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Executive Summary 
This consultancy report is based on the strategic appropriateness of the Target Corporation's expansion into neighbouring Germany in Europe, where it has very limited presence. The reason for selecting Germany as a country is that it boasts a massive consumer base, not to mention a complex digital landscape, excellent infrastructure, and a well-developed retail landscape that also has the potential for growth and international diversification. The industry's leg up because of its advantaged factor conditions, as well as its more advanced supporting industries and the more complex nature of the demand, is a positive outlook until the legacies of rivalry and tough regulations pose problems. Given these considerations, the report recommends a phased strategy for a partnership-based market entry method, where Target could learn more about local knowledge and familiarize the local market with Target's products before making a big expenditure to local resources. To achieve this balance between integration and responsiveness, a global approach to staffing, mostly geocentric, reinforced by good managerial talent from Germany is suggested by EPRG staffing. In sum, Germany is an appealing yet difficult market that demands careful adaptations and managed growth. 
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[bookmark: _heading=h.c3yzqck5baf3]SECTION 1 — INTERNATIONAL MARKET ENTRY ANALYSIS
[bookmark: _heading=h.xobllikmisdy]1. Introduction to the Consultancy Report 
Target Corporation is a major U.S-based retail store still doing business and generating the majority of its revenue on U.S soil (EBSCO, 2024). The study analyses the strategic viability of Target moving into the German market, where it does not have any major presence. Towards this analysis, the decision for an international expansion and the attractiveness of Germany are analysed via the strategic criteria and the Porter's Diamond Model. It is subsequently evaluated as the best route into market and international staffing for sustainable market development. 
[bookmark: _heading=h.5cyylpcwb0r1]2. Strategic Rationale for International Expansion 
[bookmark: _heading=h.g80845w62hib]2.1 International Trade and Internationalisation 
Internationalisation gives companies access to foreign markets, change revenue streams and transfer superiority and capacities as well as their work across the borders (Fassio, Franco and Moschella, 2026). Dunning's eclectic paradigm indicates that expansion is appealing because the firms own distinct advantages that can be effectively utilised abroad. Target's digital capabilities, supply chain capabilities and its recognized retail brand, in addition to owned brands, offer potential ownership advantages. Such access to new customers, new market knowledge and the ability to internalise the capabilities to enter Germany could, therefore, benefit Target. There are also potential economies of scale on technology, sourcing and product development as a result of international expansion. But these benefits are contingent upon whether Target's U.S. developed capabilities are able to be effectively transferred to the German consumer, institutions and competition. 
[bookmark: _heading=h.xo340lopgywp]2.2 Growth and Market Expansion 
Germany could offer Target a chance for diversification, as one of the United States' most concentrated markets. Target's consolidated revenues are derived almost entirely from its single national operating market in the United States. Germany has a huge and technologically advanced European retail market and may facilitate Target's omnichannel strategy, while its very well-developed retail sector and digital communications may encourage the use of digital channels. German real retail sales grew by 2.1% in 2026, and eCommerce and mail-order sales are seen as a key driver for the growth (Statista, 2026). As a result, Germany was able to be flexible in supplying incremental revenue, geographic diversification, and learning that might afford them a possible basis for further expansion in Europe. However, obtaining a certain market size wasn't a guarantee of success since Target would have to face some well-established domestic rivals. 
[bookmark: _heading=h.p1lrwjkwpirm]2.3 Competitive Advantage
Several core, firm-specific assets and capabilities possibly could be passed over to Germany, including the brand-specific product offerings, merchandising insight, omnichannel business approach and “customer first” mentality. India's stores also serve as PickUp and Drive Up and same day fulfilment centers and two thirds of digital sales were fulfilled through same day options in 2025. If these can be adapted to German expectations they will certainly make Target stand out from the other retailers. Additionally, as part of its growth plan for 2026, Target is channeling investments into technology, AI, supply and personalisation (‌Target, 2026). The competences can be considered as assets from a RBV perspective but can have only competitive value in Germany if they offer proprietary level and are not easy to be created and imitated by established German retailers. 
