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Executive Summary

This research plan will cover how we plan to recover not only the revenue lost in

2012 but also increase revenue to 30% by the end of the five-year period.  The plan covers

how we intend to market SERS and gain market share by adding new products and targeting

new segments.  We will discuss how we plan on conducting research for the best way to

reach our goals.

We will find our information using surveys and focus groups. We will have an outside

group conduct the focus groups because we want the participants to feel totally comfortable

talking about what they really think and want from the stable and the lesson program.  The

survey will be handed out at the barn and tack store and mailed to customers for easy

completion.  There will be a gift certificate from the store for every completed and returned

survey. We wrote the questions for the survey because we know what we want to ask and

what we would want to be asked if we were receiving such a survey. There will be a space at

the bottom of the survey for customers to add additional ideas and comments.

In the end we will use qualitative and quantitative research to explore the answers and

come to conclusions about how the business will continue into the next five years. We will

inform the customers of our decision and plans and thank them for participating in building

the stables image in the future.
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The Mission and Vision

One can get in a car and see what man has made. One must get on a horse to see what

God has made (Author Unknown).

It is the goal and purpose of Shamrock Equestrian Riding and Stables (SERS) to

provide a top riding and boarding facility in the San Diego community.  This facility will

have several options to accommodate different income levels and allow everyone the joy of

riding and/or owning a horse.  Every child should know the freedom that comes from riding a

horse.  Every adult should have the opportunity to step out of the gym and find the

satisfaction that comes of working with a horse out in nature.  People who say riding isn’t a

sport are just intimidated by the fact that in this sport, the ball has a mind of its own.  Helen

Thompson said it best, “In riding a horse, we borrow freedom.”(Carbarlah Pony Club, 2011)

Market Overview

The market is a horse boarding and lesson facility that distinguishes itself from other

facilities in San Diego County by offering great customer service, great horse care and name

brand trainers and products to increase the customers’ knowledge and pleasure of being

around horses.  Our segments are everyone who ever wanted to ride a horse or who had one

as a child and would like to get back into the sport, as well as more advanced riders who want

to show and compete.  Our segment will concentrate on the fussy horse owner who wants to

pamper their horse as well as offering owners with limited income a pleasant, safe and clean

place to keep their horses. We also plan on opening a tack store that will carry quality items

that will fit the budget of riders from budget minded to those with luxurious dreams.  This

tack store will expand within 2-5 years to a global presence offering the world the

opportunity to purchase international goods at fair prices.
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Problems

A big problem is the economic situation in the country and in the world although this

rarely affects our major target audience of wealthy homeowners and CEO’s. Last month

SERS lost a major trainer, which caused the stable to go into the red for the first time in a

decade. Not only does SERS want to replace this trainer but they also want to build up other

aspects of the business to counterbalance this loss of revenue should it happen again. The

goal is also to find a replacement trainer of suitable calibre that will remain with SERS long

term and provide our clients a great service.

Situational Analysis

The Customer: SERS sits on 25 acres in Rancho Santa Fe, CA near San Diego.  We

have 60 boarders, 20 lesson horses that also can be leased out to approved clients.  Current

customers range from people in the local area to people in the outlying areas of about 15

miles.  This group includes the area of Rancho Santa Fe, which is listed as the highest income

communities in the United States with an average income of $188,859 with an average

housing cost of $2,585,000(US Census, 2011). This is a prime target demographic as our

stable is located right in the center of this nice community which has the money to spend on

fancy horses and riding lessons for the children.

We would also like to target people that live a little further out by offering the best

horse facility in the county.  The communities outside of Rancho Santa Fe are also upper

income with a desire to be in ‘the Ranch.”  Keeping a horse at our facility will give them the

opportunity to be in the Ranch community without paying the high prices for a house. People

will not mind driving a little further to enjoy our amenities and pleasant atmosphere along

with the luxury of Ranch living.  Their animals will be catered to and we can customize a

care program to suit even the most pernickety owner.
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The Competitor: The only competitors in the area are the Showpark in Del Mar and

the Rancho Riding Club in Rancho Santa Fe. Neither of these facilities offers the level of

customer care that we do. They have a take it or leave it attitude, which leaves no room for

individuality of customized care of the horses.

The only tack store in the area that would be considered competition is Mary’s Tack

located in Del Mar.  Mary’s has been around about 30 years and has a reputation of only

carrying high priced good and a bit of snobbery.  While they also sell online they do not have

the customer service nor the good prices and range of goods that we will carry. SERS is

going to have a focus group and give out a survey to find what direction our customers and

potential customers would like to see the stable go into.

