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Executive summary  
Fitness is very much in demand all over the word. This assignment is a proposed marketing plan for PureGym, a fitness chain in the UK. The report proposes Replublic of Ireland to be an ideal location for expansion. The key reasons for this proposal are the proximity of Ireland to the existing markets of PureGym. Further, the fitness sector of Ireland is undermined due to nation’s retarded progression as compared to its other European counterparts. Hence, as PureGym seeks to expand, Ireland is considered to be an ideal destination as the currently adopted marketing approach can be extended to the country without any major alterations due to the similarities in culture, value system, laws, and regulatory implications of both the countries. 

1.0 Introduction 
1.1 The SOSTAC Model
The SOSTAC model stands for Situation, Objectives, Strategy, Tactics, Action and Control. It is one of the most significant models that has been developed by PR Smith 1990s for supporting the development of effective marketing planning (Chaffey & Smith, 2017). In brief, it is a model that is used for planning which helps in systematically identifying the issues and developing strategic moves to overcome the same thereby achieving the desired marketing objective. The situation helps in determining the current position of the company and the objectives provide for the goal that the company seeks to achieve through the marketing plan. Strategy refers to the broader action plan that needs to resort and tactics are the approaches designed for the achievement of marketing objectives. Action implies the execution of the plans and control focuses upon monitoring the plan execution to overcome implementation issues and achieve the planned objectives effectively and efficiently. 

[image: image1.png]How do we monitor performance?

‘The details of tactics, who does.
what and when

Where are we now?
‘Situation
analysis

Tactics

How exactly do we get there?
(the details of strategy)

Obyectives.

Where do we want to be?

How do we get there?




Figure 1 SOSTAC Model

Source: (Senguo & Kilango, 2015)
1.2 PureGym – Company Background
PureGym is a no-frills gym chain that was founded in the year 2008 by Peter Roberts (PureGym Ltd., 2020b). The brand opened its first outlets in regions like Leeds, Manchester and Edinburgh in the year 2009 and then in London in the year 2011. The company is headquartered in Leeds, the UK. Presently the company a chain of 263 gyms spread across the UK providing its consumers with services round the clock (PureGym Ltd., 2019). PureGym operates for 24 hours and also provides its consumers with flexible membership. The company along with gym services offers online retailing of gym-related products, cloths, health drinks and other accessories and gears through its e-commerce portal. In 2019, the company had a revenue of 255 million GBP which was higher by 12% in the year 2018 (PureGym Ltd., 2019). Presently, the company serve approximately 1.1 million consumers in the UK (PureGym Ltd., 2019). The employee base of PureGym comprises of 1,404 people as per data of the year 2019 (PureGym Ltd., 2019). The company has 2 directors and managed by a team of 7 senior managers. The business model of the company is based upon the principles of low-cost service provider ensuring consumers value for money. The primary focus of PureGym is to provide for health-related services that are basic yet very effective.  
2.0 Situational Analysis 
2.1 SWOT 

Strengths
· PureGym focuses on its consumers and thus is a consumer-centric organization which operates by maintaining quality relationships with its stakeholders both consumers, trainers, suppliers and management to name a few. 

· The business model is based on providing services to consumers at lower costs without compromising on the quality quotient

· To ensure low-cost principles are not compromised, the company extensively uses digital marketing for promoting and selling (PureGym Ltd., 2020a)
· The company has a strong culture that supports its organisational growth. Recently, PureGym has been awarded a position within the list of Sunday Times 100 Best Companies to Work for in the UK (PureGym Ltd., 2020c)
· The company has developed a powerful brand image within a short period

· Strong financial background with escalating profits
· The locations are organizational strength as the gyms are located at highly accessible places thus enhancing consumer footfalls. (PureGym Ltd., 2020a)
Weaknesses
· Given the business model, PureGym provides its consumers with basic services and there are no frills that make it less lucrative for customers especially high-income group consumers
· The employee base is mainly male-dominated which indicates the presence of a gender gap within the organizational culture (PureGym Ltd., 2020c)
· The quality of services given by the company is dependent on the quality of services imparted by the trainers. 
Opportunities
· Global expansion by entering new markets as the company is presently operational only in the UK. 
· Resorting to green practices and green marketing thus being environmentally friendly and sustainable (Khan, et al., 2020)
· Entering into strategic partnerships with companies operating within the healthcare industry thus adding such related services. 
· Resorting to measures for enhancing consciousness towards health and healthy lifestyle within people (Asigbee, et al., 2018)
Threats

