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1. Executive Summary

Top Dog is an organization that is located in the Island of Guernsey and offers different services like pet caring and pet fitness (The Best of Guernsey, 2019). It is a grooming salon which is family owned that only provides personalized services to clients who own not only dogs but other pets that are kept at home. The business formation has several other chief competitors who already operate from the Island but continually operate with pride for its achievement of having been recognized with a 5-star review from clients. The business is expanding its operations to Ireland, and this was necessary due to the current decrease of pets in the UK (Statista, 2017). 


The timing to relocate to Ireland is right because of the increased number of pet owners who have had pets since they were puppies (Independent, 2016). Animals are playing a major role in the lives of the people in Ireland, and this will make it easy for the business to break-even. The market in Ireland is considerable because of the small economy which relies on international trade (Export.gov, 2018). The families love and have active pets and they thoroughly search for better grooming for their animals. For the convenience of all the clients from the region, with better day care facilities Top Dog will also endeavor to include night care, grooming of the pets, washing, training, offer pet products and gifts with a 24hours specialty treatment to all the clients from the region.
The family which owns Top Dog has been in the pet grooming business for a long time and is operating in the UK (Guernsey). The family now desires to diversify their operations in a new region, Ireland, which is close to but not part of the UK. The family has gained considerable admiration and respect for their dedicated service that they currently offer while in the UK. From their past operations, it is clear that the business has what it takes to offer qualified services to all their future clients in Ireland. The family will be counting on their past reputation in the business to establish a lasting base in Ireland while providing exceptional services to all their clients.

To ensure success in its new venture, Top Dog will invest capital in their new business operations and this will serve as the main entry point to build their asset base. From the future cash flows the business will plan to move to other regions in the future. This will be done after considerable planning and market research. The business aims to break-even in the second year and this will be possible due to the owners’ experience and integrity that will guarantee their success. The business costs when starting the business will be for the purpose of buying supplies, fixed assets, cash at hand, advertising and other unexpected expenses that might arise during this period.

2. Corporate Global Vision and Goals

The organization is willing to break-even in their second year, with increased monthly sales throughout the period. They anticipate having gross margins that are high on all their products, with full capacity in the second year of business. By the third year, while operating in Ireland, Top Dog wishes to expand their services beyond Ireland and this will be a setting stone towards ensuring more clientele base and revenues.
Top Dog goal is to offer excellent dog and animal services within a peaceful location. The main goal of the organization is to offer the pets and other animals an environment that is safe and playful for the improvement of both the customers and pets.
In essence, Top Dog has a vision of ensuring:

· Increased monthly sales throughout the first year.
· Have gross margins that are more than 50% on all the products offered in the organization.

· Ensure full capacity by the end of the second year.

· Expand to other regions by the third year in operation.

· Offer 24 hrs superior client services that will ensure quality care.

· Provide an environment that is clean, odor free, upscale, conducive and enjoyable to the pets.

· Operate from an accessible location.
· Work within the ethics of the business where integrity and dedication will be the key.

3. International Business Organizational Structure
The functional structure will be used while operating in Ireland. A functional structure helps organizations to have different segmented departments which are allowed to offer their services and specific tasks (Bartlett and Ghoshal, 2002). Using this structure will give Top Dog the following advantages: operational speed, clarity and specialization (Gleeson 2019). 

