projections with the assistance of the
safes supervisor and salesmen, and successively presented to the Marketing biredtor at the Head
office. The Marketing Director atter due discussion and modification whenever negessary with the
brunch managers do agrec on the targets set. When the branch budgets are agreed upos, the Marketing
Director calls the marketing planning committee for their approval, then aficr their approval the
markeling plan is placed before the Managing Director for his final approvai, Afterithis it forms the
charter of operations andaction plans for the marketing department and also for the other departments
te follow in the financial year in the plan period.

Lise Of Marketing Models :

For the purpose of managing the marketing planning Junction in a syslematic manner and
e!fectively, the company stated that it had adopted marketng models for Liking decisions. Areas
covered by this company were pricing (pricing models) and promotion (promotion models). The
company explamned that these models were developed by the company executives.to suil difterent



circumstances and situations prevadling in the company.

Marketing Mix Strategy :

In order to know the degree of emphasis the company placed on difTerent elements of the
marketing mix in devising its marketing strategy, the company was asked 1o ;slale the level of
emphasis which it placed on various elements of the marketing mix. This was ot & four point scale
ndicating degrees like,"Little” ™ Fair” “Good ** and "High" emphasis (o product planning. "Good"
emphasis was given to three variablesof these included product distribution planning, product
advertising and personal seliing. As against this, "fair” and "little” emphusis was given to sales
promouorn, economic variables and service including after-sajes service,

PLANNING OF THE DIFFERENT ELEMENTS OF THE MARK QM

Produgt planaing ;

The company keeps aon making the required adjustments, producis modifications and
adgpation in its product-mix. The prime considerations are the profitability on the sales volume and
growth on safes. As part of this vital marketing-mix element the compuny keeps dn introducing new
products. Recently. the company has introduced new product which ook the company 1o Y2 yvears
ides generation 1o commercialisaton of the product. -

The company stated thut with regard to the introduction of new products itenjoyed the benefits
of sharing mlurmaiion, and research and development acliievements of its collaborators and
associated aproad. As such the company was able 1o introduce with immiense:success many new
products in the market both local and foreign without any failure.

The constuntintroduction of new products on the partof this company has apt been withoutany
directed eouls for s achievemenl. Besides the company's objectives of growth and augmented
profitability others were utilization of the excess capacity in production. offsefling obsolesence of
products, utilizing the matena! for high value use. maintaining and improving the company’s
pasition in the foreign murkets and taking the advantage of 1ts speciud fucilities and skills.

New products are tested 1n the market before being fulty launched. This activity s done through
the stockists and dealers of the company’'s products. The duration taken rangds from 2-6 moaths.
Through this activity the company stands a good chance to receive quite valuable information which
may be was not possible for it to receive through its marketing rescarch or in case the survey was
not done adequately. Relevantinformauon include attaining data and ini'o:*mati{on on potential sales
and profilability, acceptability of the product under typical markeling conditions, consumer
behaviour, identifying and correcting any weakness in the marketing planning.

Indicutors mainly used by the company Lo assess the effectiveness of the test marketing included
the following constant analysis of data and informaton relating to product shipinem 1o tcst markets,
volume of sales and profits, nature of sales and also conducts retail and stockdst audits. The other
highly and appreciated wchnigue in this respect is the utilization of the consumner panels,

Product Prunning

A formal periodic product review systeny has been set up by the company. Through this system
product auditis trequently conducted and if as aresult of this product audil as well as owing to other
luctors like (he break-even analysis, as and when the circumsiances permifted, others included
historical method of pricing for some products. Specific models were develgped by the company
for this purpose. The compuny stated that it tried to pass on the benefits of decreased cost, say on
secount of ingredients o its customers. 1thas been also staied by the company that it invariabiy tried
to cul down on costs by increasing its efficiency and also by improving the fechnology whenever
possible through transfer and adsptation of appropriaie technology. High pricihg sirategies for some
products termed as tuxuries and also indicating high quality products bas been adopted by this
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{ tompany, just to play with psychology of the customer. Hence pricing as a commugcating factor,
- cteates the image of the company.

Ristribution Planning ; }

So far as planning of the distribution functon is concerned, the company has J\la‘ a period of
time been abic (o develup a situation net work of dealers. This effort has enabled the company (o
reach s customers efficienty in all ws markets. The dealers earn commission and other suitable
incentives are alse given 1o the dealers on the basis of quarterly and annual sales performance.

The company stated thatit kept on monitoring the distribution systeni so that i ean achieve its
channels objectives. Some of these objectives were 10 have wider and intensive mirket coverage
t Keep distribuien cost elc.

o

Pealer Selection :

With the view to have intensive market coverage the company selects its dealers on the basis
of the availability of storage space. Other factors were service to be performied by chpnnel members.
both to the company as well us e the consumers/customers for instance providing publicity supporni
te the company’s products, display facilities, after sales service arrangement etc. Financial
cupabiities of the dealers, market coverage objectives of the company, customer expectations with
regard to products and channels regulation needs.

