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*
Preparation, Moarket Research

and Making a Sales Plan

Exporters,importers and forwarders have a lot to do in order to
compete effectively in foreign markets. This article shows how a compa-
ny check its resources, to find out what demand there may be for a
product or service and to keep itself well informed through market re-
search and market analysis. The strategy and tactics for making and oper-

ating a sales plan are also going to be explained.

- . Key terms: desk research market intelligence market share

cashflow forecast

For successful companies trading is about long-term survival and
profitability. To have a chance of success, all exporters, importers and
forwarders need to carry out an internal audit of company resources and
take a realistic look at their business in any of the following five aspects:
the actual competitive position the profit potential of their business, those
risks facing their business which could undermine profits the probable
impact of new technology and new products,and the probable arrival of
new competitors in the market.

All exporters  importers and forwarders will need to invest in commu-
nications, language skills,and time delay of cash receipts before getting, or
placing,any orders, or before becoming profitable.The allocation of invest-
ment in these three areas may vary as between exporting  importing and
forwarding, depending on the nature of the products,the countries con-
cerned and the contractual arrangements between the parties. But, neither

Bk bEiEgs O 1
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the exporter  importer or forwarder can avoid some of this investment.

Market research is a systematic and objective collection and analysis
of data,for the purpose of improving decision making and control jto en-
sure the most effective marketing of goods and services. Good market re-
search reduces uncertainty when marketing plans are made and monitors
performance when they are in operation.

The methods of market research follow a similar pattern for ex-
porters  importers and forwarders. There is a product or service. It is im-
portant to find out whether there is a demand for this product or ser-
vice,what form the demand takes and how best that demand can be
satisfied. However the emphasis may be different between an exporter an
importer and forwarder. An exporter will have a product or service for
which he is trying to find a demand in other foreign markets. An im-
porter will have found a demand for a product or service in his own
market,and will be looking for reliable suppliers from several foreign
markets. A forwarder will be finding out what key buyers of freight ser-
vices want and seeing how best to align his service accordingly.

In market research established methods should be followed. Basic
desk research' can be undertaken mostly from the office or in a refer-
ence library. Use can be made of students from a local college or busi-
ness school who could do some specific research for a company which
could also serve as a project for themselves. Market intelligence should
be gathered on a continuous basis from informed sources such as cus-
tomers, suppliers, company staff  visitors, chambers of commerce exhibitions
and publications. Active market research can be conducted in the select-
ed export or supplying markets by company travelers, distributors or ex-
ternal professional research organizations. The professional organizations
may be costly, but they have experience are more objective and are per-
ceived to have more authority than an internal researcher. Credit insur-
ance companies’ market knowledge also provide the exporter with the
ability to explore new business opportunities by using the credit insurance
companies’ extensive knowledge of the creditworthiness of im porters,
countries and trade sectors.

As far as active market research is concerned, the following four

2 © Interna tional Trade
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techniques can be used with different purposes. Continuous research is a
regular monitoring of performance use, purchase patterns and the
competitive purchase of goods. It is designed to determine trends and
changes of attitudes to goods and changes of competitive market share.
There are several ways of conducting this research actively. One way is
to visit a relevant market exhibition or seminar in the selected market.
Another for exporters is to take part in an export trade mission to a
selected market,or for importers,to meet an inward trade mission of
exporters from a selected market. = Chambers of commerce generally
organize these export and inward trade missions and can arrange for a
company’ s participation. Yet another valuable source of information is
any member of the company who travels abroad,provided he or she is
very specifically briefed about what the company wants to know. Ad hoc
research is an individual research project covering a particular marketing
issue. Qualitative research answers the questions “How? ”and “Why?”
about a buyer’ s motivations, beliefs attitudes and perceptions to products
or services. Quantitative research answers the questions “How many?” or
“How much?”to measure market facts,such as brand share,
competitiveness , different ages or social classes of users.

Whatever technique an exporter importer or forwarder uses, he
should specify clearly in a written proposal the details of his research
project. This should cover the background the objectives how the research
is to be undertaken what topics are to be covered,who the respondents
should be the timetable for the project and the budgeted cost.

