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1. Executive Summary

Top Dog (called from here on TD) 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). The business has several competitors on the island but continually operates with pride for its achievement of having been recognized with  5-star reviews 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 purpose of this report is to determine the way TD will enter Ireland and gain competitive advantage in the new region. 


The Irish market 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 TD 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.
Considerable market research and analysis was done through PESTEL, SWOT, TOWS, Porter’s five forces and other forms of analysis, reaching the conclusion that TD will be able to tackle its competitors by making use of the experience in the industry and its established capital base. It is also necessary for TD to continuously ensure innovation of its product and service range to stay on top of the competitors.
The functional organizational structure will be used, where there will be different departments headed by managers who will be accountable to the General manager and the owners. The business will make use of the limited company structure to offer protection for the owners’ investments.
To ensure success in its new venture, TD will invest capital in their new business operations and has taken the Foreign Direct Investment entry strategy. The decision to follow this strategy was made using the OLI paradigm.  From the future cash flows the business will plan to move to other regions in the future. The business aims to break-even in the second year and expand to other regions in the third year. 
Main recommendations made to TD are as follows:

· A clear strategy is needed to show long and short term objectives. Through this TD can assure that all its employees are prepared  for the new venture to achieve the goals and objectives of the business. Economies are changing constantly so TD needs to plan for changes. 

· By using its well established capital base TD has to organize its marketing strategy and advertise the new venture accordingly. Good marketing is appreciated by younger generations, so this can be a market segment to target for the business.

· Strong liquidity is needed to prepare for the new demands of the global markets.

· Constant product and service innovation will be necessary to make and keep the advantage over  competition.

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 high gross margins on all their products and services, with full capacity in the second year of business. By the third year, while operating in Ireland, TD wishes to expand their services throughout Ireland and this will be a setting stone towards ensuring a larger clientele base and revenues.
TD’s 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 to every customer who walks through the door 
· Provide an environment that is clean, odor free, upscale, conducive and enjoyable to the pets.

· Operate from an accessible location.
· Continuously innovate product and service range to stay on top of competition
· Work at the highest standards  where integrity and dedication will be the key.
· Create long lasting customer impressions to improve brand loyalty by making a positive difference in the life of their pets.

· Work together across the borders to meet customer needs and ensure TD wins over its competition.

· Encourage the development of employees and reward outstanding performance.
3. International Business Organizational Structure
Organizational structure is the form of how hierarchy and responsibility is allocated and how work procedures are carried out by members of an organization (Ravanfar, 2015). There are four types of organizational structures: functional, divisional, matrix and flatarchy structure. 

TD will use the functional structure in its operation in Ireland. In the functional organizational structure employees are grouped by their functions and form units. The managers of these units will report to the management/owners of the business (Ravanfar, 2015). The 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 TD the following advantages: operational speed, clarity and specialization (Gleeson 2019). Another 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). 
TD 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 general manager who will manage the affairs of the organization and offer advice to the family on the operations of the company and any required changes to stay ahead of the business. The departments will have heads or managers who will also respond to the general manager on their operations.
The new facility in Ireland will be rural, 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). TD 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. They will ensure both day and overnight pet care and services. 
While operating in Ireland, the business function will make use of the limited company structure. According to Macey the limited company is a separate legal entity owned by its shareholders and run by the appointed managers so this structure offers protection of limited liability to the investors (Macey, 1995). Businesses change their structures in the course of their expansion and growth (Ravanfar, 2015). TD will be overseen by the owners who have experience in the industry, and who will employ the general manager and the employees that will have local backgrounds. This business structure is suitable for TD and will be used by its new purchase when opening in Ireland.  
This model was chosen to be presented to the owners because an infusion of capital might be necessary in the future to ensure increased working capital for the firm (Deresky, 2016). The owners will 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 have to be ready to make such changes when the need arises for the prosperity of their stakeholders (Deresky, 2016).
Achieving organizational goals depends largely on the employees’ ability to perform their duties, and on how they will adapt to the changes in the environment (Ravanfar, 2015). Education and training would enable them to perform better and be more efficiently.
4. Foreign Market Research 
Table 4.1 – Advantages and disadvantages of the market entry to Ireland for Top Dog

	Advantages of entering the Irish market
	Disadvantages of entering the Irish market

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

· Increasingly higher market, Europe being the 2nd biggest market  (Grand View Research, 2018)
· Pets are treated well in Ireland, hence gifted

· TD offers unmatched experience in the industry, hence able to handle competition 

· Reliable economy

· The ability to make standardization 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 areas

	· Minimal internal experience

· Small firm, with resources that are limited 

· Products are not specific to Guernsey

· TD will be facing larger and smaller 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


According to Kay (1993) competitive advantage can only be achieved when distinctive capabilities or core competences are used in one or more markets. These markets are based on the needs of the customers, so it is really important for TD to be customer-driven. Also Kay implies that a successful business must create new customer needs (Kay, 1993) so TD has to innovate its products on the new market in Ireland. 

