
 

Marketing plan for The Eden Garden Tools
Company Ltd: 2010–2014

The outline marketing plan presented here is an illustrative example
based upon a hypothetical company, The Eden Garden Tools Company
Ltd, which manufactures specialist gardening products and markets
them to amateur gardeners both in the UK and in the European
Union.

The context of the plan is that of the recent recession and how a
small private limited company (essentially a family business) can face up to difficult market and
competitive conditions through undertaking marketing planning and producing and imple-
menting a marketing plan. The scenario for development involves sales growth from both new
products and new customers as a basis for attracting external finance from venture capitalists.
The plan has been produced for a five-year period, which provides an alternative step towards
setting out a successful future for the business without having to go the whole way and pro-
vide a plan for a 5–7-year exit strategy as the new investors originally required. The main issue
underlying the plan is the lack of marketing understanding of the current management and the
need to adopt a more customer-focused basis for the company’s future success. The current
deficiencies of planning and focus need to be remedied if the business is going to face up to
the challenge of emerging from the recession and going forward on a successful footing.

The sample outline plan constructed for Eden Garden Tools is in very broad terms based on
the structure presented in Chapter 1 of the text. However, it is important to understand that
this is by no means the only framework that can be adopted and that balance of marketing 
plan structure and content (including appendices) should reflect the circumstances of the
organisation involved.

BACKGROUND

With a retail turnover of over £5 billion a year, the UK gardening industry is a buoyant and growing 
market. The market has enjoyed good growth over the last 10–15 years, not least as a result of changes
in lifestyle and disposable incomes. Socio-economic conditions have worked in favour of the gardening
industry with an increase in home ownership, higher disposable incomes and an ageing population.
What’s more, consumers are becoming better informed gardeners and are more demanding, requiring
better service and value. Gardening is even – dare we say it – becoming increasingly fashionable. The
popularity of the grow-your-own movement is testament to the public’s increased interest in their 
environment, the garden as a refuge and a greater desire to connect with the earth.

Horticultural Trades Association, 2009

Eden Garden Tools is a small player in an industry which is becoming increasingly polarised,
with large multinational manufacturers dominating mass-market, branded sales together with
a proliferation of cheaper non-branded and retailer-branded low-cost alternatives manufactured
in the Far East. The firm requires a strategy to come out of the recession which will give it a
platform for growth and development. It produces specialised equipment that differentiates its
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offer from the mainstream, and regards itself as the most innovative player in the industry. 
It already has a good export presence, which will need to be extended, as will the range of
products that the company produces. It also needs to identify and enter alternative markets to
those that it currently serves at home.

Having recognised its marketing shortcomings in recent years Eden Garden Tools has appointed
a marketing manager, Umar Sayeed, and tasked him with producing an outline marketing plan
to be presented to the venture capitalists. However, he has only a limited amount of resources
and time to do this, so the shape and content of the plan will reflect this, as indicated below.
Once the outline plan has been presented to the potential investors, Umar and the other senior
managers will need to provide a much more detailed assessment of what marketing they 
have planned over the coming years so that they have a blueprint for the future of Eden Garden
Tools.

1 EXECUTIVE SUMMARY

The Eden Garden Tools Company Ltd is a small garden tools and equipment producer based
in the UK. It has been operating for 15 years and has developed steadily over this period
through the manufacture and supply of innovative products targeted at specific customer
groups with particular requirements. This includes ergonomically designed tools for those who
find gardening difficult and the Slick Mower, which is designed to deal with uneven lawns.
Although the company has been reasonably successful in UK and international markets as 
a result of the trend towards greater participation in gardening, growth has slowed in recent
times due to the onset of the credit crunch and the economic recession.

The owners of the business have identified that they need to undertake business development.
They have recruited some key personnel to do this and have put together an outline plan to be
presented to potential investors in three weeks’ time. The plan provides a background to the
situation, the business, the industry and its main drivers. The strengths and weaknesses of Eden
Garden Tools are identified, together with market opportunities and threats.

A strategy for development is presented based upon the company differentiating its offer and
brand in terms of innovation and carefully targeted segmentation strategies, which provide 
a platform for significantly increasing its global presence. The business has integrated a new
commercial product into its planned portfolio in addition to launching a revitalised range of
hand tools and a separate sub-brand targeted at children.

A broad set of marketing-mix activities has been proposed over a five-year timescale to achieve
the marketing objectives set out in the plan. Implementation factors associated with funding
the plan and the necessary structures, responsibilities, and monitoring and control approaches
are considered in the context of the planning process for Eden Garden Tools.

2 ORGANISATIONAL STRATEGIC POSITION

Eden Garden Tools’ mission is to deliver innovative gardening products to a range of customers
and to create a love of gardening amongst its user base, whatever their age or personal cir-
cumstances. In so doing it will be a profitable business that will provide long-term value to its
shareholders and sustain this through growing its market share both at home and internationally.