[bookmark: _heading=h.fkmjjdpfi1d1]2.4 Innovation and Long-Term Strategic Objectives 
Target's international expansion would benefit the company with both new competitors and patterns of consumer behaviour, retail practice and expectations for technology. Germany would offer an insightful setting for the digital retail, customised recommendations, AI-driven merchandising, and sustainability of the products (Salhab et al., 2025). Maintaining its focus on technology, artificial intelligence, digital discovery and personalised customer experiences, Target has a vision of significantly advancing these capabilities in its plan to reach 2026. Target's roadmap to 2026 clearly calls out acceleration for technology and artificial intelligence, digital discovery and personalised customer experiences. Its teams working in the supply chain are also creating digital-twin technology, which will enhance the positioning of these materials and decisions on operational actions. These could contribute to cross-border learning and knowledge sharing. But transferability must be treated with caution: German regulations concerning data-protection, consumer habits, language etc. might take some adaptations. Internationalisation ought to therefore be seen as a two-way process of learning, and not as exporting Target's current US model. 
[bookmark: _heading=h.pvdnr9qz57vl]2.5 Strategic Risks and Overall Rationale 
However these advantages would mean that German expansion would be accompanied by heavy competition from retailers, a variety of consumer tastes, regulations, labour costs and heavy investment. Competitors that exist already can also react energetically to a new player. So don't take it for granted that Germans will always be the easiest to attract. Its potential relies on Target's adaptability of its capabilities, as well as being able to manage internationalisation risks. In general, Germany is a great opportunity but a tough one, as there is a need to analyze the market and the mode of entry carefully. 
[bookmark: _heading=h.vxmv5qcbaksz]3. Host Country Analysis: Porter's Diamond Model 
[bookmark: _heading=h.2rriwis0wk2x]3.1 Introduction to Porter's Diamond
The Porter's Diamond Model is a framework of assessing national competitive advantage based on three factors: demands, related and supporting industries, strategy, structure and rivalry (Khartit, 2026). Porter's Diamond Model is a model by which national competitive advantage can be assessed in three ways: factor conditions, demand conditions, and the presence of related and supporting industries, as well as firm strategy, structure, and rivalry. Government and chance can additionally influence these determinants. Taking the framework into Germany, the model should be used to evaluate the potential of the national conditions to maintain the sustainable competitive advantage and successful entry of Target to the retail markets in Germany. 
[bookmark: _heading=h.hu4bo0ucqu0e]3.2 Factor Conditions 
Germany offers some highly developed factor conditions that can benefit the proposed market entry by Target. It has a large service and industrial economy, which also means it has skilled human capital available but the OECD warns about persistent skilled labour shortages preventing it from progressing its economic future (Teixeira, 2020). The upside for Target is that it has a very capable labour force that can help power the application of research and technology in the store, supply chain management and customer service, but may find it hard to hire staff in specialized jobs.
Germany also has well-developed transport facilities and main logistics hubs. Its ports link European and global trade routes and Hamburg, Bremerhaven and other major ports enable insignificant flows and logistics value chains (Asmat, Norhayati and Abdul Latif, 2022). This may contribute to Target's overseas sourcing and distribution needs. But, not all infrastructure is of good quality. The modernisation of the rail network is still a long way in Germany, while digitalisation of the railway infrastructure is relatively slow at present, according to OECD figures. This means Target wouldn't even need to take for granted the smooth functioning of national logistics – it would have to design its distribution system carefully.
The Target omnichannel strategy is better suited to the digital conditions. Digital demand conditions are good in Germany, 95% of all persons aged 16-74 used the internet in the last three months of 2025 and 70% bought or ordered goods or services online in the last three months of 2025 (Federal Statistical Office, 2025). These conditions may facilitate Target's digital ordering, fulfilment, and store linked services. The overall factor conditions in Germany are good, however, incoming specialization provides opportunities for flexibility in operating variables, while difficulties in the infrastructure sector need to be addressed. 