A market segmentation analysis needs to be conducted for the business in order to make appropriate decisions for entering Ireland. The largest and most profitable customers/groups of customers need to be identified to see their profitability potential (Stonehouse et al, 2004). Later the customer motivations have to be identified such as their sensitivity to price and to quality, the extent of brand loyalty.
4. Risk Assessment
According to Stonehouse et al (2004) the analysis of the external environment helps to determine the strategies that will be adopted by a company.  All the factors from the environment, the industry and the market will help formulate the strategy of either being entirely global or being localized to the needs of the customer (Stonehouse et al, 2004). They see the external environment as a network that consists of macro and micro environments all related to each other. The macro environment analysis is concerned with the social, cultural, demographic, political, legal, economic and financial factors and the changes and trends in them. The micro environment can be analysed with Porter’s five forces model (Porter, 1980, 1985), but also with Yip’s globalization drivers (Yip, 1992).
5.1 PESTEL & Environment Analysis
Environment analysis is vital as it allows the prediction of events that could happen in the future and ensures that strategic plans are formulated to suit these (Stonehouse et al, 2004). This analysis helps to develop sustainable competitive advantage, to identify the opportunities and threats and to provide opportunities (Yüksel, 2012). Mintzberg and Waters (1985) recognize the importance of anticipation and responses to changes in the environment for businesses. D’Aveni (1994) goes further and argues that the businesses should try to modify their environment by constantly challenging and changing the rules. This is why TD has to ensure that its organizational culture is flexible and to emphasize learning within the company (Turner, 1996).
PESTLE has two basic functions for a business: it allows identification of the environment within which the business operates and it provides data and information that will predict situations and circumstances for the future (Yüksel, 2012).
Table 5.1 - PESTEL analysis for Top Dog

	Political Factors
	· Political stability
· An increasing number of pets (Grand View Research, 2018)
· Intellectual property is protected

· Trading partners are favored (Export.gov, 2018)
· Diversified anti-trust laws

· Similar pricing (Petmania, 2019)
· Safety mechanism for the industrial segment

	Economic Factors
	· Free market intervention by the nation of Ireland (Export.gov, 2018)
· 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 (Grand View Research, 2018)
· Culture (past and present indications of increasing desire to keep animals and pets) (Grand View Research, 2018)
· 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 (Clegg, 2011)

	Technological Factors
	· Diffusion in technology

· Product offerings using superior technological tools

· Retail industry cost structures 


5.2 Yip’s globalization drivers
Yip (1992) suggested that there are four categories of drivers (market, cost, government and competitive). Some drivers could indicate globalization or others localization.

Table 5.2 Yip’s globalization drivers for Top Dog (adapted from Stonehouse et al, 2004, Table 4.1 - The globalization drivers) 

	Drivers
	TD’s pressure for globalization
	TD’s pressure for localization

	Market
	Customers

Channels

Marketing 

Countries
	Transferable marketing


	Local customers
Local channels

No lead country

	Cost
	Economies of scale

Experience curve

Sourcing

Logistics

Country costs

Product development costs

Technological change
	Low transport costs
	Low fix costs
Shallow learning curve

Decentralized purchasing

Similarities in costs

Low

Slow

	Government
	Trade policies

Technical standards

Marketing regulations

Government ownership
	Low trade barriers
Compatible

Common

Government owned Competitors present
	

	Competitive
	Volume of exports and imports

Competitors

Interdependence of countries
	
	Low exports and imports

Local competitors

Independent countries


Table 5.2 has been adapted from Stonehouse et al (2004) and includes only the pressures that concern Top Dog. By analyzing the Yip drivers in this table it is obvious that it indicates localization as the best approach for TD. Most of the drivers are local and these need to be matched in the business strategy.
5.3 Porter’s Five Forces
According to Porter (1979) there are five basic forces which collectively determine the profit of the industry. These competitive forces are underlying in the structure of each industry.