The company will strategically differentiate its offer from its competitors by meeting the needs
of specific target customer groups through providing them with benefit-based gardening 
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solutions. It will achieve this through building the brand and its sub-brands and expand its focus
from the UK and Europe into a wider international sphere.

The values of the company are to positively support gardening as a worthwhile pastime and
form of exercise for all individuals and to support the horticultural and agricultural industry in
general as important contributors to local, regional, national and international economies.
Eden Garden Tools therefore has a stance that is supportive of environmental sustainability and
will always endeavour to behave in an ethical way with regard to its customers, employees and
the wider community.

The company recognises that customers are key to its success and that satisfying their needs
will be achieved only through harnessing the skills of its valued employees. On this basis the
company has the following vision as the focus of its future development:

‘The Eden Garden Tools Company Ltd will be the leading company in horticultural innovation
in the UK. This will be achieved by a policy of continuous innovation, coupled with sound engi-
neering and a focus on customer need, whether for the amateur gardener or the professional
grower.’

From its current position the company intends to achieve these general corporate objectives:

l Reduce its debt/equity ratio by 5 per cent per annum over the next five years.

l Increase total sales turnover by 40 per cent in two years.

l Achieve a break-even position on UK and European business by mid-2011 and a 20 per cent
profit margin on sales in these markets by end 2012.

l Generate 10 per cent of sales from non-UK and European markets by end 2012 and increase
this to 20 per cent in five years.

l Over five years achieve 90 per cent brand awareness of Eden Garden Tools in its consumer
household segments in the UK and Europe, and 60 per cent in its business-to-business and
professional markets.

l Actively promote through its brand position the sustainability and health advantages of 
gardening to the wider community and emphasise the inclusive nature of gardening as 
a pastime for anyone.

l Stress the importance of horticulture and agriculture industries to the economy and promote
Eden Garden Tools as a supporter of their success through its innovative business solutions.

3  SITUATION ANALYSIS: EXTERNAL AND INTERNAL MARKETING AUDITS

3.1  External analysis

The market for Eden Garden Tools’ products can be broadly defined in terms of garden tools
and equipment and includes lawnmowers, other powered tools, hand tools and watering 
products (hosepipes, etc.).

3.1.1  Market analysis

Domestic market

According to Key Note (2009), consumer spending on garden equipment and tools in the UK
was approximately £851 million in 2008, which had risen from around £753 million in 2004. All

Z01_BLYT4711_01_SE_APP.qxd  3/18/10  14:59  Page 241



 

242 Marketing plan for The Eden Garden Tools Company Ltd: 2010–2014

categories of the market grew over this period at a rate of 3.5 per cent per annum, although
there was a slowdown in 2008. The more expensive items including lawnmowers and power
tools were worst affected as the market growth rate started to level off.

Of the total market sales in 2008, lawnmowers contributed £378 million (44 per cent), power
tools £326 million (38 per cent), hand tools £86 million (10 per cent) and watering products 
£61 million (8 per cent).

The lawnmower market has three main product categories: hand-propelled mowers, petrol-driven
mowers, including ride-on mowers, and electrically powered mowers. Electric mowers are the
most popular type, outselling petrol-driven models by around two to one; 90 per cent of sales
in the electric category are made up by hover mowers. The sector is highly fragmented, with
more than 30 manufacturer brands, plus retailer own brands. Weather is a crucial influence on
lawnmower sales, with good weather in the spring and early summer leading to greater demand.

Power tools follow a similar pattern of demand and can be broadly categorised into three main
types: tidy-up machines including blowers and shredders, etc., cutting and edging products,
such as strimmers, shears and saws, and lawn-care products such as electric lawn rakes and 
scarifiers. The market is again fragmented, with a large number of suppliers, but it is dominated
by major players Black & Decker and Bosch.

The hand tools sector is made up of low-technology items that have long life cycles. Market
penetration is high – most households have at least one product such as a trowel or a fork –
and the market is mature, with a large number of suppliers producing a range of items.
Previously well-known brands have lost their share of the market to retailers’ branded and non-
branded, low-cost imports. A recent development has been the introduction of ergonomically
designed products that can reduce strain on the back.

Water equipment includes hoses and related items. Hozelock is the market leader, but Asian
non-branded, low-cost manufacturers are increasing their share of the market. Growth of this
market has been hampered by high rainfall in recent years and the UK climate precludes 
significant growth compared with other countries with warmer climates and lower rainfall (e.g.
the US and southern Europe).

Customer analysis

The TGI (2008)1 report on ownership of gardens and allotments shows that 85 per cent of
adults in the UK have gardens and 2.5 per cent have allotments, so the potential market is
large. More older people have gardens, with 55–64 year olds being the main target group in
terms of size, although 88 per cent of all adults aged over 35 have gardens. Social grade is 
not an important consideration in garden ownership, with all groups having at least 75 per cent,
yet ABs tend to be over 90 per cent. Allotment ownership is higher in the C2s and lower in 
the E social grade group. London-based consumers are the lowest in terms of garden 
ownership.

