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1.0 Executive Summary

This report will analyse the strategies currently in place at Patagonia, as well as look at making strategic recommendations for ways to improve customer care in the organization in response to the COVID-19 pandemic which has not only impacted Patagonia and the retail industry but the whole global economy. Various theories will be applicated that Patagonia can implement to move forward as an organization, and current issues regarding COVID-19 will be discussed. Also discussed in this report will be the role that Artificial Intelligence can play going forward for Patagonia and the retail industry to help provide customer care safely through the Pandemic, as well as the role corporate social responsibility plays for organizations as well as the importance of sustainability. 

2.0 Introduction
Before going into a critical strategic analysis of Patagonia it is important to get a clear grasp of the definitions of strategy as there are several differentiating versions, for example, leading strategic theorist Porter (1996) defined competitive strategy as “deliberately choosing a different set of activities to deliver a unique mix of value”. In the business world today, it is important for organisations to develop competitive strategies so that they can compete with their competitors in the market as well as other industries. Mintzberg (2007) in contrast has quite a different take on the definition, defining strategy as “a pattern in a stream of decisions”, emphasising that strategies aren’t always invincible, and sometimes certain elements of the strategy need to be tweaked and so is a pattern of decisions as opposed to just one decision.  Strategies are usually measured over years, and for some organisations a decade or more Johnson et al (2017), although sometimes uncontrollable events can happen such as COVID 19 which has had a detrimental impact on the business world globally, and subsequently meant strategies in place currently have had to be adapted and changed, which emphasises Mintzberg’s belief that strategies are a pattern in a stream of decisions, as opposed to entirely keeping up to the initial strategy. For organisations, customer care is essential and with the social distancing rules in place and anyone entering shops required to wear masks, organizations providing customer care are facing challenging times as brands will struggle to gain the loyalty of the customers unless they are able to adapt and offer their services slightly differently. Moving forward, with the global retail industry’s sales growth forecasted to drop by 5.7 percent due to COVID-19, Statista (2020) this means that organisations need to develop strategies that incorporate the current climate as well as the future.

3.0 Strategic Management 
For organizations to meet their aims and objectives, strategic management is required to assess what needs to be implemented for the organization to move forward. Strategic management is also required when business environments change so any strategies can be slightly adjusted to fit the current business climate. Lynch (2018) articulated that strategic management “consists of two main elements: corporate-level strategy and business-level strategy”. In addition, Lynch went on to discuss that strategic management is the “pattern of major objectives, purposes or goals and essential policies or plans for achieving those goals”. Barney, (2019) discussed how although it is difficult to be sure that an organisations strategy is the best possible one, by using the strategic management process it can reduce the risk of mistakes. The strategic management process can be seen in A1, which starts with a company’s mission which is essential to establish before the strategic management process can begin, as the mission sets out the foundation of the organisation, before moving on to other processes such as establishing the objectives of the strategy.

4.0 Research Methodology 
Various research methods will be utilised which will include textbooks, eBooks, journals and articles to provide a wide range of different opinions that can be considered for primary research. Relevant theories will also be utilised and will help to develop strategic recommendations. Due to the ongoing impacts of COVID-19 and the University library being shut, the online library and other online platforms have been used. 


5.0 Patagonia: An Overview
Patagonia were established by Yvon Chouinard in 1973 and was set up originally as climbing equipment and selling to friends before branching into clothing and the company grew from there. Being founded by an outdoor enthusiast has meant that naturally the company has been wary of its impact on the environment since the beginning and has since set out various strategies and campaigns as well as work done on reducing the impact and supporting conservation worldwide. 
In accordance to their website social responsibility is at the forefront of what they do and they partner with other companies globally and work closely with them to limit the harm created through manufacturing clothes and hold their suppliers and themselves to the highest environmental and social standards in the industry. Although the reliability of a company’s website can be questioned, it is evident that Patagonia are achieving this through the various work being carried out currently as well as in the past which will be highlighted in this report. Patagonia now have a global reputation for their sustainable initiatives and have won numerous awards for their efforts in working sustainably, showing that it is not just a company tagline to act sustainable, but they also prove it through the work they carry out. One task Patagonia have is also getting their customers on board with their philosophy and by ensuring that customers have a good connection with the organisation this will build brand loyalty and in time may lead customers to living more sustainably and continue to feel affiliation with the brand. 