The company will have different departments and they will include finance, marketing, and sales, just to name a few. All the departments will be answering to the CEO who will manage the affairs of the organization and offer advice to the family and the board of directors on the operations of the organization and any required changes to stay ahead of the business. The departments will have directors who will also be given the mandate of informing the CEO on their operations for better decision-making capabilities.
The advantage of the functional structure is that all the employees in the organization will be grouped by their expertise areas and by their skills (Winnubst, 2017, p. 151; Brickley, Smith and Zimmerman, 2015). While executing their different roles, the managers will be required to provide reports which will be discussed during meetings to ensure better changes when required. The only problem with such an arrangement is that there will be minimal communication between the departments because most of the directors will be communicating directly to the CEO. However, with such an arrangement of workers, the directors and their down line workers will be able to see the firm through a single lens of their main function. This will lead to increased input and success in the long-run.
There is an existent tendency that most family businesses usually prefer a small country house that has its rooms built one after the other (Islam, Jasimuddin and Hasan, 2015, p. 68; Ravanfar, 2015). When such families continue to grow, the houses or rooms are also increasingly making it easier for the members to move around. During the building periods there is always little considerations made on how different rooms or amenities should be located. Most family businesses are not built to a standard and have poor organizations (Neubert, Hunter and Tolentino, 2016, p. 910). This becomes a problem because such families have minimal interest in the design they want in the future. However, thoughtful consideration of the final product is vital in creating a business facility that is relevant to the business.
This is however not the case with Top Dog, which initially had to find an apartment to rent in Guernsey and develop this to become a welcoming facility for the business. The business owners and stakeholders were therefore aware of the business function that was going to be implemented, hence had a business strategy. The business hired a manager to lead the facility who had extensive experience in the area of veterinary services. The manager came in with a lot of experience and expertise that has helped the company to grow in the UK (Guernsey) from a small business function to a regional well seen company who delivers quality pet services. 

The new facility in Ireland will be placed in the rural region, but near the metropolitan areas where they will be able to serve their entire clientele base. The rural areas are not as populated as the metropolitan regions but currently have a good number of business operations (Clegg, 2011). It will first serve a small region with plans to expand, and this will help them to increase their clientele base and revenues in the long-run. This will ensure both day and overnight pet care and services. The region is currently being researched to enable Top Dog a good entry in the business.

While operating in Ireland, the business function will make use of the public model, where it will be privately held but behave like a public entity. Progress was made already to ensure that it runs as a Public Limited Company and intends to have their shares traded in the future. The business will be run by different managers who have experience in the industry, and will only employ other workers who have the capacity to run the facility from the educational background and experiences. The family will, however, be able to have minimal roles in the running of the business where they will be allowed to elect different board members for the organization. They will, therefore, be able to sell their shares or offer full support on all the decisions that will be made by the management. This model still needs further analysis when the final decision will be made to see if it is completely suitable for Top Dog. 
This model was chosen to be presented to the board because an infusion of capital might be necessary in the future to ensure increased working capital for the firm (Deresky, 2016). The owners will, however, have the advantage of making changes to the business organizational structure and this will be guided by the results and the overall environment in Ireland. Making such changes often affect the legal structures, governance and business relationships, but the owners are ready to make such changes when the need arises for the prosperity of their stakeholders.
4. Foreign Market Research 
	Advantages 
	Disadvantages 

	· 61% of the population in Ireland has between 1-4 pets

· Increasingly higher market

· Pets are treated well in Ireland, hence gifted

· Running Top Dog offers unmatched experience in the industry, hence able to handle competition 

· Reliable economy

· The ability to make standardization areas for the company products which will be introduced to Ireland

· Almost similar product and service prices between Ireland and the UK (Petmania, 2019).
· Two entry points (Rural and Metropolitan).

	· Minimal internal experience

· Small firm, with resources that are limited 

· Products are not specific to Guernsey island

· Top Dog will be facing larger competitors not only small competitors

· Need to recruit local people to run the business 

· Centralized purchasing processes to develop a rural market presence

· Unpredictable external risk 

· Predictable external risk 

· Non-technical, controllable internal threats (D’Alimonte, 2012). 

· Technical, controllable internal threats 

· Controllable legal threats


5. Risk Assessment

5.1 PESTEL & Environment Analysis
	Political Factors
	· Stability politically

· An increasing number of pets


· Intellectual property is protected

· Trading partners are favored 

· Diversified anti-trust laws

· Similar pricing

· Safety mechanism for the industrial segment

	Economic Factors
	· Free market intervention by the nation of Ireland

· Financial markets efficiency

· The available workforce that is skilled


· Stability of exchange rates 

· Increased economic education 

· Increasing growth rates and need for pets 

· Better business cycles 

	Social Factors
	· Interests with pets which is increasing 

· Culture (past and present indications of increasing desire to keep animals and pets)

· Social conventions and gender roles

· Attitudes (a majority of people have the desire to retain their pets)