The strength of the forces in any industry is what highlights the profitability of a business and has a strong influence on its structure (McGahan and Porter, 1997). It is likely that only a few of the forces will be important for an industry over a time (Stonehouse, 2004).
Table 5.3 - Porter’s Five Forces analysis for Top Dog

	Force 
	Magnitude 
	How to deal with the force

	The threat of New Entrants

	High 
	· Through the process of innovation new services and products (Kay, 1993) will be introduced to act as and advantage on competition


· Lower costs per unit that ensures advantage on competition

	Bargaining Power of Suppliers
	Low
	· Having several suppliers 

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

· Using suppliers who are fully dedicated, 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 ( Stonehouse et al, 2004)
· 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 (Stonehouse et al, 2004)
· Ensure competition through scale building 

· Partnering to competitors to have a larger market base


TD can reduce competition by differentiating its product and by increasing switching costs for customers. The company can reduce the power of its customers through product differentiation as well (Stonehouse et al, 2004). 
Another force that is important for TD is the rivalry among existing competitors in the industry. This calls for innovative approach for Top Dog to enable it to expand its business in the future and not to result in reduced profit levels (Stonehouse et al, 2004).

5.4 SWOT Analysis 
A SWOT analysis is a collection of information about internal and external factors of the business that has or will possibly have an impact on it (Thompson & Martin, 2010). It is used to identify the relevant strengths and weaknesses that are important to cease opportunities and threats for a certain situations.
Table 5.4 – SWOT analysis for Top Dog
	Strengths
	· Established capital base

· Increased number of potential clients from Ireland

· High demand for dog and pet grooming services 

· Experience in the business of dog and pet grooming 
· Medium costs of starting the business

· Increased passion for operating the business 


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

· Low budget to ensure sustainability of the business if it does not pick up as required
· Training the large number of new employees

	Opportunities
	· Able to serve a large number of pet owners 
· The new generation of owners appreciate good marketing 
· Serving both the rural and metropolitan customers without problems being close to one another

	Threats
	· Increased competition from the local brands

· Higher costs of operating the business in the event of changing the use of supplies
· Expensive marketing campaigns
· Economic issues like inflation


5.5 TOWS Analysis
The TOWS matrix is a used for matching the environmental opportunities and threats with the weaknesses and strengths of a business and  making strategic plans for it (Weihrich, 1982).
Table 5.5 – TOWS analysis for Top Dog

	TOWS 
	Opportunities
	Threats

	Strengths
	Strength-Opportunity strategies

· Experience in the industry will enable TD to take advantage of the large number of customers

· Develop a new product or a new option with different prices so customers have a wide choice

· Using its capital it is able to spend money on good marketing which is appreciated by younger generation of customers

· Having a large demand on pet care business TD will be able to serve both rural and metropolitan customers
	Strength-Threats strategies

· The increased passion for operating the business and the experience of TD in pet care will decrease the threat of local competition

· Using FDI to enter the Irish market will make TD more cost effective and enable it to spend more on marketing campaigns when necessary
· Hiring local managers and training them to follow TD strategy

	Weaknesses
	Weakness-Opportunity strategies
· Having minimal brand recognition in Ireland TD will open a subsidiary through FDI taking advantage of the market knowledge of this business

· Opening a subsidiary will give TD advantage over competition 

· Reduced expenses on marketing campaigns as it will be a take-over 
· Meet competition with advanced design technology
	Weakness-Threats strategies
· Low budget to ensure sustainability of the business in case of economic crisis
· Using managers to train  the new employees so that they stay with the new company

· Reduce the threat of competition by developing a flexible product line/ service


6. International Business Strategy 

Business strategies usually involve the introduction of different products and services to the clients using different available techniques (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, these are as follows: 

· Global standardization strategy

· Transnational strategy

· International strategy

· Localization strategy

According to Hill (2013) the choice of these strategies depends on low and high pressures of cost reduction and from low and high pressures for local responsiveness. 