6.0 Findings
Patagonia are a global brand that has propelled in recent years and the chart in A2 shows that Patagonia’s annual revenue grew from $800 million in 2016, to $1bn in 2017, and clearly in the years prior to COVID 19 were growing and this has been helped by public knowledge of their strategy with an emphasis on sustainability rather than solely profit, however as COVID-19 impacts are ongoing the full impact is not yet clear although forced closures of stores during lockdown restrictions means that online sales will have risen dramatically but in store purchases down.  The publicity gained by activism has helped Patagonia grow in recent years more globally, and to show just how serious the brand are about their strategy they took the then President Trumps administration to court to protect the land of the Bears Ears National Monument.  However, no organisation is perfect, and Patagonia recognise this. The CEO of Patagonia, Ryan Gellert speaking at the virtual ALTCOP  hosted by Brewdog (2020) conceded that although many see Patagonia as a business achieving sustainability, they are still taking more from the planet than they replenish and so there is always work to be done. Gellert also underlined the importance in the supply chain for how businesses can become sustainable, as much impact from businesses often comes from the supply chain.
There are various different ways in which Patagonia can move forward, and despite the challenge COVID-19 has had on the retail industry, it is vital that the strategy going forward incorporates new environmentally friendly ways of providing their services to customers to stay true to the brands image as well as focusing on their supply chain, and to continue to drive technological change.  One good example of external stakeholder involvement driving technological change was Patagonia’s switch to organic cotton in 1996. Fowler et al (2007) and with advancements of technology and COVID-19 potentially changing the industry for good, new ways of innovation are required. 

6.1 Blue Ocean Strategy
Patagonia use the Blue Ocean Strategy to focus on creating products that are not only environmentally friendly but also last longer than other brands and to create new demand through innovation and setting trends. However, the competition is not the focus, which would be leading more towards a Red Ocean Strategy.  Kim (2014) emphasises that “too many companies let competition drive their strategies. What Blue Ocean Strategy brings to life, however, is that this focus on the competition all to often keeps companies anchored in the red ocean” For Patagonia, the emphasis is more customer and environment based and should be in the future also, as if they were to take a Red Ocean Strategy approach, the competition would be at the core of the strategy and likely push customers away from the brand, as they would feel that Patagonia are solely a profit based organisation.  It is vital that a Blue Ocean Strategy is continued to be used by Patagonia, as although they do need to keep a close eye on the competitors, customers need to be the priority in their strategies. 
By encouraging customers to reduce their impact on the environment by purchasing second hand products, and by recycling the clothes they purchase from Patagonia it means that it allows the customers to feel like they are also having a positive impact and so differentiates themselves with other organisations.  Patagonia have used the platform developed to spread positive messages to not only their customers but also competitors in the industry, and by extending their product life cycle and reducing waste this ensures that they are industry leaders and constantly creating new markets and opportunities for growth so that they stay ahead of their rivals.

6.2 SOAR Analysis
A SOAR analysis has been devised to focus on Patagonia and what the organisation does well and what it can do to enhance their performance, as opposed to a SWOT analysis which is more tailored towards the overall environment of the organisation including weaknesses. 
Strengths 
Patagonia use product, price, place, and promotion to target their main areas for growth.  As Patagonia are a private company, they can adapt their strategies without having barriers.  The reputation the organisation has is also a strength and the brand image is respected globally and consumers are aware of the philosophy of Patagonia and the work they are doing to ensure the business as well as the planet is as sustainable as can be, and the reputation has led to them really becoming industry leaders, which in turn ensures customers stay loyal to a brand they feel a connection with, and by them ensuring that the quality remains the same as well as reducing their impact on the environment will ensure customers continue to shop with the Patagonia, as they put the environment and communities first.
Opportunities 
There is still room for growth in other markets globally as well as with new advancements in technology, potentially improving the already good relationship between the business to customers, and with the platform they now have there is more that can be done to spread their message of sustainability and the green agenda. There is also the opportunity to expand into different clothing styles for instance more everyday wear as well as more sports clothes and recycled clothes. 
Aspirations
The main aspiration besides growing the brand globally and expanding the stores is to get more organisations on board with working towards a better environment and reducing emissions. One current aspiration is for Patagonia to be completely carbon neutral by 2025, and to switch to renewable energy by the end of 2020. The work to combat climate change is also a shared aspiration with the Paris Agreement which came after a convention in Paris which brought nations together to tackle climate change. Dimitrov (2016) cited that “strengths of the agreement pertain to principled obligation to act, regularity and progression of national policy development, international transparency and accountability”
Results
It is important that as well as discussing their aspirations on their website, that they fulfil these promises and that these are not just marketing ploys and taglines. An example of the results of the work Patagonia are doing for sustainability is Patagonia’s Thanksgiving Day 2011 advertisement titled ‘Don’t Buy This Jacket’ which highlighted how one of their best sellers, the fleece jacket, was having a big cost on the environment, and so asked customers to reconsider before purchasing the jacket. In accordance to Bloomberg (2013), this saw Patagonia’s revenues grow roughly 30% in 2012 to $543 million, which partly can be attributed to the success of the marketing strategy and the brand image and awareness that would have been created in light of the campaign.