The Focus Group

The focus group will start with 5-8 people that already board with us.  We will

show them how we see the business growing in the next 2-5 years and let them have a voice,

as it will affect them, their horses and their community with more road traffic. An additional

group of 5-6 people from the lesson program will also be asked to attend and give their

opinions of our services. As all these people ride and will be buying horse articles, they are

all good candidates to test the new website for the tack store on and see how they like the

look of it and what it offers them as well as the prices. SERS will invite 15 people from each

group knowing some won’t show up. We will then try to narrow it down to desired 6-8

people from each to get the desired number of people for the focus group.

SERS is playing with the idea of doing another focus group with an outside group of

horse owners and riders. This additional focus group would be a great opportunity to see how

potential customers to our facility might feel about joining us. This would be even more
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important for the tack store segment of the focus group. Since our targeted audience lives

within 20 miles of the stables we are going to concentrate our first focus group on them.

We will hire an outside company to conduct the focus group so no one there will feel

pressured by the presence of owner or staff of the stable, although we will develop the

questions as we know what we want to learn from this group.

Following is a list of the topics that we want the focus group to think about and

discuss.  The most important questions are of course, what do you want in a stable? What is

more important to you as a horse owner/rider?  We will then ask the moderator to lead them

into a discussion of why something is important to them? What would they do if they could

run the stable?  What do they think are things that could be done differently? And of course

how they would go about doing that?  I would also want them to think about how they would

handle different groups of people with different ideas of what they might want and how it

could be achieved.  Can the different sides come together and achieve harmony for all? Who

should compromise if anyone?  How does the horse’s well-being fit into what everyone

wants?

And finally we would want a discussion of the new tack store and what it should

offer.  What would they like to see there?  What would they buy?  What do they think should

be sold and how?

The Survey

The survey will consist of a Likert Scale of about 20 questions to keep it simple and

to keep people from tossing it out. A Likert scale is a summated rating scale used for

measuring attitudes. The first stage in creating a Likert scale is the production of a series of
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statements expressing a favourable or an unfavourable attitude towards the concept of interest

(Garwood, J, 2006).

We will add a few boxes at the bottom of the page for those who might have

additional comments and ideas they would like to add. I think we might add a $20 gift

certificate from the tack store for each survey that comes back to us.  They can show us they

are handing it in and just drop it into a locked box in the office. Following are the questions

that would be asked.

1. Are you satisfied with the care your horse is now receiving?

2. Are you satisfied that you are getting value from your lesson program?

3. Are you satisfied with your instructor?

4. Are you satisfied with the stable staff? (Are they friendly, helpful, etc?)

5. Would you like more boarding/training/lesson options?

6. Do you feel you are getting value for your money?

7. Are you happy with how the management runs the facility?

8. Would you like to have a snack bar added for weekend convenience?

9. Are the bathrooms kept clean?

10. Would you participate if group activities were added?

11. Do you tend to be a loner?

12. Would you mind if the stables added more horses/people?

13. Would you like it if the stables added more options for the horses? (Barns,

turnouts, track?)

14. If parties were kept to a certain area away from the usual horse activity would

you be ok with that?

15. Would you prefer individual tack rooms over public tack rooms?

16. Would you pay more for the opportunity to have a private tack room?

17. Would you pay more for a larger stall or run?

18. Would you use a tack store on the premises?

19. Do you spend over $500 a month on horse or riding items?

20. Would you like the convenience of an online store?



8

Additional space will be allocated for participants to add their thought and

comments. My experience with surveys like the Likert Scale or similar surveys is that

not all the questions are asked are ones that concern me. I think it offers customers

additional opportunities to express their opinions and the more opinions and ideas we

get, the better we can plan on how best to approach our new marketing strategy.

SWOT Analysis

SWOT Analysis for major segment, horse boarding.

Strengths
We are in a great location with high income
families.
We have 25 acres.
We are fairly new and can easily expand to
accommodate new ideas.

Opportunities
Hundreds of wealthy families in a horse
friendly neighbourhood.
Can easily expand.
We offer a great place for a high quality
name brand trainer to run a business.
Lots of children in the neighbourhood.

Weaknesses
Easily hurt by trainer/horses pulling out and
going somewhere else.
Horse feed costs continue to go up.
As does insurance costs.
Not the only game in town.