The physical distnibution objectives as stated by the company was (o ensure réguiar supply of
the products to the customers/consumers, to make new products readilyavailuble; to retailers and
customers, to effect stronger patronage by offering more than competitors in the way of service. to
cutprices through successfully reducing of physical distribution costs, 10 0plimise CUSIOmer Services.
Forthispurpose the policy followed by the company was to distribute its productsto a markets hence
adopting intensive distribution policy.

The chunnels ol distribution adopted by the company were both direct and indirect. In case of
diroct the compuny sold directly 1o governmental market, and insbitutions Iike schoals, companies
cte. For the indirect chunnel the company sold its products to the trade narket. The company stated
that at times it hures private lorries o disteibute the products 1o the dealers and wholsalers.

Yrequency Of Supplies @

Currendy, the company is supplying its products to the dealers on a fortnightlybasis. Inwmiving
atthisfreguency the factors that were taken into account by the company were, the péobab]e fesponses
of dealers, consumers and competitors (o the different frequencies of supplies thaticould be adonteil
by the company. Thispolicy was, however not rigidin as much as the company varied this frequency
10 suit the needs of the particular dealers at particular points of time. The above approach indicated
the extent to which the company was customer oriented.

Promotion Planninyg :

Being the pioneers in this field, the company had to create both primary ns well as special
demand for its luxury products. Tts promotion thrust has all along been agressiveias is borne out by
the extent of cxpendire that it has been incuring on its promotional function. In percentage terms
the company stated that such expenditure has been an average about (2-3%2 % }of its net sales.

The company has been using a scientific approach in determining its promotion budget on the
basis of objectives and tusk method and supplemented by the application of affordable method i.e.
the availability of the funds with the company. Other factors, are also looked imo for instance the
previous budeets, the degree ol the competitors promotion ceffort, the advuusmg gouls and also Lhe
stage of the product i its ife cycle.

‘The promaotion mix expendiure on advertising, personal selling and sales promotion 1s decidzd
on an arbitrary manner. |



Advertising .

Some ol the important advertising gouls pursued by the company during the preseding 5 year
were: Lo create customer awareness. 1o reduce selling expenses, o reach inaccessible customers, (0
counteract compelilive activity, o support the salesforce, not to loose identity with the public, 1o
encourage nemediate sales, 10 mantain its image as the leading company in the industry etc. The
company added that these goals are strictly followed.

The adverusing message s desgined by the advertising agencies, who selget the advertising
media too. Still the company stated that it had the sole mandate to reiect or acchL the advertising
message and media seleced.

The effectiveness of the advertising in this company is determined throught the sales volume.
In the advertising activity the company staled that it made use of both electronit and print media,
Incase of electronic media, radio and TV was used, while in the case of pring mediﬁ the company used
magazines such as Parents, Truclove, Executive, consumer digest, Viva, Finance,frradcand Industry
elc. However, the company stated that depending on customer targe! ;L was in a posilion 1o aller the
media used from time to tinie. '

Personal Selline

The company has territorial structured salesforce. Salesmen were vtulizgéd by the compuay
mainly for managing its accounts, collection and analysis of fynctions pcrforméd by the company.
Salesmen were Lo check that the retailers carried adequate stocks, made sufticignt number of calls
oncustomers giving optimum level of satisfaction to customers. to co-vrdinate the company and the
market, and to create demand for the company products.

The suies wiun (sales foree) amount o 14 in number, the compainy expkmnud that all these
salesmen are well experienced and weli versed with salesmanship.

The sates foree is usually recruited (rom the university graduates and other yoyngmen who have
acquired marketing knowledge and related courses from the leading prmtssiur@ institutions in the
country. The [irst prioity wus given 1o those with marketing qualifications. However. the company
provides on the job training tor the qualified applicants with no experience. The company clearly
stated that the recruitment pelicy of the company was a flexible vne.

Amuong the yualities and requirements the saleman is expected by the company 1o posses are
- the physical attributes (health, appearance, voice, dress etc.) the social qualities (courtesy,
refinement, good-mannerced, open mindedness, patience, ability 1o meet and move with the public);
human gualities (maturity, wetfulness, straight forwadness, loyalty): characigr qualities (honesty,
reliabifity ele.), knowledge of self, knowledge of the technigue of selling, knowledge of the product,
knowledge of the customers etc.

For the salestorce motvation in this company it was explained that the cempany used Straight
tine salary plus commission. and at times spread rewards are offered (o the salesmen who achieve
their sules targets successfully. Jtwas realised by the company management l.hatnlher salesmen were
indirectly motivated, in that they invarizbly increase their effort.