6.3 TOWS Matrix

A TOWS Matrix has been devised to give an insight into the external opportunities and threats in addition to the internal strengths and weaknesses of Patagonia.
	
	Internal Strengths
	Internal Weaknesses

	External Opportunities

Potential to expand into Asian markets as well as other emerging markets, as well as looking to open more stores in these countries and others too, with just two stores in the UK there is room for expansion in other big cities such as London, Cardiff, Birmingham and Liverpool in particular if a trade deal between the UK and US can be negotiated post Brexit.
	
Patagonia have strong control over the production and the distribution of their products.

Premium quality of goods ensures that the brand image is strong with customers and stay competitive with other companies such as North Face.
	Heavy Reliance on the American market could lead to stagnation as other brands go more global.

Prices may put off markets as customers can look online for cheaper alternatives- especially with many worldwide without job stability currently.  

	External Threats

Competition increasing as rival competitors get bigger and expand into other markets. 

More independent retailers might mean people would rather shop ‘local’
	SO
Increased importance of corporate social responsibility and brands working ethically, means that Patagonia are already industry leaders and can further capitalise on that through leading the way and differentiating themselves from other organisations. 

 More collaboration with other brands including suppliers and couriers to ensure that all aspects of the product life cycle are beneficial for the environment also. 

Continue to adapt with progressive technology to ensure of efficiency- potentially looking into artificial intelligence to remove human error. 
 Expansion into other big markets such as India, China, Australia.



	WO
Increased expansion into other markets will allow for more income as well as brand awareness, and with this could also create more sustainable awareness and spreading the message globally.

	
	ST 

To avoid threats, taking advantage of strengths is vital and Patagonia have many strengths including the premium quality as well as sustainability, and increased work on sustainability will ensure the organisation as well as the environment will be there for future generations.
	WT 
Ensure that the marketing is where it needs to be and using data to identify trends and where Patagonia can possibly look at expanding or innovating.



