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This is not just a one-way process. Feedback from staff involved with
organising the company’s marketing tactics will be used to advise the
directors. Feedback from staff can help the senior managers or shareholders
to agree more realistic objectives.

Types of marketing objective

Marketing objectives depend on the aims and priorities of an organisation.
They can be categorised as follows.

Size

Size can be measured by sales or market share.

The objective may be expressed in terms of:

m a specific level of sales volume (e.g. Nestlé
trying to maintain KitKat’s sales volume of over
4 million bars every day)

m a percentage rise in sales revenue (e.g. Vodafone
trying to achieve an 8% rise in sales income
in 2008)

® a target percentage market share (e.g. BMW targeting a 6% market share of
the UK car market in 2008; Nokia targeting a 40% market share of global
sales of mobile phones for 2008)

m market leadership or a certain position in the market (e.g. ASDA and
Sainsbury’s both aiming to be the second largest supermarket in the UK)

® an increased number of outlets (e.g. Shakeaway aiming to increase its
number of shops by offering franchises in certain geographical areas)

Market positioning

This is concerned with a company’s appeal to particular market segments.

For example:

m rugby league trying to appeal to more market segments by targeting females,
spreading its geographical base from its northern roots by awarding
franchises to teams in London, Wales and France, and switching the playing
season from the winter to the summer, arguably to avoid direct competition
with the football season

m Starbucks targeting younger age groups

m Setanta bidding for a variety of football programmes, such as European
leagues, selected Premiership games and Blue Square Premier league games
in order to attract a particular market segment (young males)

Innovation/increase in product range

For example:

® Ben and Jerry’s introducing unusual flavours and names of ice cream in
order to maintain its reputation for individuality

m ‘3’ trying to achieve 100% of its sales from third-generation products
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A business will have

a limited range of
marketing objectives
so that it can focus on
its priorities. The list
of objectives here
should be treated
with caution as a
typical business will
select only a few of
them. The final
section, in particular,
is likely to be used only
by a business that is
trying to rectify a
problem, so it may

be unnecessary for
many firms.
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m the BBC aiming to increase the availability of its TV and radio programmes
through downloading via the internet
m Apple trying to integrate mobile communications more fully through the iPhone

Creation of brand loyalty/goodwill

For example:

®m McDonald’s aiming to maintain the golden arches as the most widely
recognised corporate logo in the world

m Specsavers aiming for a set percentage of ‘repeat’ customers

m Lush being able to set a premium price in comparison to other soap retailers
(partly by refusing to supply other retailers)

Security/survival

For example:

m car retailers trying to survive during an 11 % drop in monthly sales of new
cars in the UK in July 2008

m Lotto targeting (and achieving) an increase in ticket sales in 2008 after
6 successive years of declining sales

m Dixons moving exclusively to online retailing in order to improve cost effective-
ness and competitiveness (and rebranding its high-street stores as Currys)

Reasons for setting marketing objectives

Why do businesses set marketing objectives? The reasons for setting any

objectives are the same, regardless of the functional area being considered.

These reasons are:

m to act as a focus for decision making and effort

m to provide a yardstick against which success or failure can be measured

m to improve coordination, by giving teams and departments a common purpose

m to improve efficiency, by examining the reasons for success and failure in
different areas

Assessing internal influences on marketing objectives

Internal influences are those factors within a business, such as its workforce,
resources and financial position.

Corporate objectives

The overall aims of the organisation are a key influence
on functional objectives. The marketing department must
therefore ensure that its objectives are consistent with the
corporate objectives of the business. For example,
Harrods has always tried to maintain a reputation for
quality as a corporate objective. Consequently, the
marketing department must make sure that its marketing
objectives are based on quality.
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Finance

A business with a healthy financial background can afford to put more resources
into its marketing, and therefore can set more challenging objectives.

Human resources (HR)

Marketing objectives must take into account the size and capabilities of the
workforce. A motivated, efficient and productive workforce will affect
marketing. Marketing objectives such as higher market share and improved
reputation depend on the quality of the human resources within the business.

Operational issues

The operations management of the business is critical if it is seeking to provide
products at low cost or of high quality.

Resources available

In the long term, resource availability is closely related to the financial circum-
stances of the business. A business in a strong financial situation can purchase
whatever resources are required to achieve ambitious marketing objectives.

