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1. Introduction and Mission
1.1 Company Overview
Boots UK Limited well known health and beauty chains of United Kingdom tracing with its roots dating back to 1849. The company operates roughly 1,900 stores across the country. It has an online platform boots.com, and one of the country's largest networks of community pharmacies. The product range include over-the-counter medicines, skincare, cosmetics, fragrance, baby care, vitamins, and everyday toiletries.
Boots was part of Walgreens Boots Alliance (WBA) for almost two decades. In 2025, private equity firm Sycamore Partners bought WBA and split Boots off into its own UK-based company, The Boots Group (Cosmetics Business, 2025; Pharmaceutical Journal, 2025). This offers Boots more freedom to develop its own UK strategy. On the other hand it provides less financial support from a large parent company.
Within this British market, the company maintains a strong position based on trust, pharmacy expertise, and its long-running Advantage Card loyalty scheme. Despite this the business deals with significant market competition from Superdrug, supermarket health and beauty aisles, discount retailers, and online players such as Amazon. As a result it cannot rely solely on its long-standing reputation to maintain growth.
1.2 Mission
Boots' mission has traditionally focused on one simple idea, helping customers look good and feel good. It achieves this by combining affordable healthcare advice with everyday beauty and wellness products. This mission is a strong foundation for marketing decisions of the company as it transitions to independent ownership. This suggests that the company should be positioned as a trusted destination for practical healthcare and everyday beauty products. It should not be viewed as just another discount retailer competing mainly on price
1.3 Report Purpose and Focus
This report sets out a practical marketing plan to help the organisation increase its sales. It is divided in four stages:
· An assessment of the Company’s internal position and external business environment by using PESTEL, Porter's Five Forces, and SWOT.
· A strategy developed through segmentation, targeting and positioning (STP), integrated marketing communications, and the Ansoff Matrix.
· A detailed marketing mix plan using the 7Ps framework.
· An Implementation and control framework using KPIs and a balanced scorecard, followed by a summary of findings and recommendations.
The emphasis throughout is on realistic, low-risk actions Boots can take over the next 12 to 24 months, rather than large, costly changes that would be difficult to fund as a newly standalone company.
2. Situational Analysis
2.1 PESTEL Analysis
A PESTEL analysis is applied to evaluate the external, large-scale factors that can affect Boots' capability to boost income.
	Factor
	Key Points for Boots UK

	Political
	UK healthcare policy has a major impact on Boots because some of its pharmacy revenue comes from NHS contracts and pricing guidelines. Changes in NHS funding, the minimum wage, and business rates for physical stores can increase operating costs of company. These changes can also reduce profits.

	Economic
	Rising living coat and inflation impact how much buyers spend on non-essential beauty items. This encourages some customers to buy more affordable products. Currency and import costs also affect the price of branded cosmetics and fragrance obtained from other countries.

	Social
	Consumers in the country, especially younger shoppers, increasingly look into products on social media before buying. They prefer wellbeing, self-care, and sustainable practices from brands. Older community also increases demand for pharmacy services and health-related products.

	Technological
	Rise of e-commerce, mobile apps, and digital loyalty schemes has changed the way people buy health and beauty products. However, Boots must keep pace with rapidly changing beauty technologies such as virtual try-on tools and personalised skincare diagnostics.

	Environmental
	Customers and regulators are giving more importance to plastic packaging, recyclability, and ethical sourcing of ingredients. The company has introduced recycling and refill program in some stores. Taking further action in this area can improve both regulatory compliance and brand reputation.

	Legal
	Boots is required to follow strict regulations for pharmacy services and medicines. It must also comply with consumer protection, advertising, and data protection laws. This is important because the company's loyalty programme collects a large amount of customer data.



Taken together, these PESTEL factors indicate that Boots operates in an environment where rising costs and changing consumer habits create real risk. However, its pharmacy licence, established brand, and growing digital presence also give it a number of ways to respond. To remain competitive, Boots needs to show customers that it offers good value for money. It should also continue investing in digital services and sustainability because these play a growing role in purchasing decisions.
2.2 Porter's Five Forces
Porter's Five Forces framework helps explain the level of competitive pressure Boots faces within the UK health and beauty retail industry.
	Force
	Assessment

	Competitive rivalry
	High. Company competes directly with Superdrug, supermarkets, discount chains, and online beauty retailers, as they all target the same customer.

	Threat of new entrants
	Moderate. Pharmacy licence requirements and the high cost of building stores across the country make it difficult for new businesses to enter the market. However, entering the market through online direct-to-consumer beauty brands is much easier.

	Bargaining power of suppliers
	Moderate. Leading beauty and pharmaceutical suppliers have strong brands. The company's large size and own-brand products, such as No7 and Soap & Glory, give it greater bargaining power.

