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Introduction

Young’s is a popular pub chain in the UK. They have their operations running in London and South East Of England. Annual revenue is around 270 million and operate more than 250 pubs and hotels. Some of their competitors include other popular and not so popular pub chains like : Fuller’s, Weatherspoons, Greene Kind and more.

It all started in 1831 when Charles Young and Antony Bainbridge started brewing beer. They started operating with 5 pubs and the brewery itself. The headquarters were and still are in Wandsworth, UK. Their original Young’s bitter exist to this day and is a beer that many people enjoy. Later on they started introducing even more different types of beers.

The pub market is getting more and more competitive and Young’s are finding it difficult to compete with some of the companies mentioned above (Weatherspoon Annual Report 2018). This is due to the fact that some companies have a much bigger market share and therefore a lot more capital than Young’s.To avoid competition Young’s are trying to differentiate themselves as a more quality-over price focused chain. 

Patrick Dardis is the current CEO of the company and he has been appointed since 2016. Since stepping in as a CEO from retail executive he has promised to increase revenue and focus on estate acquisition. Also he is looking for new ways to generate income for the organisation and came up with a few great ideas. One of these ideas is the Burger Shack. The shack is basically a caravan where they produce and sell high quality burgers. These caravans are in the gardens of different pubs from the chain. Easy to move from one place to another and easy to maintain, these caravans are a greater way to differentiate from the competition.

In order for Young’s to gain market share and be able to compete with the bigger companies in the industry they have decided to pay special attention to their customer experience, journey and their marketing efforts. They are working with a digital marketing agency called Propeller that is going to help them get the exposure they need and increase the amount of customers that go to their pubs on a regular basis.

In this report we are going to focus on crucial role of marketing for the company, some of the challenges of the marketplace, the marketing strategies that are being used by the company and the customer journey every client is experiencing from the beginning till the end.

The role of marketing

“Marketing is a customer focus that permeates organisational functions and processes and is geared towards marketing promises through value proposition, enabling the fulfillment of individual expectations created by such promises and fulfilling such expectations through support to customers’ value generating processes thereby supporting value creation in the firm, customers and stakeholders.”(Kotller, 2015)

Marketing is one of the core elements of every single business. It is the only thing that drives clients in the front door and therefore a crucial element. We can even say that to a huge extend, marketing is what separates a successful business and a not so successful business. Many companies across the world understand the importance of marketing and have marketing teams or hire agencies to help them make their products or services popular and create a positive impression of their business. Together with sales, marketing is one if not the most important department in a business, even though many business owners don’t realise it. Every business needs and wants more clients or customers and to get them they need to focus on marketing. Marketing is also responsible for how the company appears in customers minds and what customers think of the company as a whole.

Young’s being in a situation where they can’t compete with some of their competitors directly, have to come up with ideas on how to be different. Differentiation is very important for most companies especially in a crowded marketplace where gaining market share is extremely difficult. That’s one of the reasons why Young’s have doubled their marketing expenditures in the last 3 years (Annual Report 2018). They are also going heavy on every single social media platform available right now. The reason they are doing that is because they want to get the attention of the people that can become their customers.

Challenges

Hospitality is a challenging industry. It involves a lot of moving parts and it’s difficult as a whole. There are various reasons for that. One of them is the fact that it requires a lot of staff members, which tends to be expensive. Also inventory and the real estate where it operates come at a high price. It’s high risk business model. Small profit margins lead to small salaries compared to other industries which leads to high staff turnover. The hospitality industry is relatively stable as a whole. The demand is definitely there. 

Another major challenge is the competitiveness of the market. There are so many different hotels, pubs and restaurants that to be able to stand out you really need to be different. Young’s are really trying to differentiate as a high end pub chain with a very strong food offer as well. While most of it’s competitors like Weatherspoons or Greene King are remaining wet led, Young’s are going in the opposite direction. They all offer food but Young’s are focusing on it. Therefore they are able to price all its products higher and increase their profits by doing so. The clientele they are attracting are different type of people than the ones that the companies mentioned above does.