With regard to specific product ownership, around 60 per cent of adults own a lawnmower,
with a greater number among older people. There is a relationship between the younger first-
time buyer 25–34 age group and those buying a new lawnmower, although older customers
clearly buy replacement mowers and these are more prevalent in the higher social grades.
London has the lowest penetration of lawnmower ownership.

1 Target Group Index (TGI) (2008), survey on ownership of gardens and allotments (Ealing, London: BMRB International).
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Garden tools are owned by over 54 per cent of adults. Strimmers and hedge trimmers have
more than 25 per cent ownership penetration, but there is low penetration of other products,
which suggests there is potential for market penetration and development in this area.

In terms of spending, most people spend less than £100 on a lawnmower and less than £50 on
other garden equipment items, which indicates that there is potential to sell higher-priced
items particularly to better-off consumers and those seeking added value from the product in
terms of benefit.

Analysis of buying by children under 15 is not available, although it can be assumed that this is
undertaken on their behalf by parents or relatives buying as gifts.

The HTA Gardening Continuum profiles the UK population by gardening interest and likeli-
hood to buy or do some form of gardening. The Continuum identifies the following five broad
types of gardener:

Category of 
gardener

Very keen 
gardeners

Quite keen 
gardeners

Marginal 
gardeners

Not keen 
gardeners

Definitely 
hostile

Unavailable

Source: The Horticultural Trades Association’s Garden Industry Monitor.

Description

Those who positively enjoy gardening, are interested and
knowledgeable and spend time pursuing what is really 
an established hobby.

Those who claim to be quite interested and who make a positive
claim about enjoyment. Although they actively work in their own
gardens, they do not express a desire to increase the amount of
gardening that they currently do.

Those who do some gardening, are not hostile to gardening and
express a willingness to do more.

Those who do some gardening, but do not wish to do more,
coupled with negative attitudinal responses indicating that the
gardening undertaken is not because it interests them. Largely
those who see gardening as a chore.

Those with a place to grow outdoor plants who do very little or no
gardening and who have totally negative attitudes to or interest and
enjoyment in gardening, with low knowledge and absolutely no wish
to do more.

This group do not lack interest in gardening nor do they lack
knowledge. However, they do little or no gardening, possibly due to
insurmountable obstacles such as health or domestic responsibilities.

Proportion of the 
UK population

13 per cent

11 per cent

30 per cent

27 per cent

16 per cent

3 per cent

Overseas market

UK consumers spend more per head on gardening than consumers in other countries. In the
EU, the French spent around £6 billion on garden products in 2008, while the Germans spent
around £9 billion. The total retail market for garden supplies in the EU is estimated to be worth
around £50 billion (Key Note 2009). However, the US is the largest single market in the world,
with sales of garden products worth around £55 billion. Many of the trends seen in the UK are
also evident in other markets. These include the impact of recession, the influence of garden
reality programmes and increasing interest in growing fruit and vegetables.

Z01_BLYT4711_01_SE_APP.qxd  3/18/10  14:59  Page 243



 

244 Marketing plan for The Eden Garden Tools Company Ltd: 2010–2014

International trade statistics do not distinguish between products destined for retail sale to
individual gardeners and those that are acquired for commercial use, such as on golf courses or
recreation grounds, or for use in agriculture and horticulture. Yet the data identify a general trend
and show that the penetration of imports is increasing, particularly from low-cost producing
countries which are not faced with technological barriers to trade in this market.

3.1.2  Market drivers

The main drivers of the market in the UK include the following:

l The media. TV and radio programmes, magazines and newspaper sections have for many
years supported the growth in popularity of gardening and this has been boosted by 
garden makeover TV programmes over the past 20 years or so. The market for garden 
products has been spurred on by this increasing popularity.

l Grow-your-own activity. Growing fruit and vegetables has become more popular for various
reasons, including the onset of economic hardship leading to more demand for allotments
and the growth in vegetable seeds. Growing food has also become popular as it is seen to
be sustainable, healthy and better for you. Gardening is also seen as a cheap and product-
ive form of leisure activity.

l Effects of the weather. The weather is an important factor in driving the demand for garden
equipment. Recent poor weather in the spring and early summer has had a negative effect
on garden equipment sales.

l Impacts of the economic and housing market downturn. Expensive gardening equipment is
sensitive to both the economic climate and the state of the housing market. Poor perform-
ance on both these counts has led to a decline in the sales of gardening equipment. People
are not buying new equipment but are keeping their old machines and tools longer.
However, they are investing in equipment to enhance the sale of their property or to main-
tain their new gardens, particularly in the case of first-time buyers.

3.1.3  Competitors and intermediaries

The garden products industry is highly concentrated and dominated by a number of important
established brands with good consumer awareness, particularly at the top end of the market.
There has also been recent significant growth in the provision of low-cost imports from the Far East
and some of the major manufacturers have shifted their production to low-cost overseas bases.