· Stringent pressure of competitive forces especially direct competitors

· Issues related to Brexit like lacuna of quality personally, changing relationships with European nations and changes within workforce policies to name a few (Reid, 2017)
2.2 PEST  

PEST indicates the analysis of the factors present within the macro-environment having a bearing on the functioning of the economy, industry or the company. These factors are generally beyond the control of an organization and thus needs to be considered while taking a strategic decision. PEST implies analysis of political, economic, social and technological factors ruling a region or industry (Ho, 2015). As PureGym proposes to expand its business by entering international markets, an analysis of the Republic of Ireland as a potential market is executed in this section of the study. 

Political Factors
The Politically Republic of Ireland is a stable nation since the year 2006 as shown in the figure below:
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Figure 2 Political Stability in the Republic of Ireland


Source: (Trading Economics, 2020)
Political ties between the UK and the Republic of Ireland are positive even after Brexit thereby it is anticipated that both the nations would support each other for mutual growth (Byrne & Watson, 2019). The corporate tax levied in the Republic of Ireland is 12.5% which is much lower when compared to other European regions where the rate is approximately 20% (Accountant Online, 2020). Access to credit in this nation is also easy and convenient thus providing new companies with chances of prospering in the nation (The Heritage Foundation, 2020). 
Economic Factors
The gross domestic product of the Republic of Ireland is strong and ranked at second position after Luxembourg with an amount of 90,141 USD per capita in 2019 as depicted in the figure below:
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Figure 3 GDP of the Republic of Ireland


Source: (OECD, 2020)
This indicates that economic progress within the nation is high irrespective of the same being a small island. Considering the fitness sector of the nation, the industry has experienced sluggish growth rates but the growth has been steady to a larger extent. The growth anticipated for this industry up to the year 2024 is approximately 5.9% thereby providing for growth opportunities to companies enter the industry (Statista, 2020a). 

Social Factors
The gap between the genders in the Republic of Ireland is low and the nation has a population combination that is almost gender-neutral. The male population is approximately 49.65% whereas the females comprise of 50.36% of the overall population within the region (World Population Review, 2020). The life expectancy of a male in the Republic of Ireland is 75 years and for female, it is 80 years (Irish Health, 2020). Social bonding amongst the people within the nation are not guided by formal principles (Inglis, 2016). The health of the people has been an important aspect of the lives of people and the government focuses on healthy lifestyle comprising of a balanced diet and physical activities (Government of Ireland, 2019). 
Technological Factors
The acceptance and adaptability towards modern technologies within the Republic of Ireland are high. Inclination towards e-commerce in the nation is augmenting and it is expected that the industry would reach a mark of 3.8 billion Euros by the year 2024 from mere 2.2 billion Euros in the year 2019 (Taylor, 2019). For online shopping, the most preferred products by Irish people are clothes and footwear. Even the business leaders within the nation are dependent on technology to bring about revolutionary changes within the economy thereby supporting its growth (Fujitsu Ireland, 2018). 
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Figure 4 Technology and Republic of Ireland

Source: (Fujitsu Ireland, 2018)
Interpretation
Considering the information derived from PEST analysis it can be stated that factors are relatively positioned to support PureGym with its expansion plans within the region. 
2.3 Customer Insights 

Customer insight is important for ensuring that the consumer requirements are aligned within the organizational vision thereby providing quality products and services to them (Chaffey, et al., 2013). Customer insight is also required to develop the right kind of product that the company seeks to offer to its target consumers. In a study by PriceWaterHouse Coopers (2019), it has been determined that convenience and ease of shopping is one of the primary elements while shopping. Also, approximately 20% of consumers in Ireland purchase using online platforms every week which indicates penetration levels on online retailing platforms (PriceWaterHouse Coopers, 2019). Consumers in Ireland opt for modern technologies and seek to stay engaged within the brand through modern technologies. Hence, brands need to ensure that effectively used mobile applications and other modern technologies are done for higher consumers engagement. 

