Executive Summary_____________________________________________________________


In order for Gracie Barra London to increase enrolment for the upcoming year, an effective and precise marketing plan has to be implemented. To succeed, GBL must overcome various marketing challenges which include: deciding on the right target market to focus on advancing enrolment, choosing the most applicable promotional methods that will designate to this market segment, assigning the proper price points in order to maximize registration and any additional tweaks to the facility itself that will benefit the company. The marketing campaign will include a complete breakdown with an analysis on how to overcome these challenges. The recommendations in this marketing report are as followed: 

· GBL should pursue targeting children as they are a growing market and hold unlimited potential

· Adding courses to the facility schedule including self-defense, anti-bullying, competition training and Judo

· Pursue the expansion of the gym for the use of physical training, conditioning, and staying fit

· Keep the prices consistent from previous years, but add in new price packages for parents signing up their children, and another price for people signing up for the gym only

· Use the most effective sources of promotion to create as much attention and exposure to GBL’s new target market using mediums such as: reaching out to grade schools and hosting an assembly to speak to children about the benefits of GBL as well as social problems in society, take-home brochures so exposure to parents of children is evident, and creating a stronger presence online to spark interest of parents with a new website and up-to-date social networking websites

With limited corporate capabilities due to expensive start-up costs, GBL must make the most impact with their limited marketing budget. In order to do this, efficient means of advertising will be put in place by targeting a small-scale niche market to maximize profit and enrolment. GBL will promote to four elementary schools in the vicinity of their gym, targeting the children attending the schools, as well as the parents of the children. By restricting advertisements to a specific market, GBL will get the most out of their restricted finances. By targeting children at a young age, loyalty to the gym will be easier to create, and retaining students for future years will be evident. 

With an abundance of children expected to join the gym, new mediums must be implemented in order to manage the amount of people and to retain existing BJJ practitioners at the gym. In order to satisfy client’s needs, new classes will be offered and implemented into the GBL schedule. Another means of doing this is by going through with the much anticipated gym expansion. By expanding and adding a gym to GBL’s facility, parents will be more interested in enrolling their children and joining the gym themselves. The gym expansion will also allow an opportunity for existing customers to take advantage of the new features that the gym holds. 

Finally, using the appropriate mediums to reach the target market selected will help advance enrolment at GBL. Assemblies at grade schools as stated above will be the prime means of advertising to children, brochures that lay out information to the parents, as well as a complete website overhaul that will induce parents’ interest to explore GBL’s company and eventually gain the commitment of enrolling their child and possibly themselves. If the following steps are followed, a successful 40% increase in enrolment will occur for the following year.

Marketing Challenge: GBL must reconstruct their marketing plan and develop an amplifying promotional system to raise a potential customer’s awareness of GBL. To successfully reach an ultimate goal of a 40% increase in enrolment for the upcoming year, GBL must decide on an optimum price for their prospective customers, choose between various advertising methods, and whether or not to expand on current features of the facility. 

Corporate Capabilities: GBL hoists one of the most well-known and respected BJJ names in the industry, and because of this, GBL has gained previous growth from minimal marketing efforts. GBL could raise their prices by a substantial amount due to their prestigious name. With a limited budget to use, GBL may have to rely on existing marketing materials to help stretch the business further. Fateh should be careful about his budget and spend it wisely on promotions towards a specific market. GBL’s start-up costs have left Belkalem with limited funds to reinvest into the business. This means that GBL must maximize their enrolment to gain as much revenue as possible to retain earnings that could be reinvested financially in the business. GBL’s staff seems very educated and qualified, but reoccurring problems within human resources may hurt the consistency of learning for students. To retain students for future profits, Fateh must spend his time filling in for his coaches or possibly hire more coaches. Currently, GBL holds a substantially healthy position, but in order to move forward as a business, GBL must improve certain areas, primarily to increase awareness and registration by a strong marketing presence so that it allows them to reinvest cash inflows into the business.

PEST Analysis: London’s government has promoted the importance of health supporting programs like, ActiveLondon2010 and Healthy Living Partnership. The government support of healthy activity is beneficial to GBL because a larger amount of people is easier to segment towards. London is the fifteenth largest city in Canada, expected to grow even more in future years. Although an aspiring city, London is still suffering from the economic recession with a high unemployment rate. Perhaps adults are not the ideal target because some of them may be jobless, with little income to spend on a high-priced BJJ gym. Students may be a good possibility considering the amount of them available in the months of September through May, but it is important to take into consideration a student’s budget and extra-curricular activities that may be offered to them at a much lower price. With the economic downturn, GBL may have to forfeit some of their prestige pricing to allocate to a larger segment of the market. With the growing popularity of BJJ through UFC, GBL has a great chance of reeling in many customers throughout London if the right marketing technique is put in place. London’s social trend of people looking for physical fitness may be a prime subject to promote a new gym expansion.