Estimating the number of manufacturers of garden equipment is difficult as the market is highly
polarised and fragmented. The Garden Industry Manufacturers Association lists 7 suppliers of
garden machinery, 19 suppliers of garden tools and gloves, 30 suppliers of garden equipment
and 12 suppliers of watering equipment. The Agricultural Engineers Association also lists 
25 lawn and garden equipment manufacturers.

A further branch of the industry covers horticulture. The Commercial Horticultural Association
represents manufacturers and distributors of items to commercial horticultural growers
throughout the world. The Horticultural Trades Association represents 1,600 businesses and
2,700 outlets whose members comprise retailers, growers, landscapers, service providers, 
manufacturers and distributors of garden materials. Retail membership includes specialist retail
nurseries, the vast majority of independent garden centres, garden-centre chains and some DIY
and high-street multiples.
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The main manufacturers of garden tools and equipment include:

l Black & Decker (manufacturer of powered gardening products)
– lawnmowers, lawnrakers, shredders, blower-vacs, strimmers and hedge trimmers

l Bosch (manufacturer of powered gardening products)
– hedgecutters, shredders, chainsaws, line trimmers, pressure washers (Bosch), lawnmowers

(Atco & Qualcast)

l Fiskars (manufacturer of garden-cutting tools)
– shears, secateurs, hedge trimmers and lawn-care products (also Wilkinson Sword brand)

l Hayter (manufacturer of grass-cutting equipment)
– lawnmowers and hedge trimmers; commercial-sector products

l Husqvarna (manufacturer of powered garden tools)
– lawnmowers, hedge cutters, chainsaws

l Spear & Jackson (garden tools manufacturer)
– hand tools and other equipment

l Wolf (manufacturer of garden tools)
– hand tools, lawnmowers, hedge trimmers and scarifiers.

Distribution channels

Distribution of garden equipment is extremely concentrated through multiple retail DIY outlet
businesses (60 per cent). Garden-centre chains and smaller independent garden centres 
(20 per cent) also play an important role as distributors in local and regional markets. There is
a good proportion of trade that goes through mail-order and catalogue distributors (12 per cent)
and other outlets including hardware stores and garden-machinery specialists (8 per cent).

3.2  Internal analysis
The company’s internal situation is difficult to assess in detail in the short period of time avail-
able so a basic structure was adopted.

3.2.1  Products

The current product portfolio comprises the Slick Mower and a range of tools produced for use
in specialist markets. The Slick Mower is starting to see a levelling off of sales and is approach-
ing the peak of its product life cycle, so is in need of a significant upgrade if it is to continue to
generate revenues for Eden Garden Tools to invest in other areas. The rest of the portfolio has
many products starting to approach maturity, but no emerging products which are going to
generate good future cash flows. There is an urgent need to look at developing new products.
The perceived innovativeness of the business is not upheld by the reality of the new product
development that has been undertaken in recent years.

3.2.2  Human resources

Staff are skilled and loyal to the business and many of them have worked for the company since
its inception in 1994. Yet they are somewhat conservative in their perspective of the business
and what it does and may find change difficult, especially if it involves some restructuring of
roles and responsibilities. The management’s expertise is in engineering and industry knowledge,
and they had always seen themselves as an innovative company that was able to provide products
to meet market needs. However, there is a clear limitation in marketing knowledge, particularly
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in terms of customer and competitor understanding, and a distinct lack of market orientation.
To counter this, a marketing manager with relevant experience in the garden tools sector has
been appointed, as has a sales manager with experience in markets that are related to future
growth areas. The lack of innovation is something that has been recognised by the staff, which
they sum up in identifying Eden Garden Tools as ‘old fashioned’.

3.2.3  Finance

The finances of the business are not strong, although this is more of an issue of cash flow rather
than the balance sheet. Indeed, the fixed asset position of the business is good and the order
book is quite strong. However, there is increasing debt, which needs to be serviced, and no
cash reserves, which have been run down in the recession. This makes financing a turnaround
through innovative new product development and targeting new markets difficult and hence
there was a need to seek external investment based on a plan for the future.

3.2.4  Marketing

The overall level of market orientation is low, with a particular weakness in broad market 
knowledge. Marketing information and research are poor, which makes planning difficult. 
The appointment of a marketing manager with good general market knowledge has been 
a positive move to resolve this and there is now some awareness of key market and business
drivers: innovation, social responsibility, sustainability, globalisation and stakeholder relations.

Understanding of the customer base is weak and more detailed specification of target markets
is required, although some insights can be gleaned from the analysis of records and industry
customer classification types. The brand positioning is unclear and needs strengthening and
refinement, particularly if new markets are to be considered beyond the existing range of 
customers. In the international arena there is only limited recognition of the potential threat 
of overseas competitors entering the UK market. In addition, the use of export houses in inter-
national markets hinders strategic development, especially that linked to new products in new
markets.

3.3  SWOT analysis summary and imperatives

Growth opportunities may exist for Eden Garden Tools from the overall increased demand in
gardening and the consequent requirement for tools and equipment. This is being driven by 
a range of social, demographic, economic, technological and other factors, which has seen 
a long-term trend emerge for greater leisure activity throughout the developing world, especially
in Eastern Europe and the Far East.