· Skilled population 

· Entrepreneurial reservations where more pet stores are operating currently

	Technological Factors
	· Diffusion in technology

· Product offerings using superior technological tools

· Retail industry cost structures 


5.2  Porter Five Forces

	Force 
	Magnitude 
	How to deal with the force

	The threat of New Entrants

	High 
	· Through the process of innovation new services and products will be introduced to act as and advantage on competition


· Lower costs per unit that ensures advantage on competition
· Ensuring more money is allocated for research and development

	Bargaining Power of Suppliers
	Low
	· Having several suppliers 

· Making experiments using a variety of product designs, and this helps when prices of certain raw materials increase

· Using suppliers who are fully dedicated to the business, such suppliers will always depend on the firm

	Bargaining Power of Buyers
	High
	· Ensuring a base of customers that is large, and this will make sure the bargaining power of the buyers is low.

· Ensuring that new products are innovative 

	Threat from Substitute Products
	High 
	· Making sure the organization is service oriented

· To ensure that management understands the needs and requirements of the customers

	Rivalry among the existing players
	High 
	· Differentiation 

· Ensure competition through scale building 

· Partnering with competitors to have a larger market base


SWOT Analysis 

	Strengths
	· Increased number of potential clients from the region of Ireland

· High demand for dog and pet grooming services 

· Experience in the business of dog and pet grooming from Top Dog Guernsey base
· Relatively low costs of starting the business

· Increased passion for operating the business 


	Weaknesses
	· Minimal brand recognition in the region of Ireland, hence the need for advertising and marketing

· Low budget to ensure sustainability of the business if it does not pick up as required

· Basic partnerships with some competitors to form strong bond leading to low supplier rivalry 

	Opportunities
	· Able to serve a large number of people with dogs and pets 

· Serving both the rural and metropolitan individuals without problems since they are adjacent to one another

· Franchising is possible for the business in the future

	Threats
	· Increased competition from the local brands

· Higher costs of operating the business in the event of changing the use of raw materials
· Economic issues like inflation


6. International Business Strategy 

Business strategies in the business world usually involve the introduction of different products and services to the clients using various techniques that are available (Jones and Wren, 2016; Tang and Tan, 2015, p. 448). It is common to see small organizations merge or increase their offering through modifications of their strategies to beat the competition (Bartlett and Beamish, 2011). Without such strategies, it is highly possible to have other competitors taking over clients who were loyal to the organization in the long-run.
According to Hill (2013), there are 4 strategies to choose from, these are as follows: 

· Global standardization strategy

· Transnational strategy

· International strategy

· Localization strategy

The choice of these strategies depends on low and high pressures of cost reduction and from low and high pressures for local responsiveness. 

 Top Dog will need to use a global standardization strategy to increase their profitability in the long run and to profit from the cost reductions (Hill, 2013). Their products do not need to be localized as there is not a large difference between the Irish and UK market of pet grooming. Top Dog still has to make sure to decrease the costs of this venture.
Due to limitations of exporting and licensing the best option for Top Dog is to use foreign direct investments (Hill, 2013). Exporting is often held back by transportation costs and trade barriers, whilst licensing can give away important information on the company, there will be no absolute control on manufacturing and production capabilities are not amenable to licensing (Hill, 2013)
Top Dog has decided to make use of foreign direct investment, and this is a strategy that is vital because they will venture into a new region from their original base. Foreign direct investment is commonly used for open markets which have a workforce that is skilled with growth prospects that are above-average (Shahbaz et al., 2015, p. 275; Iamsiraroj and Ulubaşoğlu, 2015, p. 200). This type of strategy involves the use of capital investments with new employee groups that have relevant experiences in running the business in question. The workers will be required to offer managerial skills that are of high quality, including technical support to the organization. The main feature of foreign direct investment is that it often ensures effective control in the area of decision-making. In essence, Top Dog will have the upper hand in making decisions but will put in place elaborate board members who will be responsible for tough decisions in the firm. However, the family members who initially formed the business will also have the upper hand when important decisions are required by the company.
Foreign direct investments often take several aspects, and this includes the opening of new subsidiaries in other region or having associate firms in another country (Stanisic, 2015). Top Dog desires to open another subsidiary in Ireland so this will give them controlling rights. The 'Economic Co-operation and Development' (OECD) provides a 10% controlling stake when organizations are based in other countries. This is a defined position that is flexible, and Top Dog will make adjustments to ensure full control of their operations in Ireland. 
There are different forms of foreign direct investment, and they include conglomerate, vertical and horizontal. The horizontal portion allows investors to open similar business operations in other nations to those that are operated in their home countries. The vertical segment, on the other hand, ensures that similar business operations are run, and this often involves the use of raw materials that are required to produce finished goods. The conglomerate portion is different as it allows a different type of business operation from the one that is being operated from home. Top Dog will employ the horizontal type of business because they will be required to operate a similar business as the one which is being operated in the UK.
As an entry strategy Top Dog will open a subsidiary that will be completely its own acquisition. This will reduce the risk of loosing the control over to competition (Hill, 2013). This will also give the owners tight control over the operations in Ireland. Unfortunately this option will be a costly method for Top Dog and eventually will need to seek additional financing options.
7. International Marketing Plan