Competition: There are many BJJ schools available in London, but three major competitors pose a threat to GBL. All of these schools operate similarly but have some differentiation between each other with features such as price and the programs offered. The Submission Academy offers a lower price in comparison to GBL. With a recovering economy, the Academy’s price may put GBL in danger. Although GBL may offer a more experienced coaching staff, customers may simply be myopic towards this and consider pricing as a more important factor in their decision process. The Academy is a fairly new gym with a considerably low member base, these customers may not be very loyal and GBL could take advantage of this by attracting them towards the GBL gym, offering them a better BJJ experience.  A second major competitor was Bindner’s Jiu-Jitsu Academy. Although a prominent threat to GBL, Bindner’s offerings were little for BJJ and the gyms’ focus was aikido. GBL has a competitive advantage over these competitors because they offer a safer environment due to Belkalem’s mastery of the sport. This aspect is attractive to females and parents of children because they want a physically safe facility and not risk any injury. GBL’s main competitor, Adrenaline, is London’s best known MMA gym, which covers various forms of martial arts. It provides a very substantial threat to GBL because of the aspiring professional MMA athletes training at the gym. In order to stand out, GBL should focus on the prominent aspects of BJJ only, because with Adrenaline and also Bindner’s, primary focus is towards other forms of martial arts. GBL should be able to differentiate from their competition and reach customers who are avid about learning BJJ. Thus, targeting a large-fan base group such as adult males or students might be a preferred choice.

Customers: Fateh must choose between four potential customer groups including: Western University students, males, females or children. Western University students could be an optimal market to reach due to their passion for the sport and the need for extracurricular activity involvement for academic purposes, but due to student’s low income, a premium priced BJJ gym may not be of interest to the students because cheap alternatives exist on campus. Males are the most prominent market, and have been the primary target for GBL in the past. With major competitors who directly focus on males and an already maximized male group at GBL which may not increase with further marketing, potential for this group is questionable. Females in the past have shown little commitment towards BJJ and are very hard to retain. Although females provide astounding potential, the level of comfort in the gym may pose an obstacle as BJJ is a highly physical sport and males predominantly are enrolled at GBL. This market may be hard to segment for future years and a 40% increase in enrolment solely based on women is highly unlikely. Children on the other hand are an increasing group and are expected to grow considerably with upcoming years. Parents are eager to enroll their children in BJJ for their physical well-being and the anti-bullying initiatives. Children seem to be a promising market but if their enrolment continues, GBL must deal with the task of managing an abundance of children. Human resources may suffer because of previous altercations of rescheduling issues and programs schedules may have to be arranged so that they are spaced-out and under control. 

Target Market: The most ideal target market to put emphasis towards is children because of their increasing growth and potential. With parents concerns about social factors of child obesity and bullying, GBL could offer an ultimatum that will resolve parents’ worries and provide children with a safe, fun, learning experience. Children are the easiest group to retain and with excellent coaching, which GBL holds, make it more likely that children will stay with GBL’s program. The age group of children to be targeted will be from four to ten years old; this is because GBL offers a safe environment and knowledgeable staff which will stand out to parents of this age group. Another reason to target children is to earn interest from their parents who may be interested in partaking and becoming a member of GBL’s new gym expansion. 

Product: In order to manage an abundance of children enrolling in the facility, GBL has to implement new classes to run the business efficiently. The self defence and anti-bullying classes will be added because these programs are directed towards children. In addition, the competition training and Judo class will be offered. The reasoning behind this is because with a plethora of children entering the gym, existing adult members may not be satisfied, with additional programs directly for existing clients, retaining them will be likely. Also, if GBL engages children in competition at an early age, they will be likely to stay with the gym and build loyalty. Another addition to GBL is an expansion of a gym for physical training and staying fit. With a social trend of physical activity in London, potential customers will be more inclined to join the gym. Existing clients of GBL will only have to pay a minimal fee to join the gym, a product offering which makes retaining easier. Parents enrolling their children in BJJ classes are exposed to a bundle package, including a gym membership for themselves. This way parents could save time by exercising while their child is at BJJ class. Introducing these new product offerings gives GBL a competitive advantage to attract the attention of potential customers and help keep existing clients, creating a loyal and growing atmosphere.