	Bargaining power of buyers
	High. Shoppers can easily compare prices online and switch between Boots, supermarkets, and e-commerce sites. This limits pricing power on many items.

	Threat of substitutes
	Moderate to high. . Customers have many alternatives to Boots. They can buy toiletries, cosmetics, and some pharmacy products from supermarkets, discount retailers, or online marketplaces.



Overall, the Five Forces analysis indicates that Boots competes in an attractive but demanding market. Rivalry and buyer power place the greater pressure on profit margins. This suggests marketing strategy of company should prioritise building customer loyalty and perceived value. This will help Boots compete effectively without relying solely on price reductions against low-cost supermarket retailers.


2.3 SWOT Analysis
	Strength
· Strong brand recognition and heritage in UK.
· Large store network with pharmacy expertise
· Effective Advantage Card loyalty scheme.
· Well-known and trusted own-label ranges such as No7, Soap & Glory	
	                          Weakness
· Viewed as more expensive than supermarkets and discounters.
· Recently separated from WBA, resulting in reduced financial support.
· Slower digital transformation than online competitors.


	Opportunities
· Growth of online health and beauty shopping
· Expansion of personalised skincare and wellbeing services 
· Greater use of data from the Advantage Card for targeted offers 
· • Partnerships with beauty brands and creators
	Threat
· Strong price competition from supermarkets and Amazon.

· Cost-of-living pressure reducing discretionary spend 

· Uncertainty surrounding future ownership due to a possible sale or public listing.




The SWOT analysis shows that Boots has built strong customer trust over many years. Its pharmacy expertise and loyalty programme also give it an advantage over many competitors. Its main weaknesses relate to price perception and the short-term uncertainty of adjusting to standalone ownership. The most promising opportunities lie in digital growth and smarter use of customer data, whereas the biggest threats come from cheaper competitors and continued pressure on household budgets. This analysis directly shapes the STP and marketing mix recommendations that follow, which aim to protect strengths while addressing its weaknesses.

3. Marketing Strategy
3.1 Segmentation, Targeting and Positioning (STP)
Segmentation:
 Boots customers in the country can be divided into different groups based on their age, lifestyle, and buying behavior which includes:
1. Health-aware buyers, who are often older and visit for prescriptions and medical advice.
2. Beauty and skincare customers, usually younger women who frequently buy cosmetics and skincare products.
3. Convenience shoppers, who prefer to make quick purchase of everyday essentials such as toiletries.
4.  Cost-conscious , who compare prices with supermarkets and discount retailers before buying.
Targeting:
The company should continue to prioritise the health-focused and beauty skincare segments because they align well with its pharmacy expertise and premium own-label products. It should also retain convenience shoppers by offering fast and reliable shopping and delivery services.
Positioning:
 Boots should position itself as the trusted UK expert in health, beauty, and wellbeing, combining pharmacist advice with quality own-label products at a fair price. This positioning builds on pharmacy heritage, which is difficult for supermarkets and online-only retailers to copy. The company can overcome the perception of higher prices by highlighting the value offered through its loyalty scheme.
3.2 Integrated Marketing Communications
The Brand can strengthen its position by using the same message across its advertising, social media, stores, and other communication channels. This creates a consistent and trusted brand image. For example, a new skincare campaign could use TV advertising, social media, in-store promotions, and personalised app notifications. Working with influencers would further strengthen the campaign and ensure a consistent message across all channels.
Consistency across channels matters because customers often switch between different mediums during a single purchase decision. They might see a product on social media, check reviews online, then pick it up and ask a pharmacist about it in store. If the messaging, pricing, and promotional offers differ across these mediums, customers lose confidence in the brand. Boots has already shown early signs of this joined-up approach through initiatives such as its beauty brand accelerator programme run with TikTok Shop. This links social commerce, in-store placement, and mentoring support for emerging UK beauty brands, and this kind of partnership model could be extended further across the business.


3.3 Ansoff Matrix
	
	Existing Products
	New Products

	Existing Markets
	Market penetration: Encourage existing UK customers to buy more often through personalised Advantage Card offers, bundle deals, and loyalty-linked pricing.
	Product development: Launch new skincare, wellness, or personalised beauty diagnostic services for current UK customers.

	New Markets
	Market development: Grow online sales further and expand delivery/collection options to reach customers outside traditional store catchment areas.
	Diversification: Explore new health and wellbeing services, such as expanded private health consultations or digital health subscriptions, for new customer groups.



Given its current position, Boots should focus mainly on market penetration and product development in the short term, since these carry lower risk and build on existing strengths. Diversification should be considered as a long-term strategy after the company has fully adapted to operating as an independent business.

4. Marketing Mix Strategies (7Ps)
	P
	Recommended Approach

	Product
	Continue developing trusted own-label ranges such as No7 and Soap & Glory, and expand personalised skincare and wellness product lines. Maintain strong pharmacy and healthcare product ranges to reinforce the expert positioning.