Standardization or adaptation of the 4P marketing mix is the question Top Dog has to answer correctly in order to remain and prosper on the Irish market.

Below are presented the pet grooming products and prices compared between Guernsey and Ireland (Best of Guernsey, 2019 & PetMania, 2019).

Products

Prices in Ireland

             Prices in Guernsey
Standard grooming from
      €20 


                                   £20

Wash and dry from

      €15                                                                   £15

Nail trim from 

      €10                                                                   £7.50

Hand stripping

      €7.50/ 15 minutes                                             £50 

Hydrating conditioning 

      €3                                                            n/a            

Deep cleansing facial   
    
      €10                                                          n/a

Total wellbeing package from 
      €40                                                          £30

Boarding from

    
       €20 

      
             
      £18

Day crèche 

    

        n/a                          

                 £15

Dog walking from 

      
       €15 

                                       £15

Canicross fitness from 

       n/a
                            
                 £25

It can be noticed from above comparison that there is not a big price difference for services so products and prices can be standardized, this will help the company to minimize the costs of this entry.
Bellow is presented the 4P’s of the marketing mix that Top Dog has to look at whether to adapt or standardize it.

A. Globalization of the market 

· Irish consumers have similar expectations like British/Guernsey island consumers mostly due to the fact that are situated close to each other. There are only slight differences that do not need adaptation. (Export.gov, 2018).
· There is a large market of pet grooming and pet boarding present in Ireland. Metropolitan areas such as Dublin are covered by bigger companies. This is why is probably preferable for Top Dog to enter the business in a rural area but closer to the large cities to avoid the desolated areas used for farming. After the entry on the market another move could be considered such as reaching out to larger cities. This would need another market entry assessment. (Clegg, 2011).
· Top Dog will try to use centralized purchasing processes to develop a rural market presence.
B. Globalization of the industry

· There is not a high risk and development cost involved with entering the local market in Ireland as it is described as a highly opened market for foreign businesses. (Export.gov, 2018)
· There is a need to recruit local people to run the business so this will need some adaptation on laws involving workforce that could be slightly different than the ones in Guernsey.
C. Globalization of the competition

· Top Dog will be facing larger competitors not only small ones. This situation is similar to the company’s current market position where there are larger and smaller competitors. A slight adaptation of would be needed to secure a better entry on the market. 
Concluding this section for Top Dog to enter the Irish market it would need to standardize most of its marketing mix, with a slight adaptation needed regarding competition and the legal conditions. 
Top Dog’s marketing plan is clear and simple and satisfied clients are their marketing tool. When customers leave the organization’s premises happy, the name of the firm will stand for itself. Currently, the firm has contacted several pet owners about the services Top Dog will offer, and they are excited to be part of the offerings. Also, the company plans to distribute several brochures to various large organizations, where they plan to advertise a 10% discount for a certain period to start building a clientele base. 
Further, local shows aired through television will be contacted for purposes of informing them to feature the new venture in town. The television shows will be those that mostly deal with animals or pets. The shows can also have some members from the UK to showcase and inform the listeners of the new services and how they will be beneficial to the members from the region. Similarly, brochures will also be distributed to different restaurants, coffee shops, pet stores, and the veterinary department in the region. The information will also be printed in the local newspaper, with emphasis put on the various animal segment and discussion boards.