Price:
Although the price at GBL is more expensive than their competitors, parents will relate the prestige pricing with high quality and a safe environment. In addition to the adult price ($80), the bundle price of adults for the gym plus BJJ ($95), and child price ($65), two new prices will be added: Adult (gym only) for $40, and a bundle for Adult (gym only) with Child (BJJ) for $80 (Exhibit 1). The reasoning behind these numbers is because the Adult (gym only) and Child (BJJ) separate is a total of $105 - the bundle deal is $80, which covers the normal child cost of $65 and Fateh’s pricing suggestion for the gym of $15 for existing BJJ members. This bundle would appeal to parents, giving them more reason to enroll their child. With an economy recovering from the recession, this deal may appeal greatly to families, especially with parents who are concerned about their health and the prices of gym memberships (Exhibit 2).

Placement: GBL has been operating ever since 2006, and has an established facility. The location has been the home for GBL for six years. Relocation of the gym would be highly unnecessary as it would be very expensive. In order to capitalize on his marketing goal, Fateh should be using his revenues to gain enrolment, not in relocation. GBL’s current location is also near grade schools where Fateh could reach out to children.    

Promotion: In the previous years, GBL has utilized little advertising campaigns, segmenting most of their market towards adult males. With other competitors directly reaching out towards the affluent adult male market, leaves an opening to target an untouched children consumer group where GBL could capitalize. To successfully reach out to this market, GBL should set a plan where Fateh visits elementary schools in his area, hosting assemblies. Fateh will discuss the history of GBL and BJJ, he will also touch base on how BJJ has helped him in life, the importance of self-defense, bullying as an issue, and the significance of physical activity. Fateh will also incorporate demonstrations of BJJ in his presentation to inform and entertain the students. It is vital that Fateh speaks about his facility, emphasizing that children speak to their parents about the presentation and show them the brochure, which will be handed out to children at the end of the assembly in their classes. The content of these brochures will include a general gist of GBL and BJJ, the features and safety of the gym, the knowledge of the staff, outline the importance of physical activity and anti-bullying, a link to the website, and a contact information page that displays prices. Fateh should request that the schools send out automated phone calls noting the importance of the presentation, this ensures that parents are informed about the presentation and ask their child/children about the assembly that took place. With a limited budget for marketing because of the gym expansion, GBL should focus their attention to four elementary schools in the vicinity of their gym. The prospective schools include; London Christian, Bonaventure Meadows, Holy Family, and Kensal Park. All of these schools are a ten to fifteen minute distance from GBL, making travel costs inexpensive. Children and parents are all around the same general area, which is a bonus for them to join the gym (Exhibit 3). The total class size of all of these schools is approximately 868 for the year 2011/2012 (Exhibit 4). GBL must gain a 40% increase in enrolment from the previous year of 100 people. This means approximately 40 people out of 2604 people exposed must enroll to accomplish the marketing challenge (Exhibit 5). With 868 students, a total of 1000 brochures must be produced to guarantee that each child receives a brochure and enough back-up brochures are available incase students lose them or if staff of the schools are interested in the gym. The cost of the double-sided brochures supplied by Overnight Prints would approximately be $160.15 to $229.95 (Exhibit 6). These brochures will be informative to the parents and will be used as a reminder for the children to show and tell their parents about the facility and experience. It is likely that after viewing the brochure, parents will be interested and visit GBL’s website. The current website for GBL is very unprofessional looking and with the rising trend of technology, parents base their opinions of businesses from online resources. The outdated website that GBL possesses could easily repel interest from parents. A new website must be implemented so that GBL could gain a strong online presence and come off as a trustworthy gym. The cost of a website overhaul would be $715 from a local graphics designer business, LOWD media (Exhibit 7). The website would generate interest to potential consumers and would allow them to further explore deeper into the company, viewing things such as GBL’s history, pricing, schedules, pictures, videos, and contact information. Along with the website overhaul, social media outlets such as Twitter and Facebook should be frequently used and updated on a daily basis. This provides an area where potential clients can navigate through events, customer feedback, and reviews.