6.4 Porters Five Forces
Porters Five Forces were introduced by Porter (1979) and the purpose was to help analyse competition and strengths within organisations, and Porter believed that these forces shape competition in any industry and it is important that organisations continue to use the forces to help with their strategies as the forces are still as relevant now. By applying this model, Patagonia can understand competitors positioning in the market and lead Patagonia to make some strategic decisions that could improve the sustainability for Patagonia going forward.
Threat of New Entrants
To get to the level that Patagonia are at then organisations would need substantial investment which is very unlikely during the uncertain times, and also a new entrant would vitally need differentiation that would attract customers to the product, and so Patagonia do face quite a low threat level of immediate new entrants, however this is not to say that there is no threat completely and so it is important that they continue to develop the brand by keeping up to date with emerging trends and to stay innovative and ensuring that customers still feel the connection with the brand and develop brand loyalty.
Threat of Substitution 
The threat of substitution is a challenge for Patagonia and other organisations in the retail industry with the availability for other organisations to sell products online. Consumer demands means that it is vital that brands connect with their customers to ensure they stay loyal and not shop elsewhere.  It is important that the quality remains a priority for Patagonia as other organisations could introduce similar or even better-quality products for a cheaper price. One potential way this could be eradicated is to treat loyal customers well by offering them incentives to continue to shop with the brand as opposed to elsewhere, as by ensuring the care of customers will in time mean that they will continue to shop with Patagonia. 
Rivalry Among existing firms
Rivalry within the industry means that Patagonia are having to differentiate themselves with the other competitors. North Face, for instance are quite similar in that both organisations aspire to tackle climate change and both have an emphasis on sustainability, and both cater to the outdoor adventures market. For Patagonia to see off competition, focusing on the needs and wants of their customers would help develop a long-term customer relationship and help differentiate themselves from North Face and other organisations in the industry.  Another way in which rivalry could be used is in collaboration as both organisations are industry leaders and so by working together to tackle climate change could help set the standards for the industry to aspire to. 
Bargaining Power of Suppliers
The pressure on businesses from suppliers is also an issue that means it costs for businesses to have their products distributed, however the bigger organisations are the easier the supply chain gets due to the power shifting and suppliers needing the organisation as much as the organisation needing the suppliers. For the bargaining power of suppliers to decrease it is important that Patagonia continue to expand their supplier chain across the world. It is vital also that suppliers also work as ethically as possible to help further develop the work already being carried out by Patagonia.
Bargaining Power of Buyers
For Patagonia to continue to stay ahead, it is important that they continue to produce new products of good quality, and expand their target market to other parts of the world as well as launching new clothing lines for the everyday user as opposed to just focusing on solely outdoor adventures. With many losing income and jobs during COVID-19, it is vital that Patagonia avoid pricing themselves out and ensure that their products remain what the customer believes as being value for money.

6.5 McKinsey’s 7-S
McKinsey (1970) developed the 7-S framework which helps organisations understand what needs to be done to improve the performance of the organisation internally. For Patagonia, a look at the framework can help highlight the internal performance of the organisation. 
Strategy
For organisations to be successful strategies must be developed and carefully implemented and where necessary tweaked to align with organisational needs. Patagonia’s mission is to ensure that the product is the best, with as little impact on the environment as possible and to work proactively to limit their waste and carbon footprint. During the current COVID-19 pandemic this is still their strategy however profitability and ensuring the survival of the business is also essential and so Patagonia must continue to think of ways to  be innovative with their strategies and differentiate themselves from their competition.  However, given the current climate, strategies must be adjustable and must be risk assessed. 
Structure
Patagonia have a structure in place with sustainability at the forefront. The stakeholders of Patagonia not only include customers, employees and their suppliers but also local communities and so the organisation must consider these before making strategic decisions. By ensuring that the suppliers and employees fit the brands image this ensures that customers feel the connection with the brand. Although Patagonia are growing constantly, they must continue to market themselves and what the organizations mission is. 
Style
The adventurous style of the brand is shown not only by the products they sell but also the staff employed. This is essential as having people passionate about the brand, the outdoors and the environment ensures that they can sell the products with passion. By having a corporate culture that fits in with the brands image it will help create a better organizational environment. 

Skills
It is vital for Patagonia to continue to keep up with latest technologies and advancements in the retail industry as well as government regulations and so staff need to be trained on any new processes. Patagonia, as a company allow a select number of employees each year to take two-month internships with environmental groups across America, which gives the staff a great opportunity to make a difference whilst learning new skills. 
Shared Values
The corporate values of Patagonia align with the needs of the industry to move forward, and these values are also vital for the current climate, as many see COVID-19 as a wake-up call for changes to be made. Therefore, these values must be continued as the organization’s values are what makes them stand out from other competitors. 
Systems
One area which Patagonia currently succeed in is the use of their own suppliers and distributors so that work is sourced ethically and distributed carefully and environmentally conscious. Keeping these systems going forward as opposed to looking at cost cutting methods will ensure the corporate values can continue to be met. 
Staff
With uncertainties about job securities globally and the long term impacts COVID-19 will cause it is essential for Patagonia to continue to treat staff well to ensure that the corporate culture doesn’t impact customers experiences whilst shopping at stores and be put off the brand. The staff must feel valued the same way customers must feel valued so they can perform to their best when working. 