[bookmark: _heading=h.di0up2buxmcl]3.3 Demand Conditions 
The complexity of the demand in Germany may offer the promise of supporting Target's differentiated retail offering. From a consumer standpoint, the nation has considerable consumer markets, and a well-established retail system in which customers are more and more utilizing the physical and digital channels side by side. During the past three months, 70% of persons aged 16-74 reported shopping online in the past three months and 86% had made at least one online purchase at some point during the year (Eurostat, 2026). This means Target consumers are highly aware of digital commerce and may have an interest in its omnichannel functionality. 
There's also potential for digitalisation in retail. Retail sales are up 2.7% in real terms in 2025, and online and mail-order is proven to be one of the drivers for retail sales (Vimal, 2026). Besides, consumers place importance on convenience, price and product quality and Germany has one of Europe's largest e-commerce markets. Target might be encouraged to go up against traditional retail stores by offering integrative online-and-in-store shopping if they have such expectations. 
But the competition level is raised by sophistication in demand. Compared to their counterparts in many other countries, German consumers are used to buying from well-known brands and tend to be more price sensitive. Consumer loyalty has been found to be strong with discount retailers like Aldi and Lidl (Statista, 2026). So Target is taking a chance on being successful by positioning itself as a brand with U.S. appeal. Its owned brands would be differentiated and its customer experience and digital services would require localisation in terms of the German price sensitivity, quality expectation and language and consumer preferences. Germany thus presents good opportunities for demand, which requires the ability to integrate value, convenience and differentiation in a retailer. 
[bookmark: _heading=h.czt0w22gr66l]3.4 Related and Supporting Industries 
Target's proposed omnichannel business model may be bolstered by the related and supporting industries that exist in Germany. The nation possesses a well-developed logistics system, technology infrastructure, payment and e-commerce system to enable sales and deliveries of products through offline and online platforms. In Europe as well as in the rest of the world, Germany's main seaports play a significant role on the trade front and its logistics system holds the potential for European logistics industry foundations as well as for national and international supply chains (Notteboom and Neyens, 2017). That would give Target the opportunity to combine the imports from other countries with the German distribution system.
This is especially related to digital commerce.This could help Target execute their online ordering and digital merchandising and store based fulfilment strategy. Online sales have seen a steady rise in other categories, such as clothing and electronics, too (Migkos, Giannakopoulos and Sakas, 2025). But an advantage for Target does not necessarily follow from the presence of sophisticated, supporting industries. Local competitors have existing supply chains, distribution channels and a digital presence. This would require Target to have to collaborate with logistics services firms, technology manufacturers, and suppliers locally as well as adapt payment and fulfilment timelines to German standards. Its private labelling may also be achieved through local sourcing arrangements, with issues of standards of quality assurance and compliance needing to be resolved to achieve European product specification. To summarise, while Germany provides healthy bases for Target's “omnichannel” business model, the latter must still establish local supply chains rather than simply adopting the model in use in the United States. 
[bookmark: _heading=h.j7h0jp2oo98o]3.5 Firm Strategy, Structure and Rivalry
The competition faced by Target is especially fierce in Germany. Strong domestic players like Edeka, Rewe, Schwarz Group, Aldi and dm as well as international and niche players like Amazon, IKEA and MediaMarkSaturn provide added pressure in the retail market. There has been a strong presence of established grocery groups—Ideka, Rewe, Aldi and Schwarz—in the German food retail market, with four groups dominating the grocery market (Statista, 2026). It provides large gates to a new foreign retailer to gain his or her presence and market share. 
German consumers are very receptive to discount retailers, with Aldi and Lidl being top choices of food retailers (Lukesch and Schmid, 2022). Therefore, the brand could not just be positioned there in the US if its prices are significantly higher than the competition. Rather, it would have to provide competitive pricing; possess differentiated owned brands; quality; and customer experience and omnichannel convenience. However, competition also could drive a bus driver – particularly for Target – to innovation and local adaptation. Germany's well-established online retail industry enhances transparency and provides competition, which also opens up opportunities for differentiated online retailers. Target might therefore find a niche between discount and high-end specialist retailers by offering a mix of value and design that is crafted to the organization.
Overall Germany is a difficult commercial destination, but not a bad one. In order to beat the big brands with local knowledge and customer relationship, a significant degree of localisation, clarity of brand and good investment discipline would be required at a significant scale at Target. 
