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1. [bookmark: _Toc117811308]Introduction
The essay will examine the strategies of Zara, analyze the current business difficulties and find out the possible solutions and improvement to Zara.  

1.1 [bookmark: _Toc117811309]Background

Zara is a Spanish multinational apparel retailer and specializes in fast fashion. It was founded in 1975 by Amancio Ortega. Zara is one of the fashion brands under the Inditex Group (Figure 1.1). It has product lines of men, women, children, home, beauty, accessories, shoes, swimwear and perfumes. There are 2213 stores in the globe (Inditex, 2022). It launched Zara Home in 2003 which offers bedding, cutlery and other home decoration besides its main business in fashion retailing lines. In 2004, Zara opened its first store in Hong Kong. To catch up the digital trend, Zara launched its online boutique in Jordan and later extended to more countries. Zara Hong Kong also launched online store in 2015.

1.2 [bookmark: _Toc117811310]Study Objective

The objective is to evaluate Zara’s current business strategy, discover its potential risk and explore the transformation of the business strategy in order to maintain Zara’s competitive advantage and develop a sustainable strategy for future development. The importance of the study is help Zara overcome a few critical issues the world is facing in 2022 which are COVID-19, economic recession and evolution of fast fashion industry. 

The scope of the study is going to focus on Hong Kong market and thus provide the implications to Asia direction of Zara. The study will first talk about the current strategic direction of Zara Hong Kong and do a macro-environmental analysis to Hong Kong casual wear industry. Then, it will look into strategy in both corporate and business level and evaluate the effectiveness. In addition, value chain of Zara will also be discovered and see how it aligns with the strategy. Then, it will generate the conclusion and recommendation to Zara. A clear implementation plan in the end will show the application of the recommended strategy. 

Figure 1.1: Timeline of Inditex’s business.
[image: ]
Source: Constructed by author



2. [bookmark: _Toc117811311]Strategic Direction and Vision, Mission and Values (VMV) 
Zara has its own vision, mission and value. Below will review how Zara’s current strategic direction align with the VMV and creates positive value to the business. 

[bookmark: _Toc117811312]2.1	Zara’s current strategic direction 

Zara designs new clothes all year round and provides limited production. It is very reactive to customer’s demand and drawing designs accordingly. It has short time-to-market and it just usually takes around 2 weeks to market the products from design and production. The limited production and the trendy designs encourage customers to visit and purchase frequently. To incorporate this efficient production model, Zara has its own logistic centers to support. It controls the entire production process to deliver the products in the global outlets. Mission is to be a forward-thinking force in fashion, embody what is possible, bring more thoughtful style to the world, provide everyone with inspiringly beautiful, always on-trend and responsibly crafted fashion they deserved, nurture intimate relationship with the customers, designers respond instinctively to customer’s changing needs, and deliver new ideas for everyone in the right place and at the right moment. Its current strategy has fully shown this (Official website, 2022).

In recent years, Zara focused more on business sustainability. When the clothing is with “join life” tag, it indicates that the item is made from more sustainable raw materials (BAZARR, 2019). In 2021, LanzaTech x Zara startup developed a new CO2 capture technology to transform carbon dioxide emissions into ethanol which can then be used to produce new materials like polyester (Annual report, 2021). It promoted Zara as a stylish and sustainable clothing brand. It matches with the value of Zara and make business more sustainable, reducing its impact, and integrating sustainability in daily decision-making. The vision of Zara is to contribute to the sustainable development of society and that of the environment with which we interact (Mission Statement, 2021). Zara is on its way to business sustainability and it aligns with its vision and value. 


[bookmark: _Toc117811313]2.2	Zara Hong Kong’s current strategy 

In Hong Kong, Zara first entered the market in 2004. It quickly expanded to 12 stores until now. It started its online store and Zara Home in 2015 with the alignment of global direction to diversify Zara’s products. The stores of Zara are located in the signature shopping malls in Hong Kong (e.g. Time Square, Pacific Place) and nearby the luxurious brands to create the luxury feeling and sense of high fashion. The change of floor plan helps to craft the fashion that the customer needs based on the local fashion trend. It increases the attractiveness to enter the store. Also, “Join life” eco-friendly collection can be easily seen in Hong Kong branches. Most of the Zara stores has a clothing collection bin for old clothes by the customers and help distribute to a local NGO called “Redress” for reusing or recycling purpose. Zara started this partnership since 2018 (Redress, 2018).  It creates a sense of green fashion and make customers feel more comfortable to shop frequently. It aligns with the value of Zara. 



3. [bookmark: _Toc117811314]Macro-environmental analysis for Hong Kong Casual Wear Industry 
Zara Hong Kong positions itself to be value-for-money apparel with good quality and the price level is slightly higher than the other fast fashion chain store such as H&M and Uniqlo but still way lower than the luxury brands (Table 3.1). It utilizes mass marketing strategy for promotion, channel such as catalogue, logo on their retail bag and online advertisement. It has operated its own online store since 2015 so it started to focus on both online and offline business. However, online business seems to be complimentary since Hong Kong is a small city and people are willing to purchase with in-store experience like fitting and checking on the texture of the actual item. In fact, GAP and Esprit left the Hong Kong market and switched totally to online business in 2020 (HKET, 2020) so it created a lot of worries to the Hong Kong fashion retailing industry.