6.6 Crisis Management 
Organisations currently need Crisis Management to be considered at the forefront of strategies due to the uncertainty of the future and changing government regulations meaning organisations must be prepared for worst case scenarios. Many organisations have had to adapt to keep up with the current needs and wants of customers and where possible many have had to turn their businesses online. 
One Crisis Management theory that can be considered for Patagonia, and other organisations, to prepare for the next waves of COVID-19 and the potential damage this may cause is the Crisis Life Cycle by Fink (1986) which includes the four stages:

· Prodromal
· Crisis Breakout
· Chronic
· Resolution

As the virus is continuously moving between the chronic and breakout stages, organisations must be quick in how they react. During the prodromal stage of COVID-19 as the crisis breakout phase was just starting, Patagonia introduced their ‘Sew-cial Distancing’ campaign to make face masks from recycled clothing and repair damaged ones, as well as encouraged employees to sew masks from home to donate to key workers. This could potentially lead to customer loyalty as certain consumers will remember the organisations who put people over profits to help with the fight against COVID 19. 

6.7 Corporate Culture
Kotter (2008) emphasised that “the beliefs and practices called for in a strategy may be compatible with a firm’s culture or they may not. When they are not, a company usually finds it difficult to implement the strategy successfully”. The statement highlights how important it is for Patagonia to ensure that the corporate culture fits in with the strategy for best implementation, and this can be achieved by ensuring that the staff employed are the right fit for the organisation and this is why Patagonia hire liked minded individuals who are adventurous with hobbies such as rock climbing who are more likely to portray the company’s image. Corporate Culture plays a vital role in an organisation in how they are portrayed to the customer and first impressions are vital and if first impressions are not what the customer expected, they are less likely to purchase products from the store.
6.8 Customer Care
Good customer care involves a “combination of the quality of the product, the quality of service and, very importantly, the quality of delivery and follow up, and how professionally it’s all be delivered” Abdah (2020). For organisations to move forward through the pandemic, customer care must be central to strategic plans as the consumers morale is likely to be at a very low point with the financial uncertainties caused by the pandemic.  Selby (2020) states that “We must adjust our behaviours both as customers and companies, working together to get through it”. Although customers’ needs and wants might now have changed, it is vital that Patagonia understand the current demands and potentially adjust where needed. The idea of a customer centric strategy is also discussed by McKinsey and Company (2020) “For an organization to deliver truly individualized service and maintain superior omnichannel experiences, the journey-focused and customer centric view needs to permeate throughout the organization”.  There is also more to benefit for Patagonia than just profit for good customer service and care, but also loyal customers are likely to follow the brands approach to sustainability and be more cautious of their impacts on the environment.

6.9 Artificial Intelligence 
As rollouts of vaccines have begun, for the retail sector this is promising news however Patagonia must still plan for continuous restrictions and so, an example of an innovative way to incorporate customer care safely is the implementation of artificial intelligence in the stores, which would also in time cut costs on staffing as certain tasks could instead be carried out electronically, and then should further breakouts of COVID-19 happen, reliance on staff could be less due to having digital alternatives. 
With the advancements in technology, more and more organisations are starting to plan for a future where Artificial Intelligence can be used and this is an area where Patagonia could look into to help develop the experience for customers and ensure of speed and efficiencies. A recent publication from McKinsey and Company (2020) noted that COVID-19 has forced customer care organisations to switch to remote work. In addition, also mentioned is that the use of Artificial Intelligence has the potential to significantly lower costs, improve innovation and improve employee satisfaction. Although Patagonia will always rely heavily on footfall, there is potential to grow with technological advancements to further improve customer care and this is an area that North Face have managed to delve in to and have used Artificial Intelligence to help guide customers to what jackets best suit them, through various questions such as where the jacket will be worn and what the customer will be doing whilst wearing to make recommendations.  With various restrictions around the world, this would be a very appropriate tool for Patagonia to consider, as this would ensure customers and staff can stay safe as instead of having close interactions with staff, the customer could have a contact free experience when deciding what coat to buy, as well as being a good way for Patagonia to collect data from their customers to see trends and needs and wants of their customers. Anderson (2020) states that “although AI cannot solve all your organizations problems, it has the potential to completely change how business is done”. There are potential flaws to the use of AI, as some customers would rather interact with staff and get their personal recommendations, and also some would rather shop online as opposed to going to the store to have no interactions, however for the current times this is an idea that could be implemented. This would also ensure that customer care can be tailor made but not favourable from one customer to the next and ensuring that the right corporate culture is also maintained through consistency. The implementation of AI is also discussed by Deloitte (2020) “AI technology, voicebots and chatbots have all made great leaps forward over the last few years and, used appropriately, can make a massive difference to your ability to handle demand”. Considering the potential flaws, a blended approach could be implemented to trial AI technology in Patagonia’s stores.