Having considered the above methods of research or research projects,
market analysis should be done to assist both exporters and importers in
examining their own products and services. Their analysis will become
the basis of their export sales plan or of their import sales plan.

The company’ s forecast of sales depends on how successful it believes
it can be in making money reducing costs improving quality and gaining a
strategic competitive advantage,and whether it can provide the resources to
support such a sales forecast. The aim is to make a reasonable estimate of
the sales over a period, to forecast receipts from those sales and to set
working targets. It is notoriously difficult to forecast sales in a new market
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with any accuracy, but a forecast gives a yardstick to measure the results
by,so that the company can make adjustments to the forecast for the
following period,and so on. Even this process of adjustment and the
reasons for it will uncover and explain a lot about the market.

The essence of designing a sales plan is to concentrate the compa-
ny’ s resources where they could produce most gross margin’ based on
the forecasting done so far. The following is the outline of the planning
to be covered. First, growth targets of sales and market share should be
set for the short term and the long term. Second,specific plans and bud-
gets should be made for developing products,adapting products for export
markets  testing the product in the markets expanding production capaci-
ty,talking to banks about increased cash resources and how best to fi-
nance exports or imports, and staff training in all areas. Third,prospects in
the market are to be estimated.

In the stage of implementing the sales plan the manager will need
to control the field selling activities,set up the physical distribution logis-
tics,arrange the distribution channels and control the costs of each oper-
ation. He will also devise a plan of action and a set of priorities,which
may vary for different markets. The manager will combine the budgets for
the specific plans set out above into one total budget, which will show
how he will pay for his plan and make a profit from it.

In order to implement the sales plan,it is necessary to have a
constant feedback of results in order to analyze what is really happening
and whether there are any changing trends. Operating budget and
cashflow forecast can be used to monitor the business performance. The
budget is a projection of the trading: it is concerned with profit or loss
not with cash. The cashflow forecast is an estimate of the timing of cash
receipts and payments, through the company’s bank,over a period of
time. All cash to be paid or received should be shown  including capital
expenditure and loans received and repaid. The information which has
been carefully compiled,and which is constantly updated K must be used
to compare the actual performance of the business with the budget and
with cashflow forecasts. This monitoring of the cashflow should be done

daily or weekly but at least monthly to ensure there is the earliest

4 O Interna tional Trade
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possible warning of any difficulties. The company will also be anticipating

market demand and reacting to opportunity. By constantly monitoring the
business performance it will know what financial resources it has available
and how much of those resources can be put to use at any one time.

No plan ever survives its first encounter with the marketplace. Sales
will be better or worse than had been planned,to a small or large
extent. ~As a result of monitoring the budget and cashflow and of
feedback from the market,from the sales staff or from distributors it will
almost certainly be necessary to have to make adjustments to the sales
plan. Maybe there will have to be adjustments to the price or increases
or decreases to production. The financial effect of these adjustments can
be tested by using the computer spreadsheets for the operational budget
and cashflow forecast. Enter different “what if” changes and watch the
cumulative effect throughout the spreadsheet. This will suggest where
efforts should be concentrated to produce the best results from the
changes. There will be a cost in making any changes of deviating from
the plan through disruption to distribution or reprinting of promotional
material or visits to markets or in some other way. Therefore it is prudent
to think through all the implications of any changes before taking action.
It might also be necessary to consider the effects and costs of making no
changes. Whatever feedback from the market is contradicting the original
plan,any delay in making decisions will probably make matters worse or
increase the cost of the changes when eventually they have to be made.

The sales plan, with all its backup material ,calculations and reasoned
thinking,now enables the manager to have discussions with senior
management. He can show them how he can substantiate his plan and
the commitment of his staff to implementing it. He is also able to show
them how he can monitor the plan as it develops and make adjustments
to the plan in the light of what actually happens in the market. The
manager will now have the confidence to make his policy
recommendations.