The nature of the product

This factor acts as both an opportunity and a constraint on marketing objectives.
The popularity of the product is the key factor. Organisations such as Sony have
earned a reputation for high-quality products in areas such as audio systems and
games consoles. This leads to considerable word-of-mouth advertising and
makes it difficult for competition to enter the market. Consequently, Sony is
normally able to target high market share as one of its marketing objectives.

@ FILE

Green Baby

Jill Barker, founder of Green Baby, set up her first outlet in Islington, North London
because ‘We were in the kind of area where mothers cared about green issues.’

The nature of the product was one that appealed to mothers living in that part of
London. This allowed Jill to set marketing objectives that involved high levels of
growth and a successful expansion of Green Baby. Having expanded into mail order
and supply to other ‘green’ stores, Green Baby now has a mailing list of 50,000
customers and its products are distributed to 250 stores. It has also expanded from
one retail outlet to five outlets, including one in Taiwan. Within 9 years of start-up,
the business is estimated to be worth £3 million.

Source: adapted from an article by Anna Shepard in The Times, 7 August 2007.

Assessing external influences on marketing objectives

External factors are those outside the business, such as the state of the
economy and the actions of competitors.
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Market factors

The growth or decline of a market will have a major impact on a
business’s marketing objectives. Organisations such as Facebook can
set ambitious growth targets because social networking is becoming
more popular, so the market is growing. However, DVD manufacturers,
which fairly recently were in a growth market are now more likely to
be setting survival targets than ones based on high growth and profits.

FOTOLIA

Competitors’ actions and performance

If the market is highly competitive, such as dairy farming, it is difficult for an
individual farmer to achieve a high market share. For this reason, many farmers
are now starting to target niche markets, such as sales through farmers’
markets, in which there is less direct competition.

Technological change

Technology is a major cause of rapid changes in consumer tastes and markets,
and therefore can make it more challenging for a business to set realistic
marketing objectives. Businesses that can use technology effectively in their
marketing, as Amazon and eBay have, will benefit from increased growth and
an ability to set and reach ambitious marketing objectives.

Economic factors

This is a very important influence on marketing objectives for most businesses.
Detailed coverage of economic factors is provided in Chapter 21, so the following
passage briefly illustrates two examples of their influence.

m Growth in the economy. If the economy is growing rapidly, customers will
be purchasing more products, and therefore higher targets for sales and
prices can be included in the business’s marketing objectives.

m The exchange rate. If the pound has a high value against the dollar this will
encourage UK tourists to visit the USA, allowing businesses to target higher
sales levels.

Suppliers

The efficiency, cost effectiveness, quality, reliability and flexibility of suppliers
will all influence the ability of businesses to meet the needs of their customers.
A supplier that provides cost-effective products of high quality will help a
business to achiever higher sales and higher prices.

Other external factors

There are many other external factors that influence the ability of a business

to sell its products, and therefore its marketing objectives. Two examples are

noted below:

m Political factors. Government policies and pressures on issues such as child
welfare and obesity have led to the advertising industry introducing voluntary
restrictions on advertising during children’s television programmes.
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m Legal factors. Legal requirements can act as a constraint, as in the case of
the ban on cigarette advertising on television. They can also act as an
opportunity: for example, the need for greater safety has led to the growth
of businesses providing safety equipment and training.

e EXAMINER’S VOICE

The factors considered above are a summary of the influences on a business’s marketing, and therefore on its
marketing objectives. In the examination itself look carefully at the case study and try to pick out the key factors
that are relevant to the organisation. This approach will enable you to apply your answer effectively.

The corporate objectives of the T company HP are reproduced in brief below.

Corporate objectives

Customer loyalty: to provide products of the highest quality and value to customers.

Profit: to achieve sufficient profit to achieve our other goals and to create value for our shareholders.
Market leadership: to grow in our chosen fields.

Growth: to view change in the market as an opportunity to grow and use our profits and ability to
develop innovative products.

Employee commitment: to value their contribution and help them to gain a sense of achievement
from their work.

o Leadership capability: to develop leaders at every level.

o Global citizenship: to be an economic, intellectual and social asset to each country and community.

Source: www.hp.com.

