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EXECUTIVE SUMMARY


This report aims to analyse the marketing aspects, as well as the contribution generated by the marketing department, for the fashion brand North Face. In order to do so, a number of marketing models and frameworks are to be undertaken. Prior to this report an initial audit was conducted to ascertain aspects of internal and external factors such as SWOT, PESTLE, and Porters five forces. Through these, factors such as North Face’s close ties to rappers, the implications of Brexit, and the effect of Covid on household income were identified. By looking at North Face through the lens of the 7Ps marketing mix it can clearly be seen that they take great pride in the quality that of their products which is reflected in the pricing of their clothing range. This has a role on the place in which North Face operates, primarily in prominent positions in city centres, which allows it to justify the high pricing they apply to their products.  For their promotion, it was identified they have a high presence on social media, with a team working closely with influencers to promote various products. Through also applying Maslow’s hierarchy of needs it can be seen that North Face clearly target two segments of the hierarchy: self-actualisation, and ego needs. The former by their clothing and accessories that are aimed at those pursuing outdoor activities in a more professional manner or as a hobby, while the latter being their clothing range which is designed specifically as a fashion item. It should also be noted that, due to covid leading to record levels of disposable household income, it may be possible for North Face to draw in new customers who would not normally have been able to afford the brand. A final model to be applied for the purpose of this report is the Kano model. With this, it could be seen that North Face may suffer from areas in which the innovations it applies to its clothing ranges eventually become more of an expectation than a satisfaction driver and as such end up costing them with no gain. As such, steps may need to be taken to prevent this in future. In conclusion, North Face’s marketing is sound, with aspects working clearly in conjunction with each other. However, it is not without its flaws and as such, recommendations are to be presented. One such recommendation could be that it follows a psychological approach to its pricing strategy by pricing at £199 as opposed to £200 for example, giving the illusion of a discount. Another recommendation would be that of sticking to a singular  product with a new feature to trial as opposed to an entire range. This will take North Face more time to conclude as to whether the cost of the new features will be worthwhile comparatively to the overall satisfaction generated.
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1.0 Introduction
Over the course of this report, it is hoped that two outcomes will be achieved. Firstly, both the various crucial aspects of marketing activities and the contribution that the marketing department offers to the organisation, will be critically appraised. Secondly,  potential future developments within the marketing industry will be anticipated and critically evaluated. In order to do so, multiple marketing theories such as the 7Ps marketing mix and the Kano model will be utilised to gain a full understanding, and aid in developing a new customer care program for the organisation that is to be the subject of this report.
For the purpose of this report, the chosen organisation will be North Face, a chain of outdoor clothing and equipment stores. North Face is part of a larger group known as Vanity Fair which has many other brands under it such as VANS and Timberland (Vanity Fair, 2021). North Face itself was established in California in 1966, specialising in climbing equipment and later branching out into outdoor wear in general (The North Face, 2021). While North Face was not initially intended to be viewed as a fashion brand, it has slowly become one due to its design and pricing causing it to be viewed as a status symbol.










2.0 Main Findings
2.1 Audit
In a previous audit of North Face, various facets of the organisation were analysed which were used to aid in how North Face’s marketing strategy will be critically evaluated. These consisted of an internal analysis using  SWOT/TOWS as well as external analysis by conducting both a PESTLE and Porter’s five forces analysis. 4P’s was also covered, however, that will be discussed and expanded upon as a 7P’s analysis.
2.1.1 SWOT/TOWS
From the SWOT/TOWS it was determined that North Face had some major strengths that played into their opportunities and threats. These were their close links with prominent rappers, opening the opportunity of pushing the brands more casual streetwear to a younger demographic (Ness, 2020), however, it could lead into a threat of them losing their identity as an outdoor wear brand. The analysis also identified some weaknesses however, with one such weakness being the reliance of the brand on extremely expensive materials in order maintain the high quality they are known for. An opportunity that could potentially offset this weakness was identified as investing in means of more efficient production of the materials required. Doing so would hopefully bring the cost of the material down, however, it would lead to the potential threat of their competitors being able to produce to a similar quality. 