The company stated that it adopted different control techniques over the salesmen. These
include, personal contact dune by sales manager at the branch and alsc the marketing director goes
through these branches, sinve the company is fairly large, correspondence berween the salesmen and
the branch manager, reports are submitted to the sales department daily, weekly and ¢ven monthly
on a prescribed form, reports und salesman record performance is prepared in the sales office on the
basis of reports recieved from him. This report as it was stated by the corapany gives an idew as o
the number ol ofd customers lost, number of repeateg orders ete, sules quotgs, sales territories.

Sales Promolion :

The sales promotion activities were carried on by the company both ag the dealers and at the
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¢ustomers fevel. Atthe dealers ievel the company adopled schemes like speciul disp ': ys and shows,
dealer conlests, dealer premiums on the purchases made and offer free gifts etc. Atthe customer’s
level the company used various schemes of sales promotion such as coupons (a chit of stated value),
free gifts, cash discount, temporary price reduction, display in siores. :

The following were the objectives which the company kept in view through its various sales
promotional activilies, viz, Lo meet competitive challenges, 1 induce dealersto keep large stocks and
to sell alot of it, to induce opinion leader, to recommend the company’s products, 1o increase the
product rate of use among the existing users elc.

NManagement Philosophy and Development of Marketing Personnel. ;

The company’'s marketing executives at the top level are well qualified and experienced. To
illustrate this the Marketing Director has atiended a number of marketing programes locally and
internationlly. About V(0% of the marketing personnel have acquired bachelors dggree and other

proffessional courses, approximately 50% of these people had post graduate qualifications, such as

M.B.As (Masiers in Business Administration), MAs, MSCs ir textile and technolégy.

Besides these inorder to keep themselves up-to-date, the exccutives keep on atlending relevant
courses orgamsed by different institutions in kenya and abroad from time to lime. The company has
also established development programmes for its personnel within the company. :

Frequency of determining their sponsorship rate depended on the necd of the company and
availability of funds and also the availability of time and personnel suitable for the course.

The company stated that ils top marketing executives mainly the Marketing Director
participated inteaching managementeourses atthe universities and in other managemeni institutions
in the country. This actvity was done occassionally.

Top Management Philosophy :

The company uses the marketing-mix approach in the planning and implgnentation of its
markenng programmies The philosophy of top managementis marketing -orientation, The company
gave the following detination ¢

“Ours 1 o arrange all the activities of the company o the wne of the pievailing internal and
external environment and make sure that the company has satisfied the needs of customers through
proper market integration.”

Sqcietal Aspects ;

As far as the marketing concept being applied by the company to meet its soctid obligations the
compuany stated that it utilized 1t in areas. like; earning foreign exchange for the nation, impor!
subsitution, providing employment to the masses, personnel development and traiang, regular and
¢quituble distnbution of its quality products, adulteration etc.

Relative Position Yis-a -Vis the Public Sector Unit :

Un the opinton of the company it felt that it was the market leader, but stated that the public
company was placed in an  advantegeous position in the sense that it had support from the
vovernnent, irenjoyed governmental preferential treatmentinregard to the supplyof some materials
and alsoan the aliocation of foreign exchange.

The company inits thinking had an advante geous position vis-a-vis 1ts countgrpartin the public
sector inrespect of matters Iike use of Yatest technology, high brand loyulty uad a dedicated team o
proffessionih manawers. As against this, the company thought that the public sector unit suffered
from the disadvantages of inferior technology, poor quality of its products, low process of decision
making ele.
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A review of the performance of the marketing planning function in the above company, when
judged in the context of the factors studied for evaluating the management of marketing planning
runctionrevealshigh degree of sophistication, so far as the management of this fungtionis concerned,
Some of the significantindicators in this direction are the performance of marketing function as per
laid out poheies, application of models, existence of plans at different marketin'g levels.

Further, the company was found to be having a positive attitude towards the development of
its marketing personnel. Since the company had started the planning of its magketing function in
1967, it had succeeded in developing a comprehensive system as far as short-tegm and long-range
planning was concerned. _

With a view to gain an insight into the level of sophisticauon of marketing planning by this
company, it was found that the company scored over 0.90 and fell in the wp category of companies
having a “lieh” level of sophistication of marketing planning functien.

A COMPARATIVE STUDY OF THE UNDERTAKINGs IN THE TWQ QECTORS :

A comparision of the above two companies, one from the private sector and the other from the
pubiic sector does not reveal the existence of any clear cut superiority of one company over the other,
so far as the management of the marketing function is concerned. Sonie degree of sophistication has
however, been achieved by these companies so {ar as the planning of the individual elements of Lthe
maketing-mix was concerned.  But the public sector company scored over g counterpart in the
private sector in respect of 118 social responsibility which was operationalized t¢ a greater extent in
this case. '

When these two companies were compared on the basis of the marketing planning sophistica-
ton index 11 was found that « marginal difference of 0,18 existed between the performance of the
two comparics. The actual ratings were 0.73 in the case of the privale sector company and 0.55 in
the case of public sector company.,
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