Though Ireland is a developed nation but yet the consumers in the nation consider value for money while making purchase decisions. Quality of the purchases is also a major area of concern for Irish consumers. The decision making of consumers in Ireland is also influenced by sustainability in terms of their experience. Thus, for enhancing consumer satisfaction and gaining their loyalty, brands in Ireland need to focus upon ethical and ecological parameters as the consumers are even ready to pay a premium price for products and services backed by these philosophies (PriceWaterHouse Coopers, 2019). The gyms provide for places for social interactions along with being fitness outlets. It is mainly because gyms support the interaction of like-minded people who are involved in physical fitness thus enhancing interactions between them (Daly, 2019). Consumers in Ireland prefer to socialise and thus gyms and fitness centre are considered to be a good opportunity for the same as they can continue to socialise along with being physically fit. 
3.0 Objectives
3.1 Sell- Customer Acquisition
In this objective, the company would seek customer acquisition by selling its product and services. In the first year of operations, the company seeks to reach and acquire 5% of its target customers which would subsequently increase by 8% annually. 
3.2 Serve – Customer Satisfaction 

Achievement of customer happiness through effective customer service would be the primary aim. For this, the company would have a feedback system wherein the consumers would be motivated to put forward their grievances, feedback and comments thereby ensuring the quality of services are enhanced. Also, a customer care team would be designed to ensure maintaining quality relationships with consumers. It would be ensured that 40-45% of consumers are retained annually. 
3.3 Sizzle – The Wow Factor 

Developing mobile apps and ensuring people actively use the same. The mobile apps would provide for health tips to the consumers regularly. These tips would be customized based on information availed from consumers. It would be ensured that 30-40% of the users use the app daily and provide their feedback for effective tracking. 
3.4 Speak – Engaging customers  

Reaching customers through word of mouth communication. Fan-pages of PureGym would be developed on social media platforms and effective interaction would be supported. Also, consumers would be motivated to provide for referrals and rewarded accordingly. It would be ensured that 20% of the consumers are actively engaged with the company and its activities daily. 

3.5 Save – Cost-effective 

Cost optimization and savings would be done by ensuring that aspects like customer management are done through digital platforms. It will help in minimising costs related to physical teams undertaking customer care. Also, the information would be made available across digital platforms which would save costs related to physical promotions like printing of brochures and posters. PureGym would seek to reduce costs by 5-10% annually. 
4.0 Strategy  
4.1 Segments 

Segmentation has been defined as the “definition of consumer clusters according to physical location and consumption profile characteristics” (Losi, et al., 2015, p: 16). Segments indicate the broad consumer categories that an organization or brands seek to serve through its product and service portfolio. In this section, the primary segments that PureGym would cater to in Ireland are identified. 
4.1.1 Demographic Segmentation
Demographic segmentation indicates the basic characteristics of consumers which are used as elements for developing consumer profile. Some of these elements are gender, age, income groups, family and marital status to name a few. For PureGym as these four components have been analysed. 

Gender: In Ireland as identified in an earlier section that gender neutrality is there with a slight dominance of female gender in the economy. 
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Figure 5 Population of Male Female by Age Structure, the year 2016


Source: (Central Statistics Office, Ireland, 2019)
Since the year 2005, there has been a sharp decline in the disparity in gender and eventually, the female gender is becoming a dominant set within the Irish community (Knoema, 2020). 

Age: Presently, the average of the people in Ireland is 38 years. This indicates that the nation has a relatively young population which is working. This average age of the people in Ireland to change and become 44 years by the nations enters the year 2050 which would indicate a matured population group (Statista, 2020b). 
Income: Mostly people in Ireland have an income that falls below the annual amount of 60,000 Euros. Approximately 62.6% of people in Ireland fall within this category which is termed as a middle-income group (Central Statistics Office, Ireland, 2020). The affluent group comprises of 14.1% of the population which is indicated by a per annum income range that is higher than 100,000 Euros (Central Statistics Office, Ireland 2020).
Family Status: Nuclear family set up has been the primary family status in Ireland though people do have extended families and considered them to be significant also (Connolly, 2014). 

4.1.2 Geographic Segmentation
The capital city of Ireland is Dublin whereas some of the other significant cities which are developing at a rapid scale and have a relatively larger population base are Dublin, Cork, Limerick, Galway and Waterford (Hogan, 2017). The population of Dublin was approximately 13.9 lakhs people in the year 2019 (Eurostat, 2020). As per the 2016 population consensus the total population of Cork was 4 lakhs, for Limerick it was 2 lakhs, for Galway it is 1.8 lakh and Waterford it is 1.1 lakh (City Population, 2020). From the population numbers, it can be derived that all these cities and nations within Ireland are highly populated thereby providing for lucrative market opportunities. 
4.1.3 Psychographic Segmentation
The society of Ireland is modern with people involved in the modern lifestyle that is primarily sedentary and deskbound. Issues like obesity and others are a common phenomenon within the population of Ireland (Keaver, et al., 2017). But owing to rising awareness towards benefits of healthy and active lifestyle owing to a series of campaigns by the government there has been a change in the approach of people and they are resorting to transformations in their lifestyle (Government of Ireland, 2019). Even going to gyms as a part of their mindset to stay fit and socialize at the same time. 
4.2 Target markets 