Threats
Other businesses in the area cater to specialty
groups that might like to remain isolated and
not open to more types of riding and people.
Knowledgeable workers are hard to find.

SWOT Analysis for lesson segment.

Strengths
We are in a great location with high income
families.
We have 25 acres.
We are fairly new and can easily expand to
accommodate new lesson plans.
Rancho Santa Fe prides itself on being a
horsey community.

Opportunities
Hundreds of wealthy families in a horse
friendly neighbourhood.
Can easily expand.
We can offer quality instructors a good stable
to run their business out of.
Lots of children in the neighbourhood who
want to ride.

Weaknesses
Economy
Horse feed costs continue to go up.
As does insurance costs.
Not the only game in town.
Good lesson horses can be hard to find.

Threats
Other businesses in the area cater to specialty
groups that might like to remain isolated and
not open to more types of riding and people.
We try to keep our prices down but people
expect to pay for extras so someone else
might undercut our prices.
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Qualitative Research

Qualitative Research consists of our field research that we are going to approach in

several ways.  We will be sending out team members from the firm that is handling our focus

group and survey to mingle in among our customers and clients.  They will be asking them

what they think of what is offered at SERS. They will be asked if they feel they are getting

value for their money and time spent at SERS.  Is there anything else they would like to see

done or added to make the experience better for them, their families and their horses?  Our

field researchers will also just sit and watch and listen and see how the people interact within

the environment at the stables. If the opportunity presents itself they may interact by asking

questions and pretending to be just another customer.

Our field researchers will also hand out surveys and encourage customers to fill them

out and hand them back in to them to allow them to remain anonymous.  As they hand them

back in, they will receive a gift certificate from the tack store on the premises.

Our field researchers will also go to neighbourhood stables within the 20-mile target

area and pretend to be customers.  They will speak to management and to other boarders to

find out what they offer, what they charge and what current clients feel are problems and

what they would want in such a facility. By doing all these things, we feel that we will cover

most of our potential customers and be better able to offer them what they will want in a

boarding and training facility.

Quantitative Research

The “quantitative” in quantitative research contains the word quantity, something that

can be counted. Quantitative research includes any research methods that produce hard

numbers which can be turned into statistics. Qualitative research methods answer questions
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beginning with words like “when”, “where”, “how many”, and “how often” (Author

Unknown, 2008). The objective of quantitative research is to develop and use models and

theories pertaining to social phenomena (Ouyang R., 2010).  In two or five years we may do

the survey again to see if our customers are happy with what we have done with our findings

based on their input. We will use the same questions and compare the differences.  We will

track who is still with us in two and five years and if they leave, try to find out why they are

leaving us.  We will also track new customers to find out why they are coming to us.

The main characteristics of a quantitative research study are:

 The data is usually gathered using more structured research instruments.
 The results are based on larger sample sizes that are representative of the population.
 The research study can usually be replicated or repeated, given its high reliability.
 Researcher has a clearly defined research question to which objective answers are sought.
 All aspects of the study are carefully designed before data is collected.
 Data are in the form of numbers and statistics.
 Project can be used to generalize concepts more widely, predict future results, or

investigate causal relationships.
 Researcher uses tools, such as questionnaires or equipment to collect numerical data (USC,

2013).

Our survey meets all of these criteria.  Based on preliminary results:

Percentage of Customers

Extremely Happy

Happy

Satisfied

Unsatisfied
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Summary

It is important that SERS learns how to use the information we have gained in this

process and that we also protect it.  Some of this knowledge borders on trade secrets that

must be protected in order to grow the business properly. SERS also owes it to the

participants to protect their privacy.

This research was not broken out by gender, by age or by ethnicity as SERS was more

focused on what the horse owning/riding public wanted as a group. It would be feasible to

break the process down further in another survey/focus group session.  According to Richard

S. Balkin, the most important part of a study such as this is that the participants are

representative of the target group.  He also says that a study is only meaningful if the

participants are generalized to a larger population (Balkin. R., Evaluating Quantitative

Research, 2010).

In the end, SERS feels the research was very helpful and they will do it again in the

next year and a half to see if clients’ ideas and values have changed.  The research has borne

out that the customers of SERS, both riders and boarders are to a large extent happy with the

services provided and with the facility. They are looking forward to the changes and will be

happy to see SERS grow and change but only a little. Most were very receptive to the tack

store and eager to see what will be offered.  All in all a very successful research project.
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