= Words and Expressions

ad hoc /,eed'hok/ a. 4 3] ¢
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audit /o:dit/ n. v.

align /9'lain/ v.

notoriously /nou'torriosli/ ad.

yardstick /'jardstik/ n.

cumulative /'kjuimjulotiv/ a.

deviate /'dirvieit/ v.
disruption /dis'rApfon/ n.
contradict / kontra'dikt/ v.
backup /'baekap/ a.

substantiate /sob'staen[ieit/ v.

= Notes

1. desk research.% sk #F %

an official examination of the accounts of a business  so-
clety,ete. ¥ it , 4%k
to arrange in a straight line;to cause to come into
accordance or agreement with Hk sk, — 2% ;5 ¥ — 5%

widely and unfortunately known 7 &g 4544, 2 %08 %0

any standard of measurement or comparison A%/, 48
increasing steadily in amount by one addition after another
RARGY #3504

to be different or move from It % , 17 5

the act of throwing something into disorder %L

to be opposite in nature or character 4 ------ x &

spare ,reserve; supportive & JA & AZ4N g ; X Hah

to prove the truth of something 4 52 | # iE

2. gross margin; Bp gross profit £.4) 354 % A7 43R & A Fe ok A 128 RO AP 3R R

83 1. Comprehension

@z@@ﬁ@@@-

1. Work in pairs for the text structure and complete the outline with

what you get from the passage.

1) Preparation (para. 1~2)

In this stage,exporters,importers and forwarders need to

and invest in

2) Research (para. 3~8)

A:Research methods:

B: Active research techniques: , ,
3) Making a sales plan (para. 9~15)

A: The aim of forecasting of sales:

B: Four stages in sales planning: , , ,

and

6 O
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2. Answer the following questions briefly.

1) Why would a lot of money be spent before traders place or get or-
ders?

2) What’ s the difference between qualitative research and quantitative
research?

3) What’ s the role of a manager in implementing a sales plan?

4) How does a company monitor the implementation of a sales plan?

B 1l. Vocabulary
1. Read the following pairs of sentences carefully and discuss with your
partner the different meanings of the words in each pair.
1) backup
A: What backup do you have in case the power fails?
B: She kept a backup desk in a safe place.
2) document
A: The manager is studying the official documents concerning the sale
of this land.
B: The doctor documented the attack he observed in New York.
3) key
A: A forwarder will be finding out what key buyers of freight services
want.
B: The commercials should be keyed to the audience who will be
viewing them.
4) finance
A: The company would talk to banks about how best to finance exports
or imports.
B: Finance is a popular major on campus.
5) project
A: The postgraduates are assigned to complete four research projects in
this semester.

B: The campaign was projected to include all 50 states.

2. Complete each of the sentences with one word from the box. Change

the form where necessary.
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deviate substantiate  undermine forecast refine

align disrupt notoriously audit cumulatively

contradict  yardstick

1) We must ourselves with the workers in the struggle for
freedom.

2) At first,the drug does no harm but its effects are bad.

3)  Some from the regular readings on the campus were
due to the presence of metal objects.

4) The tornado (Jg#: X\) broadcasting along the entire
coast.

5) This is in complete to what you said before.

6) The accused can’t his claim in the court.

7) Heis a crazy driver.

8) Tests are not the only of academic achievement.

9) The house is unsafe since the foundations were by
floods.

10) He took part in the summer camp to his oral English.

11) The teacher that 95 percent of his students would pass
the College Entrance Examination.

12) The yearly takes place in each December.

L3 111. Translation

1. Translate the following passage from Chinese into English.

R T A e, BRI TP E— A R T
AT A s 1 A ax 2T 37y, R R A A TR L A AR sl 5 3 AR AT Y
FER LU Y i SRS BEER 3, JF IR LD S IR e T 7 A1
BRI . BEIREE L AR A2/ R ) Ry 2B B AT LR RE
PRSI TT , WAL AR — P 2T Y, DR ER eSS LR i)
PR A B e 2 oAb T 371

2. Translate the following passage from English into Chinese.

All exporters and importers will find that their competitors are in

the chosen market and will have to fight their way in probably at the

8 © Interna tional Trade