The company needs to raise its game from a marketing perspective generally if it is to take
advantage of these opportunities in an ever more competitive environment. Competition is
fierce in all areas of the market, so a clear strategy and plan of action are essential to secure
the company’s success. This should be based on understanding the various needs of different
components of the market in both consumer and business constituencies throughout the
world.

3.3.1  Strengths

l Innovative offer. Well established in UK and overseas markets with current range of differ-
entiated products: technically and ergonomically.
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l Recognition as key player in certain market segments. Specific needs of women, elderly and
disabled customers are well addressed. Company franchise with consumers in these groups
in terms of meeting particular requirements, which can be extended into other niche markets,
e.g. children. Also a reputation for producing equipment that caters well for difficult jobs,
e.g. mowing uneven lawns.

l Established as a supplier with intermediaries. Has a presence with all the major UK retailers
and wholesalers (DIY and garden centres). Knows how they trade and do business.

l Loyal skilled workforce. Capable of producing high-quality goods, although may need to be
more flexible in future.

3.3.2  Weaknesses

l Limited knowledge and understanding of customer base. Records are incomplete and market
research data are sparse, which makes planning relating to current products and markets 
difficult.

l Unclear market positioning. Uncertain what key platform for success should be based on
business and marketing strengths including the brand.

l Lack of competitor awareness. Limited recognition of the threat of overseas competition in
domestic markets.

l Product portfolio unbalanced. No succession of new products flowing through to provide
future income streams. Other products reaching maturity and potentially the decline stage
of the product life cycle.

l Marketing function underdeveloped. Despite new appointments there is a lack of market
orientation and supporting aspects of the marketing process, particularly planning.

l Cash flow problem. Limited funds for development and investment in marketing.

3.3.3  Opportunities

l Long-term growth in potential gardening market. Social and economic factors positively
influencing market growth throughout the world but especially Eastern Europe and the Far East.

l More elderly consumers. Demographic trends in favour of niche expertise of Eden Garden Tools.

l Increasing popularity of gardening and vegetable growing. Possible new markets among 
the young driven by interest in nature, food and sustainability.

l Drive for greater efficiency and reduced business costs. Horticultural sector becoming more
competitive and requiring greater efficiency savings through innovative production methods.

3.3.4  Threats

l Short-term demand deficiencies. Recession still influencing overall market demand, which
makes tool replacement less important, hence hindering market growth.

l Domestic market entry from overseas competitors. Low-cost producers threaten hand tools
in particular.

l Pressure on price points. Range of forces driving down prices generally, including retailer
margin requirements, competitors, greater value expectations of customers.

l Technological development by competitors. More advanced and sophisticated solutions
being developed by rivals taking away market from Eden Garden Tools.
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4  MARKETING OBJECTIVES

The main marketing objectives of Eden Garden Tools are as follows:

l To establish a clear, differentiated brand positioning based on innovation, reliability, practi-
cality and inclusiveness by mid-2010.

l To successfully launch the new Slick Mower by end 2010, Garden Elves range by beginning
2011 and tree trimmer by mid-2011.

l To achieve increase in sales revenue from existing products of 70 per cent by end 2013.

l To achieve 25 per cent of total sales revenue from new products in consumer markets by
end 2012, and 50 per cent by end 2014.

l To grow market share to 2 per cent in UK, 0.15 per cent in Europe and 0.05 per cent in ROW
by end 2014.

l To establish 20 per cent of sales online by end 2012, and 35 per cent by end 2014.

l To have 75 per cent presence in UK and European distribution channels and 30 per cent in
ROW by end 2014.

l To develop international business in excess of £20 million, representing 75 per cent of total
sales by end 2014.

l To build 90 per cent brand awareness in consumer markets and 60 per cent in commercial
markets in UK and Europe by end 2014, and 25 per cent and 10 per cent in ROW markets
in same timescale.

Complementary financial and non-financial objectives are stated in the organisational strategic
position statement.

5  MARKETING STRATEGY

5.1  Target markets

5.1.1  Consumer markets

Sub-dividing the total consumer market for targeting purposes can be undertaken at a number
of levels for household consumers. The objectives of the company to grow business outside its
domestic markets require targeting at three levels, UK, Europe and ROW, but within each of
these the target customer groups will remain the same.

Existing products

The main targets for the existing hand-tool products and Slick Mower remain the ‘better off’
customer that mainly reside in the very keen gardeners (VKGs) and quite keen gardeners
(QKGs) categories, although marginal gardeners (MGs) will be specifically targeted in countries
where the market is well developed, such as the UK. In locations where the gardening market
is less well developed, the emphasis will be on VKGs and then QKGs. Within these broad
parameters the emphasis is on women, the elderly and the disabled, who derive specific 
benefits from the Eden Garden Tools ergonomic design and particular innovative features of
the product range, especially the Slick Mower (which will be relaunched by end 2010). Allotment
owners will be a secondary target.

