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1. Executive summary 

This Marketing Plan identifies a gap in the Portuguese market of Ice Cream/Natural Products in 

Portugal. The small presence of a natural and differentiate product like açaí in the Portuguese culture 

can be translated in a good business opportunity. açaí or “açaí na tigela”, as it is vulgarly called, is a 

typical Brazilian dessert made of frozen and mashed açaí palm fruit, which comes from Amazonia. It is 

quite popular all over Brazil and it is sold mostly in stands lining the beach promenade, as well as in 

“lanchonetes” throughout the cities. In our marketing Plan we are going to analyze the opportunity to 

open some Stands of Frozen açaí in Shopping Centers. The brand, called “Içuaí”, will sell frozen açaí, a 

product very similar to “Açaí na tigela” but in a frozen version with different toppings to be chosen by the 

consumer. The marketing Plan was developed considering that the Brazilian Culture is each day more 

close to the Portuguese one and consequently this can indicate a good opportunity to explore the açaí 

market in Portugal, a market that is highly profitable in Brazil and that is recently winning more and more 

fans all over the world. 

2. Situation Analysis 

2.1. Market Overview 

Our company will be introduced in the Lisbon market of Frozen Desserts. Therefore, our competitors are 

not just the other companies that sell açaí but also the Ice Cream and Frozen Yogurt companies. The 

market is already large but there is a lack respecting to açaí frozen products. We did a market research 

and decided to open stands selling frozen açaí. To do so, we took into consideration the results of a 

survey (with a sample of 200 people), as well as the trends for the next years. We noticed that there is an 

increasing demand for this kind of energetic products for Sports, for natural and ecological products and 

an increasingly search for new and different products/sensations.1 We also considered the success of this 

product in Brazil. Other motivation is that açaí is becoming fashionable in the world - there are a large 

number of stores in USA and a big increase in the demand of this product  for healthy diet purposes  (in 

world scale) after Oprah Winfrey have said in her program that her favorite healthy diet is based in açaí. 

All these facts contributed to the decisions that we will present in this Marketing Plan. 

2.2. Environmental Analysis 

2.2.1. Micro Analysis 

Suppliers: We wil buy the açaí ready for consumption (Açaí pulp + Guaraná syrup) to the distributor 

“Açaí Amazon”2. The toppings will be bought at Makro store. Other suppliers will be the ones providing 

the different sizes cups, the spoons and the napkins. We will buy the machines to the Brazilian company 

“Italianinha”3, which will also provide the maintenance.  

Customers: We will sell directly to the consumer, who will be identified in the section Targeting. 

                                                           
1
 Based in the studies present in the sources http://www.jwtintelligence.com/2012-and-beyond/  and 

http://www.trendwatching.com/pt/trends/12trends2012/ 
2
 Açaí distributor that already operates in Portugal. http://www.acai-amazon.com/ 

3
 Sells machines of ice-creams, frozen yogurts and frozen açaí. http://www.italianinhabrasil.com.br/ 

http://www.jwtintelligence.com/2012-and-beyond/
http://www.trendwatching.com/pt/trends/12trends2012/
http://www.acai-amazon.com/
http://www.italianinhabrasil.com.br/
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Competitors: There are already a considerable number of stores selling products of açaí: “Taçaí” stores 

and all the ones for which “Taçaí” and the distributor “Açaí Amazon” distribute açaí (a large number of 

stores, cafes and restaurants in Lisbon). Other competitors are the Frozen Yogurts stores and the 

stores that sell ice cream. We consider our direct competitors the açaí stores, frozen yogurts and some 

ice-cream stores selling in shopping centers. They are direct competitors because they sell products 

more likely to substitute Içuaí in the moment of purchase. Indirect competitors will be other stores in 

Lisbon, which sell ice-creams and frozen yogurts (for example Santini or other stores in the city center 

–distant from “our” shopping centers). 