The macro-environment can affect the business decision in Hong Kong casual wear industry. With the PESTEL analysis (Yüksel, 2012), it will help to understand the business environment of Hong Kong. It is going to analyze according to the priority from the highest to the lowest impact and they are economic, technological, political and social aspects (Table 3.2).  

3.1 [bookmark: _Toc117811315] Economic aspect

Hong Kong economy is declining and the national income is decreasing as well so it is unfavorable to the industry. The gross domestic product (GDP) of Q2 2022 recorded a -1.3% year-on-year change in Hong Kong (Census and Statistics Department, 2022). The Gross National Income (GNI) of Q2 2022 recorded a -3.1% year-on-year change. Unemployment rate was going up from 2.82% in 2018 to 5.83% and 5.32% in 2019 and 2020 (Macrotrends, 2022). An economic recession is reflected in 2022 after COVID-19 has affected Hong Kong and the whole world for more than 2 years. The value of retail sales shows a year-on-year decrease. According to a latest press release by Hong Kong government, it shows that wearing apparel has a -7.4% of estimated value of sales comparing August 2022 with August 2021 (HKGOV, 2022). During an economic recession, people usually have less willing to purchase fashion items because they are not necessity. Work-from-home has become a new normal so it discourages a number of people to purchase fashion items and dress up. The economy may take time to recover so this is a long-term unfavorable impact. 

[bookmark: _Toc117811316]3.2 Technological aspect

E-Commerce or mobile commerce becomes the favorable factor to the industry. Mobile is the most popular device to access e-commerce and mobile app of the merchants could assist people to purchase casual wear online. Hong Kong has a 91% internet penetration which is better than the mainland China, the U.S. and the UK (J.P. Morgan, 2022). It shows that merchants can access Hong Kong citizens easily through E-commerce. In 2020, 5G launched in Hong Kong so it assists better in mobile commerce with high-speed internet. Hong Kong business-to-consumer mobile commerce market shows that 47% of the E-commerce was completed on a mobile device and 55% of the mobile commerce was completed in-app. In addition, digital wallets such as Alipay, WeChat Pay, PayMe are growing popularity even though credit card payment is still the dominate method in Hong Kong. Digital wallet usage was 36% and was ranked second behind Cards (40%) out of all kinds of payment methods in 2019. It is forecasted to be the new dominant method in 2023. It will be more convenient for people to shop casual wear and settle payment online. As long as the casual wear industry adapts to it, it is definitely a favorable factor to the business and create long-term opportunity.

[bookmark: _Toc117811317]3.3 Political aspect

Hong Kong’s current policies have weakened its original advantages so it does not favor to the industry. Hong Kong has a tax-friendly system. Profit tax for the first HK$2 million of corporations is 8.25% and the amount above will be subject to 16.5% tax rate (InvestHK, 2022). For casual wear industry, it can benefit from no sales tax, withholding tax on dividends and interest, capital gains tax, tax on dividends and estate tax. In addition, Hong Kong has a free trade policy and easy customs procedures which attracted a lot of merchants to do business here. However, COVID-19 has created negative impact to the society since 2019. Hong Kong government had a relatively strict social distancing policy, travel ban and compulsory quarantine for visitors. Social distancing rule, such as restricting people from eating out in large group and restricting from entering some public facilities if not vaccinated, made certain number of people decrease motivation to social activities thus it would decrease the shopping motivation as well. As this kind of regulation has been imposed for 2 years already, it had a long period of impact to the casual wear industry. During this period, Hong Kong government launched digital consumption vouchers of HKD$5000 in 2021 and another one in 2022 to all local residents aged 18 or above. It could shortly boost up the local consumption but this effect did not help the casual wear industry in long run. The threat from political policy seems to be greater than the opportunity so the political impact had an unfavorable impact to the industry. 

[bookmark: _Toc117811318]3.4 Social aspect 

Hong Kong people are more aware of the sustainable fashion and it becomes a short-term threat and long-term opportunity to Hong Kong casual wear industry. For fast fashion, it is easily labeled as wasteful production with such short product life cycles and encourage people abandon wardrobe’s clothes quickly. It is estimated that 4 in 10 Hong Kong people have thrown the clothes away after wearing once only (The Billie Upcycling, 2022). People are looking forward the large fast fashion corporates be responsible for the environment when they are earning great profits. In short term, it may pose a threat to the industry with growing sense of eco-friendly. As long as the industry adapted to the trend to modify the production of the clothes with more recycling materials and less waste creation, it can become a long-term opportunity. 