Question
Using the five categories of marketing objectives analysed in this chapter, identify suitable marketing
objectives to enable HP to achieve its corporate objectives. Give reasons for your choices.

Total: 45 marks (40 minutes)

1 Place the following in the correct order: marketing strategy, marketing objectives, corporate
objectives, marketing aims, corporate aims. (5 marks)

2 What is the difference between a corporate objective and a marketing objective? (6 marks)

3 In Chapter 1 the concept of SMART objectives was introduced. Give six examples of SMART
marketing objectives. (6 marks)

4 What problem might arise if a firm’s marketing department ignored its corporate objectives? (4 marks)
5 Analyse two reasons why a printing company would set marketing objectives. (6 marks)

6 Identify and explain three internal factors that might influence a fashion retailer’s marketing
objectives. (9 marks)

7 Identify and explain three external factors that might influence a fashion retailer’s marketing
objectives. (9 marks)
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Total: 15 marks (15 minutes)

easyCar.com is run in the same way as easyJet. Customers are offered a very basic, low-cost service at
a very low price. easyCar.com is an example of how much an organisation’s corporate aims can limit
its scope for marketing strategies. Its philosophy is based on minimising costs through eliminating
unnecessary expenditure. This allows the firm to charge low prices to customers. Marketing costs must

also be minimised.

Questions

1 Select two marketing objectives that would be unsuitable for easyCar. Explain why you consider

them to be unsuitable.

(6 marks)

2 Select three marketing objectives that would be suitable for easyCar. Analyse why you consider

them to be suitable.

(9 marks)

CASE STUDY 1 Tesco’s marketing objectives

One of Tesco’s key corporate objectives over the last

10 years has been sales growth for the company as a

whole. In order to achieve this objective, Tesco decided

to set the following marketing aims:

e to grow the core UK business

® to become a successful international retailer

® to be as strong in non-food as in food

e to develop retailing services — notably Tesco
Personal Finance, Telecoms and tesco.com

Table 7.1 shows certain marketing objectives that Tesco
has set in order to achieve its corporate objective of
market growth.

Table 7.1 Tesco’s marketing objectives

As recently as 2004, Tesco chief executive, Terry
Leahy, indicated that overseas sales figures would
eventually overtake UK sales, but indicated that ‘this is
some time away’. Despite this recent comment,
overseas sales have grown much faster than UK sales
and represent 62% of Tesco’s total sales. However,
targets for overseas store growth were not achieved in
Europe and Asia in 2007/08 as external factors made
trading conditions more difficult.

Leahy had also played down talk of entry into the US
market, saying: ‘We’ve looked at it for 22 years and never
made a move. It’s a big and competitive market and
would be a big effort. Tesco is busy with its present

objective and strategy, which

Actual level is creating a lot of growth.
Targetfor achievedin  Targetfor We would need to be sure
Marketing objective 2007/08 2007/08 2008/09 that we had the spare
% growth in sales volume in the UK 2.5% 2.0% 2.0% resources needed to tackle
% growth in sales value in the UK 4.5% 3.9% 4.5% the US market.” Despite
% growth in sales value through new stores in the UK 4.8% 2.8% 6.7% these comments, however,
Overall % growth in UK sales value 9.3% 6.7% 11.2% Tesco did make a relatively
Number of UK stores 2,106 2,115 2,327 sudden decision to enter
Number of overseas stores 1,716 1,614 2,265 the US market, opening 53

Adia 900 314 1101 stores in 2007/08. .
Europe B o BE] _There was a dlﬂferelj\t
picture elsewhere. In Asia

USA 0 53 203

the number of stores grew
% growth overall 10% 1% 15% but the final total was short
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of the target by 86 stores. A similar pattern emerged in
Europe where, despite growth, the number of Tesco’s
stores was 69 below the target.

Tesco’s 53 US stores meant that the number of
overseas stores opened only fell short of the target by
about 100 stores. Despite financial losses in the USA in
the first year of trading, rapid growth in the USA is
being targeted for 2008/09, partly because Tesco
believes that these additional stores will improve the
efficiency of its operations.