[bookmark: _heading=h.kb27he9ijvt4]3.6 Government and Chance 
Government/Institutional Conditions would have a significant impact on Target's introduction in Germany. Germany is an EU market, therefore under the European rules of competition, consumer protection, and digital commerce (Saberi and Sadeghi, 2022). With the GDPR requirements coming into effect for organisations handling the personal data of EU customers, it becomes even more vital for Target's digital and personalised retail solutions. Oceans also call for continued digitalisation/simplification of public administration, which is an area of administrative/organizational complexity that Germany needs to improve. The situation may lead to higher compliance expenses and delay market access. On the other hand, the favorable conditions in Germany, the institutional stability and the presence in the EU single market, may help larger scale expansion in the long run should the Target project achieve successful local operations. 
[bookmark: _heading=h.6arkyionem2d]3.7 Overall Porter Diamond Evaluation 
Germany has high value of target factor conditions, high level of digital demand and high level of supporting industries. But these perks are offset by the lack of skilled labour, regulatory intricacies and highly competitive retail competition. The Diamond also suggests a potential market with strategic appeal, but it is not a S&P friendly one as Germany is not an easy market. The benefit will rather be in the adaptation of target, the possibility of tailoring it, and good adaptation of the digital and logistics competences in Germany, than through merely transferring the model from its business in the USA.
[bookmark: _heading=h.6t7n1ldpvlk2]4. Entry Mode Strategy and Strategic Synthesis 
[bookmark: _heading=h.czzbfqjhlgug]4.1 Target's Historical International Entry Pattern 
In the past, Target has adopted a cautious strategy with regard to its international retail growth – Canada's first store-market move was second only to other developed economies, the United States and Japan (Target, 2015). In 2010, Target signed certain acquisition agreements to purchase up to 220 former Zellers locations for C$1.825 billion which would allow for the development of a large Canadian store network. Target Canada was making an aggressive move to open locations and has re-committed significant resources—with a target of 124 stores coming from three distribution centres—in 2013 rather than a plant progressive slower ramp up. 
But the Canadian entry was a hard sell. In its first-round expansion, Target downplayed sales expectations, start-up issues in supply chains and stocks in its side pockets. In January 2015, Target decided to no longer operate in Canada as there were no realistic opportunities for profitability over the near term (Target, 2015). Target Canada then operated 133 stores with around 17,600 people on the payroll. The impairment and related charges on the exit were around $5.1 billion predispositions. This was a lesson in Target's past investment philosophy of a lot of “maybe maybe not”, and how that can lead to unacceptable risk as you explore the market, understand your sources and gain knowledge of consumer buying patterns, etc. Thus, the Canadian insight for Target is it has to be careful not to think its successful retail business in the United States can be exported to other countries. A slower, more gradual and more knowledge-based process of local market testing, with very reasoned resource commitments, would offer more flexibility and prevent a repeat of the Canadian experiment that had a high up-front cost. 
[bookmark: _heading=h.l7qe67aj8ln4]4.2 Entry Mode Options 
Target has a number of pathways gaining access to Germany. Export would be a fence-post type of investment so it would offer little control over distribution, experience with the customer and brand positioning and provide a market test of demand. In either case, Target could run the risk of having to shift its distinct approach to customer service and brand specifications if it decides to go with licensing or franchising.
Strategic alliances may be possible based on Target's retail competence and a partner from Germany's marketplace expertise, their distribution network and their institutional competence. The same benefit would probably exist if it were a joint business, the only issue target would have is the problems with the operational control. A penetration through acquisition would provide immediate access to existing stores, employees, materials and customers, but appear to contain the potential for heavy investments and integration issues.
A 100% subsidiary would be a good option to ensure the maximum control for the Target brand, operations, technology, and customer experience. However, it would also beef up Target's international exposures to the greatest extent and be the biggest spend on resources that Target has made. Initially, a lower risk "collaborative" or "phased" approach seems more suitable to sell Target's Canadian experience, than an all-or-nothing investment in a full scale "Target Canada". 
