





Analyzing the Marketing Environment








If you are going to develop a marketing plan for your organization, you must understand the environment surrounding the telecommunications sector in your country.  It is valuable to understand the various forces at work within the marketing environment which will affect your organization’s ability to meet the needs of the customers and realise profits. There is a distinction made between the micro-environment and the macro-environment, as each of these groups present different problems and opportunities for the organization.  We will look at each group in detail and then combine our analysis to understand the “big picture” of the marketing environment.  Take a look at the diagram below to get an idea of some of the many factors that make up the dynamic marketing environment.
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The Micro-Environment





The micro-environment consists of those factors located in the centre of the diagram: the company (or organization), suppliers, customers (or subscribers), intermediaries, competitors and various “publics”.  These dynamic factors affect the immediate environment of the organization and its ability to serve the customers.  Each of these will be outlined briefly below.  





�



The Company (or organization)


	


Perhaps the single most important factor in the success of a marketing plan is the attitude and the commitment within the company.  This means that everyone must be aware and involved.  The top levels of management must incorporate marketing as a strategy to achieve the goals and the objectives of the organization.  This idea would ideally be included in the Mission Statement and would be disseminated throughout the organization.  The attitude of change and focus on customer service are particularly important for the employees who are dealing directly with the customers, for it is these personal interactions that will solidify the telecom company’s position in the face of competition.  








The Suppliers


	


Suppliers are the companies and people who provide your organization with products such as telephones, fibre optic cables, phone lines and poles, and office supplies as well as any services that accompany the products.  Who are your suppliers, what types of products and services are they supplying, and at what price?  You need to be aware of the current relationship between your suppliers and your telecom organization. 





 It is important to analyze the different suppliers and the types of contracts that exist.  Often large organizations have negotiating strength due to the volume they are purchasing.  This concept is called economies of scale and could be a useful motivator for regional cooperation.  Is this a possibility for your organization?  In analysing the supplier, you must be aware of the types of equipment necessary, the quantities that you need, and the price ranges for such items.  How does your organization perceive advanced technologies, such as the Internet and call-back systems, which are growing rapidly; and who is supplying these types of services?








The Customers (or subscribers)


`	


They are the key to your organization’s success in an environment where competition and change are increasing.  You must get to know who the customers are and what types of products and services they need.  We have already discussed these issues in Paper Two: The Customer is the Focus.  You can incorporate the previous analysis into a general understanding of the marketing environment.  


  





The Competition


	


The competition is an important element of the marketing environment.  You should have a clear idea about this concept based on the previous discussion in Paper Three:  Analysing the Competition.   Who are the competitors?  What methods of communication are considered competition?  Where is the competition?  How much of a threat are they?  These questions will form some of the fundamental analysis of the competition in your own situation.  For example,  Telecom entities in African countries are undergoing significant changes, such as liberalisation (Ghana), privatisation (Uganda), and increased competition 





(Senegal).  Under these circumstances, the challenge to your organization is to learn to be competitive and have an action plan to ensure your continued success in the future.  One step in this action plan will be the marketing plan that we will develop.








The “Publics”


	


The “publics” are various groups that may have an influence (either positive or negative) on the organization’s ability to reach its objectives.  Examples include financial institutions such as banks, the government, the general population, and the company’s employees.  What are the “publics” that exist in your country and/or organization?  Changes within any of the “publics”  can influence the telecom sector in many ways.  You must be aware of these changes in order to benefit from them, to make adaptations to your organization, and to inform your customers.  For example, perhaps the government or banking policies toward telecommunication are evolving in a way which can effect your organization.  In addition, the general population (including all current and potential customers) are an important “public” who need to be aware of your company’s plans to better serve them.   





The internal public (or employees) is extremely important due to its interaction with the customers.  There is a certain amount of internal marketing that is focused on keeping employees informed of changes and keeping them motivated with information about goals reached and new projects.  Many companies have monthly newsletters which provide valuable up-to-date information for employees and interviews with managers from different divisions about the progress of company projects.  How does your organization motivate employees? 








The Macro-Environment


�Have another look at the Marketing Environment diagram and consider the outside areas.  These are the Macro-environmental factors which represent the general trends and forces shaping the country or region.  Such outside forces can rarely be controlled or influenced by the organization, but must be diligently monitored.  These include the demographic, political, and cultural conditions in the country as well as the economic, technological, and infrastructural challenges.  Each of these important factors is briefly outlined below.





�Demographic


�Demographic analysis looks at the general population and such characteristics as the growth rate, the changing household structure, and the influential geographical shifts from rural to urban settings.  How do these factors affect the telecommunication sector?  For example, as more women enter the workforce and people migrate to the urban areas for work, these situations place increasing pressure on the telecommunication sector to keep families in touch. In addition, these workers have an increasing willingness and ability to purchase telephones and telecommunication services. 