High staff turnover is a major challenge for every hospitality business. How can they attract high quality team members and keep them without hurting their profits ? The way Young’s are doing it is by offering a real career progression to all their team members. It’s a pathway that every employee follows. From starting as a team member until they become a general manager of a pub. With hard work and commitment, every employee has the opportunity of becoming a manager in the company.

Marketing Strategies

“Strategy outlines the master plan of action aimed at achieving the company goal. Marketing strategy involves two key decisions : identifying the target market and developing the offerings value proposition.”(Chernev, 2012)

Young’s have decided to focus on their digital presence and marketing. This is a crucial decision and one that many of their competitors are not sure yet. It’s been a few years since social media and search engines have changed entirely the landscape for marketers and advertisers. Almost half of the population on the planet is on social media. That includes all its different channels : Facebook, Instagram and etc..It’s clear that a company must have an online presence since that is where the attention is.

Young’s have decided to work with a digital marketing agency called Propeller that will help them implement their new strategy. Young’s want to focus their energy and focus on implementing their new video content strategy. This will include creating different types of content that will increase the amount of people that can find them online. Every pub is assigned a person that will do exactly that. Taking pictures and shooting videos that represent the atmosphere, friendly staff and amazing food and drink products that the company produces. Propeller are creating the whole strategy and helping with the technical part and execution of the plan. They are also using Google Local business function which allows all their pubs to appear in Google search results for phrases like : “Pub Near Me” and others. This is very beneficial as it allows them to increase the amount of people coming to their pubs depending from what people are searching for in Google. It also allows people to write reviews and score the pubs they have been to. Customer feedback is extremely important in hospitality and Young’s are making sure that they know what their customers think and if they are satisfied with the experience. Propeller are also helping Young’s to build and grow their email list, so customers are aware of promotions that the company is running or anything that could send them back to the pub. To do that, Young’s are running regular promotions where their customers can win a trip to an exotic place, free drink and food or something else. All their customers need to do is visit the pub. Staff members are spreading leaflets on the tables and anyone that wants to win needs to enter the email and name on the leaflet so they have the chance of winning the prize. By doing this Young’s are building an email list which is another way they communicate with their customers and send them back to the pubs.

Their main focus is live videos and we can clearly see from their Facebook page that they are producing a lot of content every single day. Then these videos are being heavily edited and posted across multiple channels including : Facebook, Instagram and Twitter.

Another marketing strategy that the company is planning to focus on is making the outside of they real estate look better. Pubs leave marketing messages using black boards to share what their program for the weeks is or what their current food specials are. This is playing the role of a local marketing, so every person who pasts by the pub can see “the news”. They are also investing more and more into creating new signs, boards and as a whole the outside areas of the pubs.

Customer Journey

We are going to have a look at the customer journey both online and offline. How are people finding Young’s pubs and what they are experiencing from the moment the company gets their attention until the moment they leave the premises of one of their pubs. 

There are 2 types of clients that the company can have. One are people that know about the company, they have been customers before and are ready to be customers again. The others are people that are not aware of the company and their product. This is depending on the level of awareness of the customers.

The first type of customers are the ones that are aware of the company and have been to one of their pubs in the past. Since they have enjoyed their experience they probably have followed the pub they went to on one of their social media channels or have subscribed to their email list by using one of the leaflets on the tables. By doing that they now are being informed on social media and email about everything that is going on in this particular pub. This can include : new upcoming events, new dishes on the menu, promotions and giveaways. Even though they might not need the pubs products right now they are being constantly informed about it, so when they need a pub, Young’s will be the first that comes on their mind.

The journey of a person deciding that they want to book a table to making it happen is very short and easy. This is due to the fact that nowadays technology is making it very easy. A person who has made a decision that they want and need the pub product are 4 clicks away from making it a reality. The process includes a customer realising the need and making a decision, clicking on a link that is included in most social media posts or email newsletter and then being sent to the website of the organisation where they can enter the details and book a table. If the customer wants to book an event where they need to discuss their requirements with a person they can follow the same procedure but indicate on the form that they want to speak with someone and a representative from the pub will follow up with them shortly.