[bookmark: _heading=h.55jhd1nxjfug]4.3 Strategic Fit with Germany 
The sophisticated buying habits and highly developed retail system in Germany would have the potential for doing well in the longer-term, although the competition and regulation is heavy, labour considerations and cultural differences would bring additional executing risks (Popescu, Gabor and Stancu, 2025). A completely owned model would be more controlling but would be vulnerable to the same risk of significant impacts to resources as in Canada. On the other hand, exporting would reduce the level of commitment, and would offer limited control on Target's ‘omnichannel retailing’ solution. Hence in many cases strategic alliance or joint venture might be a good mix of control, local knowledge, flexibility and money. One thing to be learned from Canada is that demand can be tested and Target must test that in Germany first to ensure they are not spending too much money on opening too many stores. Phased partnership-based entry would give Target the opportunity to learn, adjust plans, etc. 
[bookmark: _heading=h.ktqvmz4s7j39]4.4 Recommended Entry Mode
Of the various options, a phased joint venture-based entry approach is the most suitable choice for Target's potential German expansion (Afewerki and Steen,  2023). The recommendation takes into consideration the need to reconcile market opportunity and the risk of Target's international experience (Ene, 2023).
A joint venture would allow Target to bring its own knowledge and skills to the mix, as well as that of a German partner. Target might bring its proven retail brand, private brands, merchandising skills, digital capabilities and omnichannel systems to the table, while the local partner will bring knowledge of the German consumer, suppliers, employment practices, logistics and regulatory issues. 
A strategic alliance also would limit the amount of investment risk, but a joint venture would offer a more robust organizational structure and level of commitment to operations (Azis et al., 2023). The shared ownership arrangement might motivate both parties to put in resources and move in the direction of shared long-term goals, unlike a basic alliance. However, it would be crucial for Target to put in place very strong governance and management processes that would avoid investment, pricing, technological, brand and strategic conflict.
It is not an attractive option initially, since it would be a lot of capital cost and integration problems may arise. The risk of making a big investment in the Canadian market without being familiar with it is well illustrated by the case of Target in Canada. Similarly, establishing a 100 per cent subsidiary would confer control but the target company would be very susceptible to financial and operational risks.
The proposed approach is therefore to build-up a small scale joint venture business, which is based on primary markets, which are major in urban areas, digitally appealing and complemented by ecommerce with a small physical retail presence. Following metrics must be used to assess the performance; Customer acquisition, Sales growth, Profitability, Customer satisfaction, Supply-chain performance.
[bookmark: _heading=h.ivfcorv87cvc]4.5 Strategic Synthesis
There are some challenges associated with internationalisation, but Target is up for many of them in Germany (Reim et al., 2022). The country boasts a vast and very well informed consumer base, digital adoption, a well-developed logistics and supporting industries sector, and great opportunities for omnichannel retail. The factors mirror some of the strengths that Target currently has, such as its own brands, online retailing, and its expertise with merchandising and in-store fulfilment.
Germany, however, has a number of disadvantages too. Target's positioning in Germany may not be a port that can be passed over without adjusting, as they are very price-sensitive and faced with the competition of discount retail stores (Pietzka,  2024). There's more to it with the regulatory landscape, labour-market pressures and cultural differences.
The success of Target in the United States adds to the rationale for playing it safe. It had successfully expanded into large-scale international scale in the past, but resulted in a high cost of withdrawal. Germany should instead not be tackled with "mass reproduction" of the US model.
The suggested approach is a phased joint venture entry that starts with controlled investment, partnerships within the local market and digital market testing. This would enable Target to leverage their core competences, and at the same time gain local knowledge of the German market, without exposing themselves to a lot of risks in the beginning. 
[bookmark: _heading=h.v8eyq9jf8xz6]5. International Staffing Strategy
[bookmark: _heading=h.k7sny5r4ccy9]5.1 Introduction to International Staffing
In addition, international staffing is an important factor in Target's proposed plans to expand into Germany; the success of the new operation will be dependent upon the managers who will implement the new operation and the mode in which they are going to enter Germany. Good staffing can assist in organisationally controlling, transferring knowledge, appreciating cultures, improving employee performance and responding locally (Coates et al., 2025). Target must, therefore, develop a staffing plan which fits its international goals with the particular needs of the German market.