The sales figures for this product group in the different geographical areas are outlined opposite.
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Existing product sales Sales units (000s) Sales revenue (£)

UK 2010 100,000 1,200,000

2011 110,000 1,500,000

2012 125,000 1,625,000

2013 140,000 2,100,000

2014 150,000 2,700,000

Europe 2010 50,000 750,000

2011 60,000 1,080,000

2012 70,000 1,400,000

2013 90,000 2,250,000

2014 100,000 2,750,000

ROW 2010 30,000 1,200,000
2011 45,000 1,840,000
2012 55,000 1,625,000
2013 65,000 2,370,000
2014 80,000 3,200,000

New products

The main new product drive in consumer markets will be in developing the Garden Elves range
for children and the sales of the electric tree-pruning saw to households. The children’s line will
be targeted at children generally through appropriate channels but will focus on those related
to VKGs and QKGs (typically grandparents or parents, who will be buying for the children to
use or as gifts). The MGs will be a secondary target as these may include professional parents
who are time poor but are inclined towards greater gardening participation, and will wish to
spend their leisure time with their children undertaking the same activities.

The other new product opportunity in the consumer sector will be the tree saw, which may
have a limited sales potential in the VKG segment, or people with large gardens in need of 
the tool to care for their trees.

New product sales Sales units (£) Sales revenue (000s)

UK 2011 75,000 750,000

2012 100,000 1,100,000

2013 200,000 1,850,000

2014 250,000 2,300,000

Europe 2011 200,000 1,875,000

2012 250,000 2,225,000

2013 300,000 2,400,000

2014 350,000 2,850,000

ROW 2011 200,000 1,500,000

2012 250,000 1,750,000

2013 300,000 2,850,000

2014 350,000 3,500,000
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5.1.2  Commercial markets

The commercial sector will be targeted with the new product opportunity of the tree saw, and
any secondary sales that may arise of existing tools and equipment that Eden Garden Tools will
be able to supply into its new B2B customer base, either directly or through distributors. The
target organisations are tree surgeons, professional gardening businesses, horticulturalists,
smallholders and farms, commercial growers, plantation and orchard owners, and tool-hire 
centres. The target group would be prioritised according to the part of the world that was
being focused on.

New per cent existing Sales units (£) Sales revenue (000s)
product sales

UK 2011 1,000 120,000

2012 1,500 187,500

2013 2,000 260,000

2014 2,500 340,000

Europe 2011 7,500 750,000

2012 10,000 1,100,000

2013 12,000 1,440,000

2014 15,000 1,950,000

ROW 2011 - -

2012 10,000 1,000,000

2013 15,000 1,800,000

2014 20,000 2,500,000

5.2  Competitive advantage and positioning

The advantage of Eden Garden Tools lies in its innovative, reliable, practical and inclusive 
offerings to particular user groups with specific requirements. The added value provided to its
target customers enables the company to charge medium- to high-end prices and sets it apart
from the low-cost alternatives available in the markets that it operates in. Additionally, Eden
Garden Tools is seeking to expand its overseas operations significantly with both its existing
and new products, and therefore needs to be viewed as an international player with a well-
developed brand image that is recognised in its key markets throughout the world.

5.3  Strategy specification

The competitive nature of the markets for Eden Garden Tools’ current and future products
requires that the brand and sub-brands of the company are clearly differentiated from all 
competitors in terms of their ability to deliver innovative and highly targeted solutions to 
gardeners and commercial users. In consumer markets the platform is further supported by the
benefits derived by users with particular needs, therefore extending the inclusivity principle of
gardening to those at the margins (i.e. those who find it more difficult to participate). For com-
mercial users the solutions relate to adding value through increased efficiency and reducing
costs by providing specific tools for difficult jobs. The additional value offered distinguishes
Eden Garden Tools from its rivals and enables it to charge higher prices, which are perceived
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as competitive in the specified target markets throughout the world. The overall strategy is
based on sub-strategies of new product development, market development both at home and
overseas, and combined diversified strategies where new products are targeted at new B2C
and B2B user groups throughout the world. Product development will in particular be the 
platform for growth relating to the upgrading of the portfolio generally and specific initiatives
that involve innovative offers to existing and new customer groups.

5.4  Marketing mix programme

The marketing activities to support the strategies to achieve Eden Garden Tools’ objectives can
be broadly categorised into: product, price, communications, channels, services and internal
marketing. The mix of components utilised to achieve success requires planning and integration
at a number of levels within the organisation, and in conjunction with partners and stakeholders.

5.4.1  Product

The range of products could be defined in terms of tools and equipment. The tools essentially
comprise a complete range of Eden Garden Tools-branded hand tools (trowels, hand forks,
spades, hoes, rakes, shears, etc.), which are ergonomically designed to maximise the benefit in
terms of effectiveness and ease of use. This will be extended to the Garden Elves sub-brand,
which has a full range of scaled-down tools dedicated for children’s use. There will be a general
push to uplift the standard of all the tools produced as well as to fill any gaps in the portfolio
so that a complete range is available under the Eden Garden Tools brand banner.