As noted earlier, the cost of competitor’s gym memberships could be costly. A gym expansion would provide much opportunity for prospective parents to enroll their children because it allows for a package deal. The gym expansion will account for totally new sales weights (Exhibit 8). The reasoning behind these assumptions is because children’s enrolment will increase due to the promotional plan (35%), and a conservative assumption for the package deal (15%) because parents will be hesitant about joining the gym at first, but as GBL retains students, the parents will feel more comfortable joining the gym in future years. The gym expansion will target existing members of the gym with a large number of them joining the gym because of the low fee (40%), while a miniscule amount of the members not partaking in the expansion (5%). Although not targeted directly, people near GBL will hear about the gym expansion and join the gym facility only for the use of exercise (5%). With a weighted unit contribution of $78.75 (Exhibit 8), GBL will be able to cover their marketing costs with low number of enrolments. For the brochures, GBL will only need three people to break-even. The brochures and assemblies at schools will definitely be able to reel in a miniscule amount of three customers. With a higher cost, the website overhaul would involve ten people to break even. The importance of a strong online presence plus the growing popularity of social media, ten people to break-even is feasible, especially when GBL will be focusing on advancing their website and keeping up-to-date with social media websites such as Facebook and Twitter. The long-term expense of the gym expansion is not to be heavily worried about because the private investment Fateh secured comes with no interest expenses. To break even with the gym expansion, GBL must enroll 140 clients in future years. Although a hefty number, GBL does not have to worry about this on a short-term basis. In the long run, enrolment will increase and the new gym is expected to retain and grow a wider customer base; the revenue it will provide will excel passed the costs incurred. Finally, the Western Gazette would not be a good form of advertisement because neither children nor parents are exposed to the newsletter. Direct mail would not be a good form of reaching out to children because it is the adults who receive the mail. Although it does produce exposure to parents, it can be easily misplaced as junk mail and interest in the children may not be sparked. LTC bus advertising would not be an effective way of marketing to children because they travel to school via the school bus or a ride from their parents. 

Conclusion: In order for Gracie Barra London to increase enrolment in future years, new promotional methods should be put in place. Outlined above is an effective and cost-friendly marketing plan which will attract the attention of potential customers, retain future and existing clients, and grow the enrolment of GBL giving them an ultimate competitive advantage.

Exhibit 1: Price Chart

	Adult
	Adult

 (BJJ + Gym)
	Adult

 (Gym only)
	Child

(BJJ)
	Child (BJJ) + Adult (Gym only)

	$80
	$95
	$40
	$65
	$80


Exhibit 2: Gym-only Competitor Price chart

	Gym 
	Goodlife
	Gold’s Gym
	Crossfit London
	YMCA

	Price

 (per month)
	$30-55
	$20-50
	$20-100
	$22-30


Sources: Goodlife Fitness, http://www.goodlifefitness.com/Memberships/

Gold’s Gym, http://goldsgymcanada.com/london/membership/

Crossfit London, http://www.crossfitlondon.ca/wp/

YMCA of Western Ontario, Brandon Hayward Branch, http://ymcawo.squarespace.com/memberships-bhy

Exhibit 3: Map of Elementary schools surrounding GBL
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Source: Google maps, https://maps.google.ca/ 

Exhibit 4: Class Sizes

	School
	Kensal Park
	London Christian
	Bonaventure Meadows
	Holy Family

	JK-SK
	74
	N/A
	83
	32

	Grade 1
	135
	N/A
	38
	17

	Grade 2
	100
	N/A
	57
	19

	Grade 3
	78
	N/A
	18
	17

	Cumulative Total
	387
	200
	196
	85

	Total of all Schools
	868


Sources: Ontario Ministry of Education Class-size Tracker 2011/2012 (Kensal Park, Bonaventure Meadows, Holy family), http://www.edu.gov.on.ca/eng/cst/searchSchool.asp

London Christian Elementary School Enrolment 2012, http://londonchristian.ca/enrolmentc18.php 

Exhibit 5: Exposure Calculations

	Target enrolment
	= Previous Years Enrolment * Target Percentage

= 100 * 40%

= 40 people (target)

	Exposure (assuming each child has two parents)
	= 868 children + 868 mothers + 868 fathers

= 2604 people exposed


Exhibit 6: Brochure Costs
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Source: Overnight Prints, Brochures pricing, http://www.overnightprints.com/brochures 

Exhibit 7: Website Renovation Costs
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Source: London Ontario Web Design Media (LOWD media) packages, http://www.lowd.ca/packages.php?page=package

Exhibit 8: Calculations

	Package 
	Adult 

(BJJ only)
	Adult 

(BJJ + Gym)
	Adult 

(Gym only)
	Child (BJJ)
	Child BJJ + Adult Gym only 

	Weight Contribution
	5%
	40%
	5%
	35%
	15%

	Price
	$80
	$95
	$40
	$65
	$80

	Weighted Unit Contribution
	= A(BJJ)*W + A(BJJ+G)*W + A(G)*W + C(BJJ)*W + C(BJJ)A(G)*W

= $80*5% + $95*40% + $40*5% + $65*35% + $80*15%

= $4 + $38 + $2 + $22.75 + $12

= $78.75


Exhibit 9: Break Even Analysis

	Promotional Method
	Fixed Cost ($)
	Unit Contribution ($)
	Break even

(# of enrolments)

	Gym Expansion
	11000
	78.75
	140

	Website Renovation
	715
	78.75
	10

	Brochures
	
	
	

	High
	$229.95
	78.75
	3

	Low
	$160.15
	78.75
	3