The specific consumer groups with the determined segments that PureGym would be targeting in the Republic of Ireland are:

· Demographics of Target Customers 

·  All gender groups
·  All having an income of more than 40,000 per month
·  All consumers above the age of 6 years but the primary focus on people above 20 years up to 60 years

· Geographic Segmentation 

· Dublin would be the priority to enter the nation and develop a brand image


· Cork, Limerick, Galway and Waterford as a part of regional expansion
· Psychographic Segmentation 

· Based on lifestyle

· Obese people

· Health-conscious people

· People unable to visit gym due to time and convenience issues
4.3 Positioning

The competition within the gym industry in Ireland is naïve and thus it is the right time to enter the same. Considering the business profile of PureGym, the competitive pressure and the findings from the analysis above, to target the chosen segment, the various parameters used by the company for positioning are:

· Gym without any frills

· Flexibility with regards to time

· Value for money pricing strategy (cost-effectiveness for consumers)

· The higher quotient of accessible 

· Focus on holistic health development 

The above-mentioned principles are in sync with the positioning strategy of the company in the UK too and hence can be extended to Ireland without many transformations. 
5.0 Tactics  
5.1 Marketing Mix
5.1.1 Product


The primary product portfolio comprises of the fitness-related products and services like gym sessions, health and fitness advice, fitness training sessions, personal trainers and online shopping of fitness products and accessories. 
5.1.2 Place


Both online and offline presence would be marked thus ensuring availability at consumer touchpoints. 

· Online platform for shopping of fitness products and accessories

· The network of gyms at accessible locations

· Provision of personal trainers at consumer premise

· Online fitness sessions 

5.1.3 Promotion


Offline Media Platforms: Workshops at various locations like schools, workplaces, shopping malls, and housing colonies would be organized (Glowacki-Dudka, et al., 2017). Also, participation in talk-shows for raising awareness about good health through physical exercises would be executed. 

Online Media Platforms: Social media platforms to ensure that costs are lower, promotion is interactive and higher coverage is possible (Felix, et al., 2017).
5.1.4 Price


PureGym has been operating as a low-cost service provider which is the backbone of its business model (PureGym Ltd., 2020c). Same pricing strategy would be used in Ireland too as the primary intention of the company is to penetrate the market and establish itself. Value for money would also be ensured to the consumers and the company would benefit through sales maximization. 
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Figure 6 Pricing Strategy of PureGym

Source: (Thomson & Baden-Fuller, 2010)
5.2 Content Plan
The content plan basically would comprise of the digital media and the social media that the company would be used to mark its presence, expansion and relationship management in Ireland.     
Digital Media

Mainly digital media would consist of the official company website of PureGym. All information about the company and all queries of consumers would be provided and resolved through this website. Information about membership plans would also be imparted through the website. Details about locations, personal trainers, promotional events, investors, health advice and other information would be presented through the website. 


www.puregym.com
Social Media

Presence on various social media platforms active in Ireland would also be made for establishing a contract with people in Ireland. The most actively used social media platform in Ireland is Facebook followed by Twitter and Instagram. All these platforms would be used. 
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Figure 7 Social Media Stats in Ireland - April 2020
Source: (StatCounter, 2020)
6.0 Actions 
6.1 Responsibilities and Structures
Like in the UK, in Ireland to the company would operate using a flat organizational structure where the people would be directly accountable to the management who would be responsible to report to the head office in the UK (Valaei, 2017). Initially, 1 person from the UK top management would be sent to Ireland to develop a core team for looking after the business in Ireland. The top management in Ireland would comprise of 4 members (PureGym Ltd., 2020c). The organizational responsibilities would be executed by the working team which would comprise of the competent fitness professionals, gym instructors, personal trainers and another administrative and operational workforce (PureGym Ltd, 2020a). 