 TD 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. 
TD has decided to make use of foreign direct investment (FDI) as an entry strategy. The other strategies where excluded by using the OLI paradigm or eclectic paradigm (Dunning, 1979). The name stands for ownership-, location- and internalization- advantage. According to Dunning (1979) there is a need for all the three advantages to be successful in staring an FDI.
Table 6.1 – OLI paradigm for Top Dog
	OLI  PARADIGM
	ADVANTAGES

	
	Ownership
	Location
	Internalization

	MARKET 

ENTRY
	Licensing
	No
	Yes
	No

	
	Export
	No
	Yes
	No

	
	FDI
	Yes
	Yes
	Yes


Table 6.1 clearly shows that FDI is the most suitable entry mode for TD. They need to use their advantage in ownership that of having a great reputation and good technological capabilities; location advantage is the closeness of Ireland to Guernsey and to UK; internalization advantage is that the local companies have better market knowledge (Dunning, 1979). This strategy is vital to TD because they will venture into a new country from their original base. 
This type of investment can take the form of a greenfield investment in a new facility or an acquisition of an existing local firm (Hill, 2013). According to the same writer the majority of FDIs are made in the form of acquisitions or mergers. The reasons for this are as follows: they are more easy to execute – markets evolve rapidly; the acquired firms have valuable strategic assets – brand loyalty, customers, distribution systems; they can increase the efficiency of the bought firm by transferring capital or management skills (Hill, 2013). 
FDIs could be risky for some firms due to problems that are associated with doing business in a different culture that has different rules (Hill, 2013).  Dunning and Narula argues that FDI is required to combine location-specific assets or resources with the company’s capabilities that are unique (Dunning & Narula, 1995). The main feature of FDI is that it often ensures effective control in the area of decision-making. For TD it is essential to have a tight control over the acquired firm in order to maximize its earnings and the market share in the new location (Hill, 2013). 
According to Yeaple (2003) there are different forms of FDI, and they include conglomerate, vertical and horizontal. TD will employ the horizontal type of business that ensures that similar business operations are run, and this often involves the use of raw materials that are required to produce finished goods.
As an entry strategy TD 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. This option might prove to be a costly method for TD but will be a better option than starting from ground and building up a completely new business in an unknown environment (Hill, 2013).
7. International Marketing Plan


Standardization or adaptation of the 4P marketing mix is the question TD has to answer correctly in order to remain and prosper on the Irish market. Kellerman et al (1995) suggest that all parts of the marketing mix are equally important and a deficiency in any one of those could mean failure to the business.
Bellow is presented the 4P’s of the marketing mix that TD 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 TD to enter the business in a rural area but closer to the large cities to avoid the desolated areas used for farming (Clegg, 2011).
· There are two purchasing processes that can be used by TD: centralized and decentralized. The centralized process means to have a purchase department located at the headquarters and the decentralized means to have a department set up at each location. TD will try to use centralized purchasing processes to develop a strong 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

· TD will be facing larger and smaller competitors. 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. 
When TD will enter the Irish market it will need to standardize most of its marketing mix, with a slight adaptation needed regarding competition and the legal conditions. 
TD’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. 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 for the subsidiary.
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, and 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.

TD will focus on different market segments that are targeted. Customer needs are becoming diverse so businesses can handle this complexity through market segmentation (Baker & Saren, 2010). The focus of the firm and their main marketing message will be the different products and services offered in the long-run. This will be the key to the future of TD 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. 
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). 
The other current trend in the workplace is working hours and days (Settembre-Blundo et al, 2019; Saura, 2019). Included in this category are the traveling professionals and both of these groups need professionals to cater to their pets when they are not available themselves. 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 TD around Ireland.

8. Recommendations 

Matt, Hess and Benlian (2015) confirm 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 et al, 2016; Amran et al, 2015). 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. This is why market research and risk assessment were done to highlight the weaknesses of TD and show the threats that need to be tackled. 

Competition in the international arena, good timing and integration are ingredients for success (Shuen, 2018; Saebi and Foss, 2015). 
The recommendations are as follows:

· A clear strategy is needed to show long and short term objectives. Through this TD can assure that all its employees are prepared  for the new venture to achieve the goals and objectives of the business. Economies are changing constantly so TD needs to plan for changes. 
· By using its experience in the industry TD has to take advantage of the large customer pool available in Ireland both rural and metropolitan.

· By using its well established capital base TD has to organize its marketing strategy and advertise the new venture accordingly. Good marketing is appreciated by younger generations, so this can be a market segment to target for the business.
· Open a subsidiary in Ireland through FDI. This will help with the brand recognition. After the initial big investment the business can be more cost effective as it will not need to spend on excessive marketing campaigns to introduce the business.

· Opening the subsidiary will give TD an advantage with competition as the company taken over will have all the market knowledge needed.
· Strong liquidity is needed to prepare for the new demands of the global markets.

· Constant product and service innovation will be necessary to make and keep the advantage over  competition.

· Provide managers/employees with training as per TD working standards
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