The EPRG framework can be used to describe four ways of international staffing – ethnocentric, polycentric, regiocentric and geocentric. Both strategies have varying degrees of headquarters control and responsiveness. It is especially crucial for Target to assess these approaches as the suggested phased joint venture necessitates Target's global means and extensive knowledge of the German market.
[bookmark: _heading=h.vmrtg5fh0xq0]5.2 Ethnocentric Approach
An ethnocentric approach would be for Target to send managers from headquarters in the United States to key roles within the firm in Germany (Sethi et al., 2024). These managers would bring with them the Target culture, policies, procedures and goals to the new operation. Strong headquarters control would be a great plus. US managers will already be familiar with Target's brand, their operating systems, what they expect and what their priorities are. This might help to bridge the communication gap between Germany and headquarters, and help keep Target's customer-centric culture alive.
But high relocation, compensation and training costs can be caused by expatriate managers. They might also not be well-versed on German consumer preferences, employment practices, business culture and regulations. Communication and leadership issues may arise because of cultural differences, and too many Germans managed by Americans may be reluctant to go into top-level jobs.
[bookmark: _heading=h.nrimau18qmj7]5.3 Polycentric Approach
A polycentric approach would be one that would involve Target having German nationals in charge of its German operation (Lofthouse and Kral, 2025). This would be a valuable source of local knowledge and enhance Target's knowledge and understanding of German consumers, competitors and institutions.
German managers would have insight into the local expectations of their customers, employment practices and be able to build relationships with suppliers, logistics companies and other companies. But also local leadership could show Target's interest in setting up a long-term presence in Germany.
The biggest drawback is that the integration with Target headquarters might not be as robust as it could be. Communication and coordination issues could arise due to differing strategic views and management approaches of German managers. Target might also see less direct influence over how its worldwide strategy is put into practice (Malik et al., 2023).
A polycentric approach is therefore useful for being responsive to the local setting but less likely to be well integrated into Target's global organisation. It would be more appropriate for the German operation and would not be used throughout but across operational, HR and customer-facing roles.
[bookmark: _heading=h.496twc5ba8u1]5.4 Regiocentric Approach
A regiocentric approach would be to plan the staffing for a regional structure based on Europe (Alugbuo et al., 2022). Target managers from Germany and other European countries may be appointed to oversee Target's operations in the region.
This would be a positive for Target if it could make its presence felt in Germany and then spread throughout Europe. Germany may serve as a hub for regional knowledge transfer, coordination of the supply chains and market development. The managers could share their experience and knowledge on European consumer behaviour, regulations, technology and competition.
However, during its first few years in Germany a regiocentric structure could be premature as Target lacks a significant European retail network at present. It is, therefore, more suitable for a future staffing model to be used when the German operations are successful and Target expands to other European markets.
[bookmark: _heading=h.9f7ksmk7bsjt]5.5 Geocentric Approach
A geocentric way of selection of managers is based on nationality independence, based on skills, experience and suitability (Adolph,2022). Target would need to hire able managers from the US, Germany and maybe other nations. The biggest benefit is that it brings worldwide integration and local expertise together. Target might fill senior strategic positions with experienced international managers and hire German managers who will have an understanding of personal customers, employees, regulations and the business.
Geocentric staffing also might facilitate knowledge sharing and diversity. US managers could share their know-how about the existing systems, technology and brand of Target, while German managers could share their experience about market conditions in Germany. This would ensure that Target doesn't merely import its U.S. business model into Germany without making significant modifications.
The drawbacks are a more complex recruitment process, possible expatriate costs and immigration/employment requirements. Careful attention would also have to be paid to cultural differences. However, the mix of the approach is the most effective of Target's global integration needs and Germany's need for local responsiveness.
[bookmark: _heading=h.e53iyjfqneil]5.6 Recommended EPRG Strategy
The recommended staffing strategy would thus be a geocentric approach with an appropriate local management in German (Berndt et al., 2023). This is most suitable for a staged joint venture as proposed by Target as it needs control of the business on a global basis and local expertise.