2.1.2 PESTLE
[bookmark: _Hlk73538348]In terms of external factors, the PESTLE analysis determined that a political issue that North Face had to tackle was how it would cope with the drastic changes to be brought about due to Brexit. This would likely make their UK based stores more expensive to operate as it would be more costly to import into the country (Revell, 2017). This in turn may potentially make them have to rethink their pricing strategy, to adjust for the increased costs that they incur. Both economic and social aspects were identified as having a common factor in the current global situation of Covid. With economic, it was determined that unspent disposable income in the US was at an all-time high caused by the pandemic restricting spending (Trading Ecoomics, 2021). This could then be seen as plausible that this accumulated disposable income may be spent on more expensive items, such as North Face’s clothing, as opposed to the many smaller items they might have purchased had they been able to spend freely. Social, on the other hand, was affected by Covid in a way that caused a shift in overall exercise behaviour, this was identified as likely being due to the lockdown measures which restricted how an individual might exercise. As such, an increase in outdoor exercise, as opposed to in gyms, could potentially lead to an increased interest in more professional, high quality, outdoor clothing from the likes of North Face. In terms of technological it had been noted that there were number of new materials on North Face’s radar to be used in future products. One such material was that of spider silk, a material that outperforms even the likes of Kevlar (Scott, 2017). Regarding legal aspects, one aspect that could force North Face to adapt would be that of ongoing changes in labour laws in India, where North Face has many factories.. Finally, there were the environmental and ethical factors. It is understood that the fashion industry as a whole is responsible for 10% of global CO2 emissions and the world is under pressure to meet goals to reduce this to a large extent by 2050 (World Bank, 2019).
2.1.3 Porters Five Forces
A secondary analysis of external factors conducted was that of Porter’s five forces. With this, the multiple facets of the analysis concluded that North Face holds a significant market share within in the countries it operates in. An example of this was the US where they held 50% of the market share, with their closest competitor being that of Patagonia (Fashion United, 2021). It was determined that the overall bargaining power of North Face customers is quite low. This is because of how far ahead in terms of quality North Face is of its competitors, making it more difficult for customers to switch to an alternative without a sharp decline in the quality. The bargaining power of suppliers will vary drastically depending on the supplier. If the supplier is one that provides North Face with materials that are relatively common such as cotton, then North Face has a lot more freedom of choice as well as considerable levels of economies of scale (Armenter, Koren, 2015). On the other hand, as North Face maintains and improves the high standard of their clothing range they rely heavily on more advanced, difficult to produce materials, such as Gore-Tex (Wu, Fan, 2008). As such it makes it more difficult for North Face to negotiate as there would be limited suppliers of Gore-Tex, due to the original supplier having large control over the market, for them to choose from, and as such the scarcity allows the supplier to have a lot of control over the value of the material (Burke, 2019). Due to this, North Face is having to take these costs into consideration when determining its pricing strategy. Additionally, it was also identified that it would be difficult for new entrants to the market to compete with North Face, as it would need a lot of up-front capital to achieve a level of quality that rivals North Face’s own range. As previously identified, even those who are already in the same market as North Face struggle to maintain significant market share making it would be even more difficult for a new entrant. Finally, in terms of substitutes, it is difficult for alternatives of a similar quality to be found elsewhere due to the extremely high quality of North Face products that has very few that are capable of matching. It is these factors overall that have led to the current competitive environment that North Face exists in.
           2.2 Marketing Framework
2.2.1 7P’s
While the 4P’s variation was covered in the initial audit, it is important to expand on it and delve into the broader framework of the 7P’s (Jain, 2013). In the initial 4P analysis, it was determined that in terms of their product, North Face puts great emphasis on the high quality of their clothing by utilising the most advanced technology available to ensure that their clothing as durable and reliable with other appropriate features such as advanced waterproofing (Hardy, 2021). This in turn impacts on the overall pricing of the product due to amount it costs North Face to maintain such high quality. In terms of place, North Face typically has their stores situated in prominent positions to attract a greater footfall of customers. Three arguments could be made regarding this. Firstly, that the place helps dictate the pricing strategy for their products in order to cover the increased cost of where they are located (Grewal, et al, 2010). 