Tesco has adopted very different objectives in
different countries. In South Korea it has entered a
joint venture with a Korean multinational electronics
company, focusing on large-scale hypermarkets. In the
USA, as with its Japanese operations, it has decided to

Chapter 7

Understanding marketing objectives

concentrate on small-scale local retail outlets. In Japan
this involved the takeover of an existing chain of
Japanese stores; in the USA, Tesco introduced brand-
new stores.

Tesco is targeting (and achieving) 25% growth of
non-food items — a much higher percentage than its
overall growth target. This target is being surpassed in
toys, sports goods and electrical products, but
financial services and telecommunications are experi-
encing slow growth.

On the basis of recent market trends, tesco.com is
expected to match or surpass its current 30% growth
rate.

Sources: www.tesco.com and Tesco annual reports, 2006-08.

Preliminary questions

Total: 25 marks (30 minutes)

1 Analyse why Tesco has chosen to focus on small, local stores in Japan and the USA rather than

on larger stores.

2 Analyse internal factors that might have influenced Tesco’s marketing objectives.

(8 marks)
(8 marks)

3 Examine factors that might cause Tesco to change its marketing objectives suddenly, such as its

decision to enter the US market.

(9 marks)

Case study questions

Total: 30 marks (35 minutes)

1 In 2007/08 Tesco failed to achieve the majority of the marketing objectives shown in Table 7.1.

Discuss the possible effects of this failure on the ma
for 2008/09.

rketing objectives that it decided to set
(14 marks)

2 Evaluate the extent to which Tesco is making good progress towards the four marketing aims

described in the opening paragraph.

(16 marks)

CASE STUDY 2 Marketing objectives in practice: Halfords

The main marketing objectives of Halfords in 2007 and 2

listed below. Each objective is followed by a brief commentary
on Halfords’ performance against that marketing objective.

® Sales growth in all three key categories: car maintena

enhancement and leisure. Growth achieved in all three areas

for the twentieth consecutive year, averaging 7.2% and
surpassing the target of 7% growth.

Retain market leadership in the three key categories.
leader in all three categories in 2007/08.

Maintain market share for bicycle sales in the U
market share achieved.
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e Continue expansion of the number of stores. Target
of 450 stores reached in 2008.

e Introduce new products that allow customers to
purchase with environmental considerations in
mind. Introduction in 2007/08 of a range of car
cleaning products under the ‘Naturals’ brand. These
products are water-based and biodegradable.

e Introduce new brands in growth areas. New brands
have been successfully added to the range, mainly in
the areas of satellite navigation systems, in-car digital
music, specialist bicycles, and additional ranges of
accessories, such as specialist oils.

e Support product sales with service. The ‘we fit’
and ‘we repair’ services have grown by 13% in 2007
to 1.3 million customers.

e Improve corporate image, in respect to environ-
mental impact. Halfords is increasing the use of rail
transport, as opposed to road transport, reaching its
2007/08 target of 40% of domestic shipments going
by rail. The use of air transport has also been
reduced by 64% in a single year.

These examples illustrate how vital it is that businesses

review their performance against their objectives on a

constant basis. Halfords had a successful year in

2007/08, achieving all of the marketing objectives it

had set the previous year. However, as a result of close

scrutiny of its marketing achievements it has decided to

focus more fully on three areas in which high levels of

success were achieved. These are:

® expansion within eastern Europe, especially the
Czech Republic

e greater use of mezzanine floors within its super-
stores, focusing on its bicycle division (Bike Hut)

e greater emphasis on its fitting and advisory services,
in order to create greater customer satisfaction and

brand loyalty

Halfords has used its marketing objectives and
performance to establish new priorities and objectives
for the future, so that it can continue to perform well
in its marketing.

Source: Halfords plc annual reports, 2007 and 2008.

Preliminary questions

Total: 10 marks (15 minutes)

1 Analyse why it might not necessarily be beneficial for Halfords to have set marketing objectives

that were all achieved with relative ease.

(4 marks)

2 Identify two possible corporate objectives that might have led to Halfords’ marketing objectives.

Explain your reasoning.

(6 marks)

Case study questions

Total: 30 marks (35 minutes)

1 To what extent might Halfords’ focus on the three areas in the final paragraph help it to achieve

its marketing objectives?

(14 marks)

2 Discuss the extent to which external factors have influenced Halfords’ marketing objectives and

its ability to achieve those marketing objectives.

(16 marks)
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