A select few competent, advanced Target managers were able to fill key strategic roles to keep the Target brand, tech, supply chain systems and corporate goals intact. Meanwhile, experienced German managers need to be given important operational jobs where knowledge of consumers, employees, suppliers, rules and local competition are crucial.
This hybrid approach neutralizes the dominant drawbacks of ethnocentric and 100% polycentric staffing (Fuchs, 2022). Target wouldn't be too reliant on costly expatriates from America and German managers wouldn't be cut off from Target's broader business plan.
Two-way knowledge transfer would also be encouraged by the geocentric model. Target managers could bring the organisation skills to Germany and German managers can give feedback on consumer behaviour and competition. This would then assist Target to adjust their offer to fit the local needs.
Geocentric staffing has the best balance of global integration, local responsiveness, managerial capability, knowledge transfer and organisation learning. It is hence the most suitable EPRG approach for the German expansion of Target.
[bookmark: _heading=h.f5r4d57plyox]5.7 Staffing Risk and Implementation 
Experienced Target expatriates and qualified German managers should be used in combination in implementation. Cross-cultural training is needed to minimize communication difficulties and to be able to understand the German working culture. Target will also have to make sure it meets German employment standards and have well-defined performance management processes. German management, the joint venture partner and the Target headquarters will need to maintain strategic communication regularly to ensure this.
[bookmark: _heading=h.x7puv17o12kw]Section 2: Reflective Commentary
Rationale for Selecting Germany
Germany was chosen from a managerial point of view because of the market size, digital readiness, well-established infrastructure and sophistication of the consumer base, as well as the possibility of expanding beyond the company's very niche market in the US (Lechowski and Krzywdzinski, 2022). There are many interesting points to note regarding Target's omnichannel capabilities, one of the most pertinent being Germany's high embrace of online shopping and the maturity of its retail market. The first impression of the attractiveness of the German market, however, does not mean that all entry into the market would be successful.
Other European markets might be explored as well. France, for instance, has a big consumer market and retail ecosystem, and the Netherlands is highly digital and globalized. However, Germany offers a particularly favourable strategic match with Target's business, thanks to its large domestic retail market, advanced logistics infrastructure and advanced digital retail landscape (Zolinski, 2023). Concurrently, the economy's competitiveness serves as a great environment in which Target's unique brands and omnichannel approach can create value outside of the U.S. market.
Therefore, a balance of opportunity and risk has been taken with the decision. Germany is not included as a large European economy. Its appeal is due to Target's ability to fulfill the expectations of the local market and expectations within its US capabilities. This judgement also contributed to the recommendation of a gradual entry process and not to large scale entry.
 Policies, Procedures and Academic Literature
The recommendation was made with the company's information, statistics from the government, evidence from the industry and international business theory. Target's corporate information is quite relevant to the business context to understand its financial status, their strategic direction, their investments in technology, and capabilities of their supply chain as well as their experience in international markets. Company reports, however, should not be considered an accurate reflection of what the outside world thinks, but rather what the company's management thinks.
The government statistics give a more independent indicator of the condition of Germany. Information on Internet activity and Internet sales and retail transactions allows for an understanding of the readiness of the market for Target's Internet and Omnichannel business. Independent assessments of the level of labour shortages, infrastructure and institutional conditions are also provided by international organisations like the OECD (Guzzardi,2022).
However, there are drawbacks to secondary data. Market data can be stale, and industry data may have various methods and definitions. Consumer behaviour can also shift quickly due to inflation or technology and economic shifts as well. While academic literature provides some well-known explanations, theories can be insufficient to explain a modern global retailer.
This meant that the evidence was used as an adjunct to managerial judgment rather than as evidence to validate a decision. The best conclusions were delivered when the company information, government statistics and theory all agreed. These risks affect the company's operations and are known as Assumptions, Uncertainties and Risks.
The recommendation is based on a number of key assumptions. First, it takes for granted that German consumers will be interested enough in the mix of value, design and private labeling and omnichannel convenience that Target offers. This is not possible as established German retailers already have strong relationships with their customers.
Secondly, the analysis makes the assumption that the Target operating model in the U.S. can be adjusted to German cultural, legal and commercial specificities. The variation in consumer preferences, employment conditions, data protection and retail conditions may lead to higher implementation costs.