Equipment is centred on the Slick Mower, which is to be upgraded and relaunched to make it
more modern in its features and design and to fend off competition from potential rivals. The
underlying technological advantage remains and this will be the key dimension of the drive to
take the new model forward. At the same time opportunities for developing the motorised
equipment range will be identified, together with the specific tree-pruning saw development.

The Eden Garden Tools brand will be an integral aspect of the company’s product policy, with
some redesign of the logo to be undertaken in conjunction with the launch of the Garden Elves
range. The products will all be branded and contain the strap line ‘Innovative garden solutions
for everyone’.

Additionally, non-branded items will be produced to be sold and marketed under retailers’
brand names where appropriate margins and volumes can be justified.

5.4.2  Price

The price points for all of the different products will be determined separately around an overall
premium pricing strategy to support the differentiation and innovative value-added solutions
that Eden Garden Tools’ range offers. The mix of products within the range will be reflected in
actual price points: hand tools relatively low and motorised equipment high. Nonetheless, each
of these groups will be appropriately priced to reflect the brand’s positioning against the com-
petition. This will be affected by the expected value that buyers put on the purchase and this
will vary between household (amateur) consumers and professional (business) buyers.

In addition, the pricing strategies for the new products will be based on a penetration policy
looking to establish long-term growth and return through building the brand as the market
leader. This will be the case for both the Garden Elves range and the tree-pruning machine
within the Eden Garden Tools range.
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Clearly, beyond the positioning element of the pricing decision there will be a need to consider
competitors’ products (if there are any) in the different geographical locations that the business
is intending to move into. Moreover, the pricing will need to take account of the influence of
the distributors used in the different market locations. In the UK, then, margins may have to be
reduced to take account of the buying power of large multiple retailers and garden centres,
and policies that they may have on positioning garden tools and equipment in their range. In
international markets, the type of intermediaries to be used will be a key factor in determining
final price points and margins, as will a range of other macro influences on overall demand such
as income distribution, exchange rates and competition from local suppliers.

5.4.3  Distribution channels

The main channel strategies adopted with consumer products will be a combination of intensive
and selective distribution. For mass-market product range we will need to get maximum market
exposure through the main multiple retailers (including online distributors) both in the UK and
in overseas markets. This will apply to the garden tools in particular, whereas there may be a
more selective approach for the equipment around more specialist garden centres and garden
tools suppliers. Although adding value even in the garden tools range is our key differentiator,
consumers generally perceive these to be relatively low-cost items which will not invoke a major
amount of shopping around. It is critical therefore to have them listed in all the top retailers.
For the higher-priced equipment we can be more selective in our stockists as these items may
be subject to a greater degree of decision-making time and comparison shopping, which may
focus on specialist suppliers.

In overseas markets there will be a strategy put in place to support our international expansion.
We plan to move away from the current use of export houses to the use of mainstream dis-
tributors (retailers and wholesalers) in countries where we are intending to develop significant
business. A planned development of our distributor network will be put in place, which will be
phased according to the potential of each market, starting with developed Western European
countries, followed by emerging East European states, North America and the Far East.
Southern Asia and Africa will be secondary targets beyond the five-year timescale of this plan.
A fully integrated channel-promotion strategy will be implemented to ensure maximum push
of the products through to intermediaries, which will fulfil our brand awareness targets.

Business channels will involve the use of selected distributors both at home and overseas,
including agricultural and horticultural merchants. There will also be an element of direct sell-
ing, either through our own sales staff or through agents.

We are planning the launch of a website sales interface by end of 2010 and this will be suitably
resourced to ensure that the targets for online sales are achieved.

5.4.4  Communications and promotion

Brand awareness is a key component of our overall marketing strategy and this will be achieved
through an integrated communications plan for both the consumer and commercial target 
markets, which will also have a domestic UK and international dimension. The plan includes
details of ‘push’ and ‘pull’ communications activities, which will revolve around communications
directly to customers and trade intermediaries.

Consumer communications for the mainstream brand of Eden Garden Tools will be based on a
highly targeted magazine campaign combined with consumer exhibitions and shows launching
the new Eden Garden Tools range of hand tools plus the Garden Elves speciality range for 
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children. These will also encompass the relaunch of the Slick Mower. Some radio advertising
will be incorporated to stimulate interest from the target audience. There will be competitions
to support the launch of the children’s range (organised with a popular children’s TV pro-
gramme) and the relaunch of the Slick Mower (with a top-selling gardeners’ magazine).
Targeted publicity for the new Slick Mower will be based on demonstrating its effectiveness in
extreme cases of uneven lawns, and its use by celebrity opinion leader gardeners.

Trade-push communications will encompass a concerted salesforce campaign backed by in-
store point-of-sale display materials. There will be a joint initiative with retailers to support the
launch of the new range and products through a promotional discount coupon-based scheme
over the initial launch period for each. Trade discount and over-rider incentives will also be
used to stimulate sales in the early stages, as will retailer salesforce competitions.