	Price
	Use a value-based pricing approach: keep flagship own-label products competitively priced, while using Advantage Card points and targeted discounts to reward loyal customers and counter the perception that Boots is expensive.

	Place
	Maintain the extensive store network for convenience and pharmacy access, while continuing to invest in boots.com and the mobile app, click-and-collect, and faster home delivery to compete with online-only rivals.

	Promotion
	Run integrated campaigns  mixing social media, influencer/creator partnerships, email and app push notifications, and in-store promotions, all reinforcing the trusted health-and-beauty-expert message.

	People
	Invest in training pharmacists and beauty advisors so in-store advice remains a clear point of difference versus supermarkets and online retailers; strong staff expertise supports the premium positioning.

	Process
	Simplify prescription ordering, click-and-collect, and returns processes so that both online and in-store journeys feel quick and reliable. Use the app to let customers track orders and repeat prescriptions easily.

	Physical Evidence
	Keep stores clean, well laid out, and clearly branded, with visible pharmacy counters; ensure packaging, receipts, and the app all reflect a consistent, professional Boots identity that supports trust.



Using all 7Ps together helps Boots keep its premium image. At the same time, its loyalty rewards and own-brand ranges give budget-conscious shoppers a clear reason to stay loyal instead of switching to cheaper stores.
It is crucial to plan these seven elements as one combined strategy rather than separate projects. For instance, launching a new own-label skincare line requires alignment across every area. It should feature special loyalty pricing, clear stock availability across stores and online, and consistent promotion everywhere. Store staff also need proper training to explain its benefits, supported by smooth ordering processes and attractive displays. This connected approach is what transforms a simple product into a strong seller
5. Implementation and Control
Turning this marketing plan into results requires clear ownership, a realistic timeline, and measurable targets. The marketing team should lead the implementation over a 12-month period. This process will begin in the first quarter with Advantage Card campaigns designed to reach more customers. Later in the year product development launches and digital experience improvements. Budget should be reviewed each quarter so spending can shift toward channels and offers which are performing best, rather than being fixed for the whole year in advance.
A small digital marketing team should work closely with the pharmacy department to deliver the strategy. This will help ensure that campaigns are practical and can be implemented successfully both in stores and online. Store and pharmacy staff should be involved early in the process rather than right at launch. This helps them understand and display new promotions properly at the point of sale, where customers make their final buying decisions
5.1 Key Performance Indicators (KPIs)
	Objective
	KPI
	Target

	Grow sales
	Year-on-year like-for-like sales growth
	Increase by 5% within 12 months

	Increase loyalty
	Active Advantage Card usage rate
	Increase active users by 10%

	Grow online channel
	Share of sales through boots.com and app
	Increase online share by 3 percentage points

	Improve customer satisfaction
	Net Promoter Score (NPS) / customer survey rating
	Improve average score by 5 points



5.2 Balanced Scorecard
A balanced scorecard helps Boots monitor performance across four perspectives, not just financial results.
	Perspective
	Example Measure

	Financial
	Sales growth, profit margin, and cost control across stores and online.

	Customer
	Advantage Card engagement, customer satisfaction scores, repeat purchase rate.

	Internal Processes
	Speed of prescription fulfilment, click-and-collect processing time, stock availability.

	Learning and Growth
	Staff training hours completed, employee satisfaction, digital skills development.



Regular quarterly reviews against these KPIs and scorecard measures will let Boots' management adjust the marketing plan quickly if targets are not being met, for example by reallocating budget between store and digital promotions.
6. Conclusion
This analysis showed how Boots UK can increase sales after becoming an independent business under The Boots Group. The study found that the company has several strengths, including a trusted brand, pharmacy expertise, and a loyal customer base. However, it also faces strong competition from lower-priced retailers and online businesses, as well as cost-of-living pressures and changing regulations.
The STP analysis suggests that the retailer should focus on health-conscious customers and beauty enthusiasts. It should position itself as a trusted expert in health, beauty, and wellbeing. The Ansoff Matrix shows that market penetration and product development are the most suitable short-term growth strategies. These can be achieved by making better use of the Advantage Card and introducing new skincare and wellness products.
The 7Ps analysis highlights the importance of maintaining high product quality, fair pricing, convenient shopping channels, effective promotion, knowledgeable staff, efficient processes, and a professional store environment. Together, these elements support the company's market position.
The main recommendations are to personalise Advantage Card offers using customer data to encourage repeat purchases and continue improving online and app-based services, such as faster delivery and digital health tools. The company should also continue investing in staff training to maintain its trusted reputation. Finally, performance should be monitored using the proposed KPIs and balanced scorecard so that the marketing strategy can be adjusted as market conditions change.
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