Uncertainty in the economy is another consideration. Inflation, consumer confidence, exchange rates and changes in economic activity in Europe could impact demand and profitability (Fortin et al., 2023). Labour shortages may lead to higher recruitment expenses and supply-chain disruption may cause product availability and operating margins to suffer.
All of these uncertainties underscore the need for a gradual approach. If it turns out that the demand is not as strong as it was hoped, Target could restrict its further investments. If the market shows good growth and they are able to make a good profit, the company may make a larger investment in that market. The recommendation is thus intentionally flexible to the changing conditions. This course focuses on critical evaluation of theories and frameworks.This course aims at critical evaluation of theories and frameworks.
The Porter's Diamond Model was helpful in analyzing the national competitive environment of Germany (Mweemba et al., 2022). Factor conditions underlined the quality of the German workforce, infrastructure and digital competence, whereas demand conditions came to underscore that advanced consumers and internet shopping are important. The logistics and technology strengths of related and supporting industries underscored the nation's logistics and technology prowess, and firm strategy and rivalry provided evidence of the significant competitive threat to Target.
But this approach to Porter's framework is not applicable to a modern Multinational retailer. It can suggest that a company's competitive advantage is mainly achieved within national borders while Target's is based on international supply chains, international technology, and cross-border sourcing. The model also offers some limited insights into Target's own historical experience and specific organisational capabilities. Thus Diamond was helpful for evaluating the country but was unable to make its own decision on the appropriate entry mode.
The EPRG Framework was also useful as a framework for looking at staffing. Ethnocentric, polycentric, regiocentric and geocentric approaches helped to explain the dilemma between centralization and adaptation. The geocentric recommendation is a consequence of the necessity to merge Target's international expertise with the managerial know-how of the Germans. But, organisations in reality don't exist in one type of EPRG. It is possible that Target will need to have US expatriates, German managers and, eventually, the leadership for the region in Europe.
Alternative Strategic Recommendations
There were a number of alternative strategies which could have been suggested. One alternative would be to select France instead of Germany. France has a big consumer market and retail facilities, and offers Target the opportunity to enter into Europe. Germany's digital adoption, market size and logistics, however, offer a better immediate fit with Target's proposed “omnichannel” model (OECD, 2026).
An alternative entry mode might also have been considered an acquisition. Purchasing an existing German retailer would give the opportunity to gain access to stores, employees, customers and supply chains (Kannan et al., 2023). This would be a significant financial investment and integration challenge however. Target's Canadian high-profile failure makes the purchase risky at this stage, as there is no proof of market acceptance of the product.
A polycentric staffing approach would also make sense as German managers have local knowledge (Rittelmeyer et al., 2025). But a polycentric system alone may run the risk of undermining the integration with Target's global organisation. A geocentric approach is better suited since it enables the company to bring together the German expertise and Target's global management skills.
From the geocentric staffing perspective, the final recommendation is a more balanced one, because of the joint venture and the phase-planning. It gives local expertise without giving up global control and limits investment while Target can build up its German presence gradually.
Final Professional Reflection
This analysis shows that internationalisation is not merely a choice of a foreign market that is attractive. It involves managers to manage opportunity, organisation capability, uncertainty and risk. Germany is looking like a good strategic target, however there is no evidence to suggest that the Target model that worked in the U.S. will necessarily work in Germany.
The overriding rule for management is to use evidence and professional judgement. While statistics can show market potential, they can't predict the entire consumer reaction and competitive and organizational performance. Likewise, frameworks like the Porter's Diamond and EPRG can organize analysis, but not all aspects of the intricate international business decision.
So for future decisions about internationalisation I would give more weight to the aspects of staged commitment, scenario analysis, local partnerships and measurable performance indicators. I would consider the decision to expand internationally as a series of decisions, and be able to review it as more evidence is gathered. For Target, it's making careful entry into the market, learning from the market, and scaling when it's proven through commercial and operational evidence that they can scale. The following strategy offers a more sustainable foundation for international expansion and helps minimise the strategic mistakes made in previous go-to-market efforts internationally.
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