In commercial markets there will be an initial in-house direct-selling campaign and another
through channel intermediaries in more dispersed geographical markets. In addition we will
launch the pruning saw through an exhibition and trade-show campaign in strategic locations
both at home and overseas. A further trade-based campaign will use incentives to maximise
distribution exposure, which will be tied into the brand values of innovative practicality and the
savings that are possible in the commercial sector.

A key strategic project to be undertaken by the marketing team at Eden Garden Tools will be
the development and launch of a sales and information website by the end of 2010.

5.4.5  Service

The Eden Garden Tools policy on service to customers and intermediaries will be reformulated
to provide the highest levels of information and support. We will provide a one-year warranty
on tools and a two-year extended warranty on parts and labour on equipment. A network of
local garden machinery suppliers will be registered as approved distributors and service agents
for the motorised equipment. Training and support will be provided through our professionally
qualified technical salesforce and a phone-line support desk as well as a web-based technical
resource.

We will set up a dedicated internal sales team to support key retailer and distributor accounts,
backed by an appropriate shared information database to facilitate ordering and through 
electronic data interchange. Further to this, our external sales team will work closely with 
customers in the field to plan promotional support initiatives and intelligence on new market-
ing opportunities.

A no-quibble returns policy will be introduced which will ensure maximum satisfaction for 
customers if in the unlikely event they are dissatisfied with their purchase.

6  IMPLEMENTATION AND CONTROL

6.1  Timings, responsibilities and budgets

The scheduling of activities will be set out in a detailed Gantt chart in line with the achievement
of the specified objectives set out above and the sales forecasts presented in Section 5. This
will provide details of the marketing programme and each element of the mix activities
sequenced in an integrated manner to maximise their impact on sales. The responsibilities will
be determined both within and outside the company in accordance with the priorities set out
in the programme.
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The marketing manager will have overall responsibility for implementing the marketing plan
and the sales manager will be responsible for overall coordination of consumer- and trade-
related sales activities. The structure of marketing within Eden Garden Tools will develop as the
firm progresses its development based on global expansion of the brand. The intention is to
work towards a geographical structure within which there will be dedicated support for con-
sumer and trade buyers.

The projected budget for non-staff marketing has been calculated in line with the forecasted
sales revenues presented below.

Year Projected sales revenue (£m) Non-staff marketing budget (£m)

2010 3.2 0.16

2011 9.4 0.47

2012 12.0 0.60

2013 17.3 0.865

2014 22.1 1.105

6.2  Monitoring and control
Systems will be set up to monitor financial and non-financial performance against targets, and
a regular reporting system will be introduced that will feed directly to the marketing manager,
the sales manager and the relevant directors of Eden Garden Tools.

The introduction of new products and movement into new markets will be carefully monitored
against projected sales forecasts and mechanisms will be employed to control for market
uncertainties to ensure that variances can be remedied with appropriate action through the
marketing mix. In particular plans and forecasts will be revised to take account of unplanned
events and these will be enacted via contingency planning procedures, with the overall plan
schedules revised accordingly.

6.3  Internal marketing
It will be necessary to ensure that all staff within the organisation are fully cognisant of the mis-
sion and objectives of Eden Garden Tools, particularly its innovation platform. A programme of
internal marketing communications events and other initiatives will be integrated into the
detailed marketing planning schedule. These will include staff meetings, email updates, inter-
nal newsletters and magazines (also to be circulated to key external stakeholders), staff develop-
ment in marketing, sales and marketing recognition and reward schemes.

7  APPENDIX
Key assumptions relate to the internal and external influences upon market and company
behaviour in the future and include the following:

l Economic and political stability in targeted geographical markets.

l Sustained growth of the gardening industry through continued drive from demographic and
social demand factors.

l Technological advantage stays with Eden Garden Tools through the intellectual property
invested through its owners and employees.
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l Competition remains at current levels in the plan based upon risk assessment of major 
market entry by low-cost overseas suppliers.

l Distribution structures remain predominantly consistent with anticipated relationship and
power dimensions.

These will be revised where possible and the plan modified as marketing research and intel-
ligence are made available to further understand market dynamics.

8  SUPPORTING MATERIALS

Key Note Market Report, Garden Equipment (May 2009): Thirteenth Edition (Hampton,
Middlesex: Key Note Ltd).

Horticultural Trades Association website – www.the-hta.org.uk/index.php

Target Group Index, London, BMRB International Ltd, 2008.

Exercise on further development of the plan

As indicated at the outset, this is an outline of a marketing plan which has been presented by
Eden Garden Tools to its potential investors within a short timescale.

1 What limitations do you think the plan has?

2 How would you go about revising the plan to ensure that these limitations are overcome?

3 What additional sources of information would you need to acquire to develop the plan?

4 Critically evaluate the outline plan in terms of its core strategy and tactics.

5 What changes would you make to this if you were responsible for setting out the future
direction of the business?

Z01_BLYT4711_01_SE_APP.qxd  3/18/10  14:59  Page 255