2.2.2. Macro Analysis 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

2.3. Industry and Competitors 

Içuaí main competitors are “Taçaí” Company, Frozen Yogurt, and just following, ice-cream companies 

selling in shopping centers, namely Olá and Häagen-Dazs. In terms of strengths and weaknesses, 

some ice-cream companies can be a threat because they offer lower prices and people already know 

and appreciate a lot the product (what doesn´t happen with the unknown taste of açaí fruit). On the 

other hand, if the customer look for a healthy product, ice-creams are not a good choice, so the options 

are Içuaí or frozen yogurt. These two products are frozen desserts with exactly the same concept, 

having frozen yogurts the strength of being less caloric and having a known taste for the consumer. If 

the customer looks for the specific flavor of a Brazilian açaí, “Taçaí” will be our threat, and all the 

shopping center stores selling açaí products. Nevertheless, Içuaí is a unique product in Portugal 

because is a fresh frozen dessert. “Taçaí” have also the weakness of having a different taste from the 

original Brazilian flavor 
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Table 3 – SWOT Analysis 

Table 2 – Porter’s 5 forces analysis 

2.3.1. Porter´s 5 Forces 

 

 

 

 

 

 

 

 

 

 

 

 

2.4. SWOT Analysis 

 

 

 

 

 

 

 

 

 

2.5. Key Success Factors 

 Sustain a successful relationship with açaí Supplier. 

 Attract and retain new customers. 

 Increase competitiveness versus other stores by differentiation. 

3. Marketing Strategy 

3.1. Mission Vision and Objectives 

Mission: To offer people in Portugal the access to a frozen dessert in order to fulfill their desire of 

freshness: in the two dimensions of the word in a natural and in a fresh way. 

Vision: To help people in Portugal satisfying their aspiration of freshness with pleasure and excitement, 

providing them an unbelievable experience with a frozen dessert and improving its well being and 

healthier lifestyle, in a young and relaxed Brazilian way.       

Strategic objective: we have decided that we want to achieve a specific market share. Substantial 

Table 3 – SWOT analysis 
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Table 4 – Variables Grades 

shares of 2% that could be translated in an image of a new and fresh product that can be in medium-long 

run completely distinguish from its competitors.  

Marketing objectives: 1 - Acquire 30% new costumers in the second month; 2 - In a long run increase 

our costumers satisfaction rate of 95% by providing them an even better quality product. 3 - Be the brand 

that really describes the experience of tasting an açaí for at least 90% of our customers. 

3.2. Strategic Triangle 

3.2.1 Segmentation 

After identifying the market of frozen desserts, we defined our segmentation considering 4 variables: 

Geographic, Demographics, Behavioral and Psychographics. 

After the careful computation of each example we got many inaccurate results and we decided to choose 

few examples for each variable (one per variable): Geographic- regions (Lisbon and outside); 

Demographic- nationality (Brazilian and non-Brazilian); Behavioral- Benefits sought (Health concerned or 

not); Psychographics- Lifestyle (Do sports or don’t do sports). 

As it can see below, we chose the fifth more important paths described in the next table4: 

A- Lisbon, Brazilian, Health concerned, do sports 

B- Lisbon, Brazilian, Health concerned, don’t do sports 

C- Lisbon, Brazilian, not Health concerned, do sports 

D- Lisbon, Brazilian, not Health concerned, don’t do sports 

E- Lisbon, non-Brazilian, Health concerned, don’t do sports 

F- Lisbon, non-Brazilian, Health concerned, don’t do sports 

We chose the first path (A) as the most important one because the first segment that we want to attend is 

Brazilian people concerned with health and sports, who are already familiarized with açaí: we want to 

provide them açaí as a Frozen Dessert. Then, with the same order of importance, we want to fulfill the 

needs of the rest of the Brazilian people that are concerned with their health and don’t practice sports and 

vice-versa (Path B, C and D). Almost in the same level as the previous paths but with a little less 

importance, are Portuguese people, especially the ones that are health concerned (Path E) or practice 

sports (Path F). 

3.2.2 Targeting 

The first target is composed by the Brazilian community5  that live/work in the metropolitan area of Lisbon. 

Their age is not important, but they should be sportive people and concerned with their Health.  After 

                                                           
4 For the first variable we considered Regions (Metropolitan area of Lisbon and outside) and Density (>2000 habitants per km2 and < 2000 

habitants per km2). For the second variable we defined Income ( <500€, 500€<x<1000€ and >1000€), Nationality (Brazilian and non-Brazilian) 
and Gender (male or female).Considering the third variable, we tried to measure Benefits Sought (health concerned or not) and Price 
Sensitivity (high or less sensitivity to price).  For the last variable we took in account Lifestyle (do sports or don’t do sports) and Activities (air 
activities and in-house activities). 
5
 Composed by 119.363 people in 2010 in legal situation, font SEF (http://sefstat.sef.pt/Docs/Rifa_2010.pdf) 
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Graph 1 - Positioning  map 

reaching this target, that is supposed to be familiarized with açaí consumption6, we want to achieve 

Portuguese people, especially the ones that are concerned with health. After getting people to taste and 

introduce açaí in their habits we intend to expand our target to all the usual regulars of Shopping Centers.  