Current communication channels that Young’s are using this method on are Facebook with 17000 likes, Instagram with 6000 followers, Twitter with 15200 followers. They also use Youtube and Pinterest with no success and following there. This is something that Propeller should put more time and work on. Multichannel and cross platform activity is important for the growth of the company.

This is how the company is raising awareness and getting attention online. Creating content in the form of video or just posts and putting a link to their booking form on their website where people can enter their details and the date when they want to come. 

The second part of the journey and the only part if customers are not aware or just made a spontaneous decision to come to the pub is slightly different. By removing the online part we are left with what the clients experience the moment they come close to a pub of the Young’s chain. As stated above Young’s are investing heavily into how their pubs look on the outside. This is crucial because the outside area is the first thing that customers see when coming into their premises. It’s the first impression which is really important and a step of the customer journey that customers will be in twice. There are big signs on every pub with the name of the pub and the company logo. This can be used to attract people that are aware of the company and what it stands for. It also serves as a signal to potential customers that on these premises a pub company operates, so anyone that is in need of a hospitality product can get it there. There are also numerous black boards located at the entrances and around the premises that are used to describe promotions, new dishes and serve also as a weekly program of what is happening in the pub this week. 

After the attention and awareness of potential clients is grabbed and they either booked a table or went straight to the pub, they have seen the black boards and the outside area, creating a very cosy, warm and hospitable first impression the next step is when the customers come inside the pub. At this point they are greeted by a staff member. Young’s have developed a system that they call : “The 5 Golden Steps Of True Hospitality”. This system is what step 3 of the customer journey is. It is something that the company is using to ensure that every customer is getting a proper step 3 of the customer journey. It all starts with a staff member acknowledging the clients by establishing eye contact. Then they need to smile at the customer. This is really important and especially in hospitality industry where smiling is one of the main skills that a staff member should have. The next step is to greet and ask the customer how are they. After that the team member takes the order of the customer and thanks them. This is what step 3 of the customer journey is. Now they have become a paying customer but this is not the end of the journey.

Step 4 is where the delivery of the hospitality product takes place. The customer have actually paid to experience the pub product or service. This step is crucial. The marketing and attention grabbing efforts have done their job and have brought a potential client to step 2. Then the client passed through the outside area where everything is set in a specific way to further boost positive impression on the brand and the quality of their product. Staff members execution of step 3 is also very important so the potential customer can have a positive impression from the staff and their friendliness. Step 4 is the moment the customer consumes the pub product. This includes the time he waits for his order to be delivered, the quality of the product itself, time needed to deliver the product to the process in which a staff member is taking the payment. 

Step number 5 is when the customer is about to leave and what the staff members say and what customer sees on his way out from the premises. This is very similar to step number 2 with the difference that the customer have consumed the hospitality product and on his way out he needs to see something different on the way in. That’s why the black boards outside the pub are 2 sided. This allows the management to leave 1 message on the outside facing part and another message on the inside facing part.

Step number 6 is following up with their customers and asking for a review on their preferred website. This is helping them gather information about the efficiency of every step of the customer journey and how they can improve. It is an automated system created by a software called “Collins”. It works only with people that have booked through the organisations website. It is automated and the software sends an email to the customers few days after they have visited the premises of the pub. The communication also includes links to various different websites where customers can share their opinion and feedback with other people and the management.

Conclusion

Young’s have identified the need to differentiate from their competitors. With a smaller market share they have decided to emphasise their strong point and try to attract a specific type of people into their pubs. By successfully implementing the 6 step customer journey they will be able to do that. They are also doing what their competitors for some reason are staying away from and that is focusing on digital and social media. With the attention of the people being more and more online, Young’s are adapting to the fast changing environment to gain market share using online marketing. The feedback that they get by using marketing automation allows them to address any issues across all their pubs and further improve their products and offerings. The ability to track every step of the customer journey is also very beneficial as it allows the company to see what’s working best and make changes where it is needed. Young’s has grown significantly the last 10 years due to various reasons but one of them is implementing the customer journey and turning it into actual step by step process and focusing on the most important thing - what their customers think and feel before and after they visit a Young’s pub.
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