Secondly, that it is more the pricing of products that leads to the positioning of their stores as to attract customers who have the disposable income to afford their brand. As such, for example, they would not find themselves setting up in low-income areas (Applebaum, 1966). Now it could be possible that if prices are not standardised across all stores, with prices varying from store to store, that both instances are correct and that they influence each other. 
However, specifically in the case of North Face the pricing for their stores is indeed standardised making it more likely that the first possibility is the most likely (Lockley, 2021). On top of their physical stores North Face has its own online stores (The North Face, 2021), wherein the pricing does differ from the stores due to costing less to maintain. These online stores however can be difficult to navigate due to the sheer volume of pages associated with the site, as such may cause difficulties for first time customers to their online store as it stands
As for pricing, it is possible that it could be influenced by any number of factors however of course it is quite likely that the major determining factor would be in the quality that they want their products to be.
The final aspect of the initial 4Ps is that of promotion. Promotion plays a large role in the operation of North Face, as they have their own social media teams to aid them in ensuring that announcements for upcoming clothing ranges reach as many people as possible (The North Face, 2021), as well as working closely with ’influencers’ who also aid in promoting products (Biron, 2019). Social media not only helps with promotion, it has its uses in gathering information which may also determine future locations for stores, how they could adjust pricing, discovering levels of customer satisfaction,  and gathering other useful data beneficial to the company (Alalwan, et al, 2017). 
On top of the initial 4Ps there are three more, packaging, positioning, and people, to broaden the narrow view that the 4Ps provide (Ivy, 2008). The first of these additional Ps  that of people, refers to those both inside and outside of the organisation and is an important means of identifying key individuals for crucial tasks (Akroush, 2011). Examples of such would be the likes of the social media team, who need to specialise in ways of engaging consumers in a persuasive manner. Another such example would be the customer service team who need to handle consumer queries and concerns adequately and effectively, to mitigate any damage to the overall brand (Aufreiter, et al, 2003). As such, the two would then make up the forefront of how the organisation wants itself to be perceived in the eyes of its consumers, especially in the digital world (Edelman, 2010).
In terms of the next aspect, physical evidence, packaging being an example, North Face leans towards designs that fall in line with its brand logo. This is either done by using colours associated with the logo such as reds, or ones that make the logo stand out. This ensures that the packaging also plays a key role in North Face’s overall marketing strategy as the brand is advertised by consumers walking around with what they have just bought (Raheem, et al, 2014). However, this use is becoming less relevant with the shift to a larger preference in online shopping (Close, Kukkar-Kinney, 2010), yet they do still retain the advertisement of brand from the logo on their clothing. 
Finally, the 7th P, is that of process, where aspects such as ensuring systems are in place to ensure that products are not out of stock for long periods of time and allowing consumers to place an order to be collected at later date should there requested item not be in stock at the time (Verhoef, Sloot, 2006). 
Another such area of process is in having a means of collecting relevant feedback from customers as to how North Face can improve its service. North Face has surveys both in-store and online and each store has a quota of in store surveys to be completed according to a store manager (Lockley, 2021). While the addition of more aspects to the 4Ps model increasing it to 7Ps addresses the issue of the initial 4Ps being too narrow in scope, it has led to alternative problems. There are those that argue for two additional P’s, which could cause the framework to become too broad, however there are contentions as to which these two Ps would be, with some arguing for the addition of partners and positioning, while others put forward that passion should take precedent over positioning (Ulkhaq, et al, 2018, Zameer, 2018).
2.2.2 Maslow’s Hierarchy of Needs
[image: ]While the hierarchy of needs is primarily used to determine very different aspects, it has its uses within the marketing sector of business (Sack, et al, 2009). This is because it helps to determine which motivational driver the organisation, in this instance North Face, aims to appeal to. This in turn also gives North Face an even greater understanding of its customers by being able to determine what they are  actually looking for (Valacich, et al, 2007).