3.2.3 Positioning 

Positioning Statement: “To all the people that live in Portugal, Içuaí wants to provide an energetic and 

nutritive Frozen Dessert that fulfills the consumers needs to be fit and healthy eating a sweet flavored 

açaí because it is rich in Potassium, Phosphorus, Calcium, Magnesium and Vitamins C and B like no 

other product.” 

We consider Içuaí as tasty as frozen yogurt and less than ice-

cream because of the lack of sugar added. In energetic terms, 

we provide beneficial calories contrasting with the ones from 

ice-creams and frozen yogurts. We position ourselves as 

energetic as “Taçaí” and other açaí competitors. In terms of 

taste we have less taste than regular ice-creams because they 

have more sugar addition. Concerning the energy, we position 

ourselves in a higher point than ice-creams (because they 

provide low energy and a lot of fat nutrients) and than frozen  

yogurts - due to its lightness. Içuaí is also better positioned than frozen yogurts in terms of taste.  

3.3. Brand identity:  

We want our customers to perceive Içuaí as a health provider. We created a tasty product, that can be 

considered as a tasty dessert for women and an energetic product for men. So, we adopt the Kapferer ´s 

model to better describe our brand identity. 

 

 

                                                           
6
 In Brazil (2002) the consumption of Açaí per capita was 62, 4g,) (considering 180.000.000 habitants). In some Brazilian states, like Belém 

with 1.800.000 habitants, the consumption per capita was 62kg per year , font IBGE 
(http://201.2.114.147/bds/BDS.nsf/21CAF243EF2503FD8325754C0063B27C/$File/NT0003DC2E.pdf)   

Self-image: Our customers will 
have a fresh, uneven and  healthy 

and esperience. Içuaí's main goal is 
to provide the true essence of the 

Brazilian frozen dessert. 

Culture: The brand fundamental 
values could be define 

as:  internationality, open minded, 
modernity , "natural, fresh and 

energetic" 

Physique: The physical 
characteristics of Içuaí will be 

essentially a cup with Açaí inside 
and a spoon. It will have basically 

purple and clean colors to 
emphasize the slight spirit of Içuaí 

Reflection: Since one of our target 
are the healthy people that enjoy 
practice sport, our project must 
represents a healthy and natural 

way of live. 

Relationship: The brand will cause 
an uneven experience in order to 

provide customers the opportunity 
of tasting a high quality product 
made from natural and healthy 

ingredients. 

Personality: A young, healthy, 
tasteless and delightful brand. 

Table 5 – Kapferer’s 6 Facets 
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Brand Promise: Içuaí aims to be a reference in the market of the frozen and healthy desserts and 

become capable of guarantee the true, unique and magic experience of tasting a cultural and differentiate 

flavor like açaí.  

Brand Essence: The brand essence of our product is described as “Taste the true Brazilian Essence”. 

4. Marketing Mix and Program 

4.1. Product 

Product Concept - Consumer insight: “I need something fresh, but at the same time energetic, that’s why 

I need Içuaí, is the only dessert that combines these two characteristics”; Promise: açaí is a tasty and 

fresh dessert that provides nutrients and energy that will increase the physical performance of our 

customers; Reason to believe: açaí it is rich in Potassium, Phosphorus, Calcium, Magnesium and 

Vitamins C and B like no other product, that's why Içuaí struggles to keep their customers fit and healthy 

by providing them a high-quality Brazilian habit; Benefit: açaí will helps you to feel young and fresh tasting 

the true Brazilian essence; Selling idea: Içuaí- natural, fresh and energetic. 

Product Hierarchy - Core benefits: satisfy customers need of a fresh and healthy product; Generic 

Product: provide a high-quality frozen açaí, which pulp is imported from Brazil, in a futurist designed cup, 

with some topping features composed by fruit, muesli or cereals; Expected Product: the attributes are 

freshness, tastiness, energy for the increase of our customers well-being; Augmented Product: the main 

characteristic is to feel the real Brazilian experience. Íçuai considers offering a take away service and a 

delivery service in order to attend the demand of people that cannot afford going to a shopping center. 