With the increased technology, most people prefer the use of smart phones and such groups of people are often found using different social networks (Scarborough, 2016; Jarach, 2017; Zimmerman and Blythe, 2017; Macarthy, 2018). The organization will thus use social media, where they will open a page for Ireland members on the different services that will be offered by the organization. The official company website will be linked to the social media platforms, and this will serve as a reference point when members want to ascertain the various provisions offered by the firm.

Further, the company understands that they will not be successful if they decide to wait for the customers to come to them. This is why they will need to locate their customers. They will do this by mainly focusing on different segments that are targeted. The focus of the firm and their main marketing message will be the different products and services that they will be offering to the people in the long-run. This will be the key to the future of Top Dog in their chosen area of operation. The organization will formulate their marketing messages, ensure it is communicated and fulfill its commitment to quality and excellence. The groups who will be targeted in all the marketing provisions will be pet owners who desire to have reliable professionals to help them take care of their pets.

Current trends indicate that most professionals decide to have families at a later date, while others make decisions of remaining single all of their lives (Yang and Gabrielsson, 2017, p. 148; Kenny and Dyson, 2016). Cant (2016, p. 98) confirms that such groups of people are increasingly taking part in the process of purchasing pets which they care for similar to how they could care for their children. In fact, pets in most homes are not seen as being part of the family but are family themselves (Taraniuk, Kobyzskyi and Thomson, 2018, p. 16). Such groups of people often spend considerable amounts of money to specialists to cater to their dogs and pets. They however desire to work and choose operators who have considerable experience in the area of pet keeping. Top Dog thus endeavors to work with such professionals and offer exceptional services which will ensure the best environments and care for their dogs and pets in the long-run. They can, however, get such professionals through advertisements made using magazines, a marketing agent that is commonly used by professionals who are in the working class.

The other current trend in the workplace is working hours and days (Settembre-Blundo et al., 2019, p. 7; Saura, 2019, p. 86)). Included in this category are the travelling professionals and both of these groups need professionals to cater to their pets when they are not available themselves. Top Dog understands these groups of people and desires to offer them with specialty services that will ensure favorable environments for the dogs and pets at large. While the owners are away, the organization will treat the pets as requested and this will be a strong marketing tool that will sell the name of Top Dog around Ireland.

Lastly, issues of security have become important in every sphere of life, and every individual is looking for the best options to ensure security for themselves and their families. Dogs have always been best suited when issues of security are concerned. The organization will train the clients' dogs to match high standards where they will be able to distinguish between thieves and family members during the day and at night. Such services are on high demand, and with exceptional services, the company will not need several marketing tools but word of mouth and referees.

8. Recommendations 

Matt, Hess and Benlian (2015, p. 339) confirms that every entrepreneur needs to have several considerations before deciding to move to other regions for business. Expansions are by far better and desired by most organizations but should always fit with an organizations strategy (Bocken, de Pauw and van der Grinten, 2016, p. 309; Amran, Ooi, Mydin and Devi, 2015, p. 552). To ensure a smooth transition an organization is always required to understand the new market before moving, and also have experienced personnel who will be required to handle new tasks in the new region. Competition in the international arena, good timing and integration are ingredients for success (Shuen, 2018; Saebi and Foss, 2015, p. 202). 

To succeed in this venture, Top Dog needs to strategize where they will elaborate their long and short-term objectives. Such an aspect will help the employees to focus properly, and understand what they require to succeed in their different positions. They should also understand that evaluation and strategy are never static; hence the need to plan for changes when operating in the new region. Also, the organization should consider building and preparing the workers for a new venture in the new region. Every member should be on board working towards achieving the overall organization's goals and objectives. 
Top Dog will also be required to learn the risks involved in venturing into the new region to make sure they are ready for any uncertainties. Globalization is often a risk, and taking the wrong steps might make the organization collapse faster as opposed to making the needed gains after setup. Global markets usually place new demands for organizations, and this is a move that the management team from the UK will need to understand before starting the new venture in Ireland. The whole organization will thus be required to be ready for any eventuality, and to succeed in this endeavor, they will need to have a strong liquidity portion coupled with experienced leaders and professionals.
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