[image: image8]
Figure 8 Organizational Structure for PureGym

Source: Author
6.2 Processes and Systems 

The process for delivering the services would be standardized and would be similar to the process in the UK. The processes would not only seek to provide quality services to consumers but also develop strong relationships with them. There would be referral systems for generating new customers wherein the customers would be awarded membership and other benefits for helping PureGym expand itself by giving them customer references. The process and systems in PureGym would be developed based on customer services as depicted in the figure below:
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Figure 9 Service Quality Model for PureGym

Source: (Hamid & Yip, 2016) 
To support the effective delivery of services, a customer service process would be adopted. The services would be provided 24*7 and thus processes would be designed accordingly to meet the required standards. 
6.3 Internal Resources and Skills 

Internal resources and skills would mainly comprise of the physical environment through which the services would be delivered to the consumers. The internal resources would comprise of gyms with modern amenities, equipment and facilities. Measures would be taken to ensure sanitation and sterility of the facility. Professionally trained with appropriate qualifications would be employed as instructors, advisors, experts and professionals. 
6.4 External Agencies

Presently, the company would operate through its gyms and not assistance or relationship with external agencies would be executed. 
7.0 Reporting

7.1 Control 
7.1.1 KPIs (Key Performance Indicators) 

The KPIs are designed to ensure that appropriate benchmarks are developed and the performance of the company in Ireland is analyzed accordingly. 
	Critical Success Factors
	KPIs

	Goal

	Market Share in Ireland
	Overall business coverage within a 5-kilometre radius
	9%

	Consumers satisfaction
	The proportion of consumers delighted
	85%

	Superiority of Services
	Number of consumer complaints
	4%

	Costs related to services
	Variable costs on an average
	Not more than 350 Euros


7.1.2 Web analytics

The various parameters used for analyzing web usage are presented below:

· Traffic: This implies a number of viewership of the webpage within a specified timeframe. This helps in understanding the number of people motivated to visit the website as a result of various marketing activities undertaken. 

· Number of visitors/users per month

· Engagement: This implies the interaction between the visitors and the webpage

· Time spent per visitor

· Pages explored for sessions

· Open Rate: Response of the people towards the emails sent by the company as a part of marketing 

· Clicking and opening of emails

· People showing interest in subscriptions

· Click-Through Rate: The number of people clicking for the digital advertisements and promotions clicked rather than merely watching it.  
(Saura, et al., 2017)
7.1.3 User Experience Reviews 
These reviews are a wide-ranging analytical tool that is used to analyse the experience of the users and the overall helpfulness of the platform. The tool would be used to analyse the perception of the consumers about the products, services, website and the mobile app of PureGym thereby determining the various issues faced by them. Some of the parameters used for these reviews are accessibility issues, misunderstanding and lack of clarification/information (Heinze, et al., 2016). 

7.1.4 Conversion Rates

An analysis of a number of people visiting the webpage in comparison to those opting for services. This is an analysis of the number of people who opted for the services rather than merely browsing through the webpages (Saura, et al., 2017). PureGym would seek to convert at least 30% of the visitors into consumers.
7.1.5 Reporting 

Reporting would be developed and analysed in a manner that actual performance is measured against the benchmarks determined in objectives and KPIs. Monthly reports would be developed and sent to the management for review. This will help in decision making thereby overcoming issues faced by taking corrective actions. 
8.0 Conclusion 

Overall based on the analysis of the external and internal environmental factors it can be derived that expansion into the Republic of Ireland is presently a feasible option for PureGym. Considering that the cultural difference between Ireland and the UK is low and there is the proximity of regions it would be easier for the company to expand into. This will also ensure that the company can test its abilities to expand internationally and manage multiple markets thereby further executing its expansion plans in other markets across the globe. With the help of an effective and efficient marketing plan, PureGym is expected to be successful in Ireland. 
9.0 Recommendations

Considering the market of Ireland, the following recommendations are being put forward for effectively entering and marketing in the proposed market. 
· Amalgamating Globalisation and Localisation: This implies that PureGym needs to determine the various parameters that would be standardized across international markets. It would also need to determine the various areas that would be open to changes based on regional requirements. This will help the company to strike a balance in various markets and thus be successful by being flexible and adaptable. Ireland is the first market that PureGym is expanding into and thus through trial and error methods, this decision can be made and successfully implemented to derive benefits in the long run. 
· Market Research: Market research is a critical requirement as it will help in developing an understanding of the regional market. By an understanding of the local cultures, environment, consumer demands and behaviour, PureGym would be able to provide for better services by customizing the same. This will, in turn, augment consumer satisfaction thereby enhancing consumer loyalty. 
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