Potential Product: We are considering adding new types of toppings and the implementation of açaí 

shakes, depending on the customers’ feedback.  

Product Decisions - Individual Product Decision: We have a high-quality product, we offer fruit 

(Strawberries, kiwi, banana, mango and berries), muesli (muesli and nuts) and cereal toppings. Íçuai 

considers to offer a take away service and a delivery service in order to attend the demand of people that 

cannot afford going to a shopping center; Product Line Decision: Ice-cream and frozen yogurt are sold for 

the same customer group as ours in the shopping centers; Product Mix: We have 3 types of cups with 

240 ml, 360ml and 480ml. We can add a maximum of 3 toppings per cup. However, we consider to 

provide extra toppings for a given price of 0,40€ to cover variable costs.  

Product Lifecycle - In the Research & Development phase of our product we are going to predict when 

will our product reach the maturity phase. This is important to understand whether our business is solvent 

and whether we need to create a new product line. For the second stage of the product lifecycle 

(introduction to the market) we are concerned with the quality of the product and service that is 

provided in our stand. We believe that these are important steps to increase our brand and product 

awareness. Within the Growth stage we are considering the implementation of açaí shakes. In this way, 

we can appropriate the rising profits and the low average costs to invest in a new product line that will 

certainly avoid the declining of lifecycle of our whole company. This new line would appear in a moment 
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Table 6 – Communication and Promotion Progress 

when açaí should be quite recognized and accepted. With this product we are attending people that don’t 

want a frozen product but a drinking one. 

4.2. Pricing 

Our Price Objectives are to match competitors´ price. Neither big volume of clients, neither making profits 

are our priorities at this moment of beginning. We want to attract people and find a stable space in the 

market. Our price strategy is neutral: we don´t want to give an idea about the value, offering a price below 

or above the product economic value. With a neutral price strategy, clients will consider the price, and 

emphasize other characteristics that are more powerful in the marketing. We will establish our price in a 

cost-based method. We took in consideration what product´s value the customers will perceive, not just 

from the price, but also from other tools, as the products qualities, presentation and marketing. After 

calculating our costs and notice the price ceiling and floor, we computed the price of €4,00 for the 240ml 

cup, €5,00 for the 360ml cup and €5,50 for the 480ml cup. 

4.3. Distribution(Channel) 

We will distribute our product in a direct channel. First, we are going to acquire the açaí ready for 

consumption from an açaí distributor, in Portugal. The other features of our product line are going to be 

bought in Lisbon, in Makro stores, as we already mentioned before. 

We will sell our product in 2 shopping centers: Colombo and Vasco da Gama. Both are big and have a 

high frequency of people during the day. They are not closely situated so we can reach people from 

different arts of the city. We don’t want to be selective but to be available for the masses. We believe that 

our target segment use to frequent this type of shopping. 7 

4.4. Communication / Promotion 

Our communication strategy is going to be based in an important topic: to raise our brand awareness. We 

need to interact with our customers in order to make them aware of açaí taste and benefits. For that, we 

adopt a pull strategy.  

 

 

One week before the opening we are going to have people distributing sampling in the shopping centers. 

This campaign will certainly increase our brand awareness by mouth-to-mouth marketing. We will have 

                                                           
7
 We have considerer that we will receive, in the first month an average of 2 clients per hour, as a consequence the waiting 

time would not be a problem for us, since the average time of taking a frozen Açaí from the machine 2, 15 min.  

B
ef

o
re

  

- Sampling Campaign 

- Media Campaign:  

   Magazine advertising 
(Saber Viver;Time Out);  

-Digital Campaign 
(Magazines websites, 
Facebook page;Twitter 
posts;Youtube movie) 

D
u

ri
n

g  

- Sampling Campaign 

- Media Campaign:  

   Magazine advertising 
(Saber Viver;Time Out);  

   Cinema Commercials 

-IDigital Campaign 
(Magazines websites, 
Facebook page;Twitter 
posts;Youtube movie) 

A
ft

er
  

- Flash mobs 

- Media Campaign:  

   Magazine advertising        
(Saber Viver;Time Out);  

   Cinema Commercials 

-IDigital Campaign 
(Magazines websites, 
Facebook page;Twitter 
posts;Youtube movie) 
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also a media campaign in some magazines like “Saber Viver” and “Time Out”, a digital campaign that will 

consist in creating a Facebook page and a Youtube and Twitter account (where we will regularly update 

news about Içuaí). With the large number of social media users we will certainly reach them at very low 

costs, for instance. With both media and digital campaigns we will be able to reach our target market 

composed by Portuguese and Brazilian people. In a second phase, we will also have a media campaign 

in some cinemas since our target are the shopping center costumers. Finally we will have initiatives like 

flash mob action in the summer (due to the seasonality) to catch consumers attention and desire of our 

products, again. 