Political/Legal


	


What is the political and legal environment in your country regarding telecommunications?  This information can define the limitations of your work as well as the opportunities for future development.  If your country is pursuing a policy of liberalisation or privatisation, there will be new legislation to accompany these new forms of ownership.  Is telecommunications a political issue in your country and how does that affect your organization?








Cultural


	


What are the beliefs, values, and norms that help you understand your potential customers?  What is their attitude toward telecommunications?  What ideas among these will make a marketing plan more effective or less effective?  These are all questions that marketers must consider in order to make the best use of the resources available to reach the customers.  This type of information will also help your organization to provide the services that the people really want--not just want  the technology allows.








Economic


	


Marketers must be aware of the purchasing power and spending patterns of their customers.  Purchasing power is determined by the amount of money left over after the basic necessities are met.  What are the average levels of income of your potential customers and how much of this income are they willing to spend on telecommunications?  Spending patterns are determined by two factors: how people spend their money as well as how much they spend.  For example, how much money do people in your country spend on alternative forms of communication such as the postal services?  How much of this money could be reverted to telecommunications?  This analysis also undertakes the economic outlook and conditions of your particular country or region.








Financial


	


Although it is not mentioned in the diagram, a very real constraint and challenge for the development of telecommunications is the lack of adequate financing.  What is the situation in your country?  What types of internal and external financing are you dependent upon?�


�



Technological


	


What are the major technological innovations in telecommunications?  How will these affect your organization?  What role can your organization play in these advances?  Particularly in the telecommunications sector, this analysis can unleash major opportunities (cellular phones) or uncover major challenges (access to Internet, GSM, etc.).  Your organization must be aware of the constantly changing technological environment in order to shape your marketing efforts.  








Physical/Infrastructural


	


What are the specific infrastructural opportunities and limitations for the telecommunications sector in your country?  How quickly are infrastructures being developed in your country or region and how much does it cost?  Think about the role of your organization in expansion of the infrastructure and what type of goals have been set for development.








SWOT Analysis





Strengths and Weaknesses / Opportunities and Threats.  





A SWOT analysis is a useful tool for understanding the dynamics of the organization as well as the external environment.  The Strengths and Weaknesses analysis takes into consideration the internal or micro-environmental factors discussed above.  Each of these factors will be categorised as a strength or a weakness for the organization.  See the attached example for the type of factors and the scale of ranking in a typical Strengths/Weaknesses analysis.  





The Opportunities and Threats analysis looks at the macro-environment in an attempt to focus the organization on where it should be heading in the future.  Opportunities could be new technologies or new infrastructural developments that will increase your customer base.  Opportunities could also be new investors bringing in much needed capital and expertise.  This analysis allows you to build on the entity’s strengths and create new opportunities to reach more customers.  It is also very important to consider the threats, for example “call-back” services, that come from the external environment.  What are the biggest threats facing your organization, now and in five years?  You need to constantly monitor the types of threats your company faces and try to come up with strategies for dealing with threats.   


�



Example of a Strengths / Weaknesses Chart





�
Major Strength�
Minor Strength�
Neutral�
Minor Weakness�
Major 


Weakness�
�
Marketing�
�
�
�
�
�
�
1. Company reputation�
�
�
�
�
�
�
2. Market share�
�
�
�
�
�
�
3. Quality reputation�
�
�
�
�
�
�
4. Service reputation�
�
�
�
�
�
�
5. Distribution costs�
�
�
�
�
�
�
6. Promotion                effectiveness�
�
�
�
�
�
�
8. Employee effectiveness�
�
�
�
�
�
�
9. Geographical coverage�
�
�
�
�
�
�
�
�
�
�
�
�
�
Finance�
�
�
�
�
�
�
10. Cost of capital�
�
�
�
�
�
�
11.Availability of capital�
�
�
�
�
�
�
12. Profitability�
�
�
�
�
�
�
13. Financial stability�
�
�
�
�
�
�
14. Debt structure�
�
�
�
�
�
�
15. Financing sources�
�
�
�
�
�
�
�
�
�
�
�
�
�
Suppliers�
�
�
�
�
�
�
16. Relationship/


contract�
�
�
�
�
�
�
17. Economies of scale�
�
�
�
�
�
�
18. Ability to deliver on time�
�
�
�
�
�
�
19. Technological innovations�
�
�
�
�
�
�
20. Internal vs.External �
�
�
�
�
�
�
�
�
�
�
�
�
�
Organization�
�
�
�
�
�
�
21. Mission Statement�
�
�
�
�
�
�
22. Capable leadership�
�
�
�
�
�
�
23.Trained employees�
�
�
�
�
�
�
24. Training/motivation�
�
�
�
�
�
�
25.  Customer     orientation�
�
�
�
�
�
�



� For more information, please see African Telecommunications Finance Colloquium, BDT/ITU, 1996.
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