Figure 2.1: Maslow’s Hierarchy of Needs
It would be natural to assume that, as a fashion retailer, it would be appealing to belongingness, which encompasses clothing. However, in terms of outdoor activities it would be more appropriate to say that North Face could fall under self-actualisation due to being more of a hobby focus, with their clothing ranges designed for those who take outdoor activities more seriously than the norm. Although,  while their alternative clothing range, that is not specific to hobbies, could be argued to be classified as belongingness, the price tag associated with it would likely deem it to be also more in line with Ego Needs, as it would be seen as a status symbol. The hierarchy of needs is often criticised however, in that it fails to account for the many differences individuals have, such as social or cultural (Kaur, 2013). It is also criticised for assuming that one must first achieve one level of the hierarchy before being able to achieve the next (McLeod, 2007). For example, it may be possible for someone to aim for Self-Actualisation while caring very little for any of their ego needs. In which case, the hierarchy could easily be interpreted in a way that the individual in question places aspects in an order that suits, them as opposed to a rigid pyramid structure. Also due to the recent record-breaking figures for disposable household income (Trading Economics, 2021), it may possible for North Face to attract customers who had previously only been able to afford what was needed for them to achieve that layer of belongingness, as they may be able to meet their needs for the upper echelons through buying at North Face.
2.2.3 Kano Model
The Kano Model, being a key identifier of how well a product is received by consumers based on its features (Xu, et al, 2009). This makes it very applicable regarding North Face, as they take great pride in the technologically advanced features of their clothing range. An example would be the water proofing on many their products. While this may initially have lent to a sharp increase in satisfaction levels as a ‘’delight’’ feature, this has now become taken for granted over time that it provides little or no additional satisfaction. However, the absence of waterproofing in future products may lead to levels of disappointment, or dissatisfaction (Mikulic, Prebezac, 2011). This in turns means that North Face would eventually have to pay to maintain a feature that is no longer providing positive levels of satisfaction. It is important for any organisation, not just North Face, to weigh the cost of implementing a feature with how long they can maintain the satisfaction levels generated by future features. If North Face were to implement spider silk, as identified as a potential opportunity, they would need to determine whether they could maintain the satisfaction generated by it for long periods of time because as it stands, this material is expensive to implement. This could in turn also be used to determine which feature out of many to be developed is to be tested first, based on how [image: ]viable it is in terms of retaining that satisfaction to its cost (Sharif Ullah, Tamaki, 2011). 
Figure 2.2: Kano Model
The Kano model is not without its flaws, however. These flaws are primarily due to how such an analysis is conducted as it requires a great deal of customers to complete a survey (Gailevičiūtė, 2011), as such these results can only really be viable if the participant of the survey answers honestly and that they only answer for features they themselves have tried, making it more difficult to obtain beneficial, relevant feedback to use (Madzik, 2018).

3.0 Conclusion
Overall, it would appear that North Face’s current marketing situation is sound, with various areas to grow and adapt to the currently volatile world. They have clear targets on Maslow’s hierarchy of needs that they hope to keep tapping into, with the fact that they have two areas of the hierarchy that can categorise as. This allows them to pull from other aspects of the hierarchy in times in which these needs may shift drastically. North Face also seem to have a great understanding of the marketing mix with  all aspects very much connected in terms of how they determine their pricing strategy as well as how their pricing reflects on the other aspects of the marketing mix. However, when looking at the Kano model it can be argued that North Face is in a dangerous position. To maintain the high standards they have set themselves, by introducing innovative features for their clothing, they may incur long term costs with very little to no gain after a period once the hype surrounding these new features dies down. As such, several recommendations can be made to North Face from the findings presented.













4.0 Recommendations
One recommendation concerns their overall pricing strategy. This recommendation is to make use of what is known as psychological pricing, wherein a product priced at £199 as opposed as £200 appears to be much cheaper than it is (Larson, 2014). As such it would lead to an increase in the average number of sales. Another recommendation would be regarding their online store by investing having it condensed, as it can cause issues due to the numerous areas of the website, making it difficult to navigate. A third and final recommendation should help alleviate some issues regarding the Kano model. This would be by introducing a single product with a new feature as opposed to an entire new range, this then could be the focus of the survey. If, through the survey, it is not deemed cost/excitement efficient enough then the new feature could easily be rolled back as it being on a singular product would not have dropped to the levels of an expectation yet.
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