4.5. People: We have one person in the front office, well trained to provide the frozen açaí in no more than 

2,15min and with friendly speech.  The employee is going to be dressed with a t-shirt with our logo and 

slogan.  

4.6. Process: all the process is made in the front office. The machine provides the frozen açaí and the 

customers can choose the toppings. 

4.7. Physical Environment: Our stand is going to be situated in the restaurants zone with a relax song 

recalling Amazonian forest. The colors of our stand will be white, green and purple to reinforce the 

costumer’s experience of tasting Içuaí. The decoration of the stand will be very simple and clean, which 

reflects the practical style of the brand.  

4.8. Internal Marketing 

As we are a small firm emerging in just two small stands with 5 elements  plus 2 workers there is no need 

to focus on the internal marketing because we share the information and we decide together concerning 

the product, suppliers, communication campaigns as well as financial results. This way, ate this stage we 

think that internal marketing is not that significant. 

4.9. Financial Analysis 

 Table 7 – P and L Account per month for the 3 first months after the opening day (7 of June) and the following 

months of year 1 represented by month 7.  In year 2, the results for summer and winter months are per month and 

not a total of 6 months, assuming that the values are constant within the seasons of the year. 
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Sales forecast and Revenues – During the first 

months (Table 7) we have estimated an increase in 

sales from one to another. However, since we are 

referring to summer months and Içuaí will suffer from 

some seasonality we expect the sales to decrease from 

the last month of summer to the others (represented by 

month 7) and to be more or less constant in the rest of 

the first year. For the second year we have estimated 

that the sales would increase comparing to the first one but would be again higher during the summer 

than during the winter, assuming that within the seasons it’s more or less constant. In a long-term, we 

expect our sales to increase in a same logic as for year 2, allowing us to open new stands (expanding to 

other cities).  

Marketing Budget – In the first two months of life, we are going to invest much strong marketing 

campaign than in the other months to get the consumers to know and try our product: Cinema 

commercials (only in the 2nd month), Digital campaign (Youtube, Facebook and Twitter pages), Magazine 

Ads and Sampling promotions. After the 3rd month until the end of the year we are only going to invest in 

cinema (but cutting for 50%), digital campaign and magazines (same percentage as before). In the 

second year we will reduce the cinema and magazine ads for 50% and we will create a flash mob action 

in the summer to get the consumers to be enthusiastic again about our product.   

4.10. Implementation 

 

 

 

Table 8 – Explanation of our implementation strategy 

Graph 2 – Break-Even Point 

BEP* 
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5. Controls and Contingency Plans 

Financial Metrics: Daily and weekly sales, contribution margin and profit margin control. Elaborate 

monthly and annual financial reports to control the performance of the company as well as identify 

possible deviations and its causes and significance. The company is in the beginning, so it is important to 

have a high control in order for the information to be useful for future further forecasting processes.  

Product awareness and customer satisfaction metrics: In order to analyze the satisfaction of the 

consumers and to get their feedback and recommendations about things that are needed to be improve, 

we will have a suggestions box always available in the stands. 

Contingency plans: If there is a problem with the açaí supplies, for example some kind of contamination 

for a long period of time, we need to respond quickly to this situation. We thought that one possible 

solution is to produce the same concept of frozen, but with other fruit to maintain the notion of natural and 

healthy, with the same system of toppings, during the time we do not have access to our main input. 

 

6. Conclusions 

The market in which we are entering is a large market with many competitor and we are aware that we 

will face threats and difficulties, but we intend to face them as challenges. We know that we will have to 

work hard to occupy a stable position in the market and we will always look for improving and finding 

more innovative solutions. Our priority at this moment is to reach new customers and make açaí part of 

their habits. To our followers, our compromise is to keep high quality and differentiation. 

Portugal and Brazil were, for many centuries, two close cultures - Içuaí will definitely bring them closer. 

Our wish is to expand the brand throughout the whole country, making everyday more Portuguese people 

taste the True Brazilian Essence. 

Graph 3 – Gantt chart – Implementation map 