7.0 Corporate Social Responsibility 
The importance of corporate social responsibility has grown recently with the technological advancements and the role social media plays for organisations, and Kotler (2011) stated that “in the last decade directional signals point to increased corporate giving, increased corporate reporting on social responsibility initiatives, the establishment of a corporate social norm to do good, and an apparent transition from giving as an obligation to giving as a strategy”. For Patagonia, Corporate Social Responsibility is now expected from both the industry as well as customers who many specifically shop with them due to the reputation they have now incorporated and this is also discussed by McWilliams (2006) “we expect levels of investment in CSR to be higher for established firms in more mature industries, since the extent of production differentiation will be greater in such sectors and consumers will, in general, have more sophisticated tastes and knowledge regarding products and firms” and so more organisations are now expected to incorporate sustainability and green agendas in to their strategies. Patagonia over the years have implemented several different schemes to investigate the companies impact across the businesses, which includes Fair Trade, a migrant workers program, and a fair labour association program.


7.1 Sustainable Development Goals
For Patagonia, the UNWTO’s Sustainable Development Goals are vital, as an organisation that works for positive environmental change. It is crucial that the sustainable development goals are still a strategic focus for organisations amidst the pandemic, as although the pandemic has been detrimental to businesses globally, the goals also need to be met to ensure a more sustainable future. With responsible production and climate action at the heart of what Patagonia as a brand focus on and a part of the sustainable development goals, it is important that they continue to keep this at the forefront of their strategy.

 8.0 Conclusion
With the current uncertainties with the long term economic damage caused by COVID-19 it is hard to say just how badly impacted Patagonia have been, and only in the years that follow will this be clear, however, what is clear is that customers motivations, needs and wants could potentially have changed for this entire generation and so Patagonia need to ensure that the strategy going forward incorporates customer care at the forefront to ensure that the customers stay loyal to the brand and continue to feel a connection with Patagonia. Pricing strategies must be adjusted to fit the current climate to not drive loyal customers to other organisations, and to also appeal to new markets. With technological advancements there is also the possibility for Patagonia to implement artificial intelligence systems to their stores to make the experience as efficient as possible for customers, and for the organization to keep up with the latest technological advancements and not to fall behind North Face and other competitors. 
It is vital that the emphasis on tackling climate change at Patagonia is still on the agenda moving forward and that there is more collaboration with other big companies and industry leaders to ensure that the retail industry moves forward more sustainably.  The 2030 Sustainable Development Goals need to be met and with Patagonia’s pledge to being carbon neutral by 2025 this a step forward.  The Blue Ocean Strategy adopted by Patagonia is vital for progression and further expansion as they need to focus on their own work and strategies as opposed to a Red Ocean Strategy which is very negative and focuses on the competition more. Furthermore, the theories highlighted in the report should be considered for both internal and external organizational analysis and when implementing strategies in the future. By keeping customer care at the heart of the organizations mission as well as sustainability this will put Patagonia in a strong position going forward through the pandemic.  

9.0 Recommendations
· A look into the use of AI for Patagonia could be an innovative way forward to provide good customer care, ensuring any systems in place work, they can be used for speed of service and to minimise interaction in the current climate which is essential with social distancing rules in place. By looking at North Face as well as other retail organisations using AI in different ways, this could be implemented rapidly. 

· To ensure needs and wants of consumers of customers are incorporated in strategies moving forward.


· Not to be so heavily reliant on certain markets. Potential growth into other communities and areas can help not only the profits but also the brands image. With a potential trade deal between the UK and US, the UK could be an area of expansion for Patagonia as well as Asia and other markets. 

· To stay committed to the environmental work which will help ensure customers remain loyal to Patagonia and doesn’t look elsewhere. 


· Ensure that post COVID-19 pricing strategies that keep Patagonia profitable but also affordable as many will be likely to have less income.

· More collaboration with other organisations and customers and suppliers to work towards the sustainable development goals and continue to play the role of industry leader.


· Continue to stay clear of Red Ocean Strategy and focus on a Blue Ocean plan
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