Table 3.1: Price comparison of a black quilted should bag of Zara, H&M and Saint Laurent. 
[image: ]
Source: Constructed by author


Table 3.2 Macro-environmental analysis of Hong Kong casual wear industry.
[image: ]
Source: Constructed by author

[bookmark: _Toc117811319]3.4 Concluding Comments

The macro-environment of Hong Kong does not favor to the business of casual wear industry (Table 3.1) unless the corporate is willing to overcome the short-term threat and adapt to the new trends and opportunity in long run. The short-term threat of fast fashion waste can be altered by promoting sustainable fashion. Actions such as education to customers about the corporate’s sustainable fashion or increase the proportion of fashion production to be sustainable fashion. This is controllable and actionable for the companies. Additionally, a higher prevalence of E-commerce and mobile commerce which created a lot of online business opportunity. It is suggested to do a hybrid business to capture both online and offline sales in the long run. An online platform is recommended to the fashion companies. The economic downturn and the political policies will impact the business of casual wear for a few more years and it seems to be challenging to drive business growth in short term. Therefore, fashion business is not suggested to expand or even use a defensive strategy to overcome this period of time. In long term, it is expected to bring back the fashion business to growth strategy. 



4. [bookmark: _Toc117811320]Corporate and business strategy of Zara
The direction of Inditex and Zara depends on the strategy in corporate and business level. By looking into the strategies, it can show the effectiveness of strategy and the room for improvement in order to achieve the business objective. 

4.1 [bookmark: _Toc117811321]Evaluation of existing corporate strategy

The business under Inditex has more than 6300 stores in 5 continents (Annual report, 2022). Inditex utilizes related diversification in the business expansion over the 40 years. It keeps adding new but related products in apparel and home (Markides & Williamson,1994, p.149). It comprises of 7 brands and they are Zara, Pull&Bear, Massimo Dutti, Bershka, Stradivarius, Oysho and Zara Home. Inditex takes the ownership of design, production, distribution and sales of the clothes to all brands. 

For footwear and accessories, a company under Inditex called Tempe takes part in the full process (Tempe Inditex, 2022) so it can produce for all the brands in the corporate and share the cost of production.  A relatively new brand Zara Home began the business with home textile and décor products by leveraging the synergy effect with Zara apparel line. It follows the fashion calendar and offer new arrivals more regularly than the traditional one. It enjoys the benefit of Zara’s reputation in apparel and create a wider range of opportunity in the market. There was a high-end accessory brand called Uterqüe which was under Inditex since 2008 but closed all physical stores in September 2021 (Spain’s News, 2022). It discovered that this brand was too similar to Massimo Dutti, which is another high-end brand under Inditex, and its position in the market was not clear. Inditex thus decided to maintain Uterqüe’s online store only and integrated it with Massimo Dutti. By doing such transformation, Inditex is able to maintain a good balance sheet. The advantage of related diversification is that it can help the corporate to share the risks among the brands. 

The central production and the geographical expansion of business of Inditex make it enjoy the benefit of economy of scale and lower the cost in raw materials, machinery and logistics. It has the competitive advantage in value chains by sharing key resources cross different areas and thus it can offer a competitive price in the market. It favors for further expansion by related diversification strategy in the future. 

4.2 [bookmark: _Toc117811322]Evaluation of existing business strategy 

Zara is on the way to best-cost provider strategy to make it stand out from the fast fashion retailer in the competition and offer better goods at attractive price (Semuel & Siagian & Octavia, 2017, p.1152). It has many products variation in fashion which are woman, man, kids, home, beauty, Zara origins and Zara home so it has a broad cross-section of market. Additionally, it applies vertical integration in the value chain so it enables Zara to have a good control of the cost and the full process of production.

Zara aims to provide trendiest clothes to its customers and become a fashion boutique which people always want to go. Their in-house designers have to constantly touch with the customers so that they can provide reactive actions to the current demand and draw the designs. In the designing phase, it releases approximately 500 new designs a week so that it can catch up the high-speed and high-output manufacturing model. It has the superiority in quick response to customer’s need. With such differentiation, Zara can charge a premium but affordable price to cover the extra cost in intensive production of new designs. Due to the rapid change of demand, Zara has little inventory and quick turnover and thus it benefits from the low storage cost. Usually, the shipments arrive at the stores every 2 weeks. It creates more motivation for customers to visit the store and purchase more frequently. 

A relative new business in Zara Home adopts the well-established system by Zara apparel. Zara Home follows the fashion calendar to offer new arrivals. Unlike the specialized brand like IKEA, it differentiates by focusing more on home textile and décor which it originally has advantage in, and offers with an affordable price. This synergy effect is favorable to further expansion in Zara Apparel and home business at the same time. However, there might be concerns about the quality, design and innovation in Zara’s product in order to sustain the advantage in broad differentiation with valuable price. 

4.3 [bookmark: _Toc117811323]Balance scorecard appraisal

From the financial perspective, it performed well in 2021 in both corporate and business level. Both Inditex and Zara reflected a sales rebound from 2020 to 2021 by 36% and 14% respectively (Figure 4.1) (Annual report, 2021). ROE was 21% and ROCE was 28% in 2021 (Table 4.1) which were very positive rate of return over the last 4 years (2018-2021). The figures were catching up the rate in pre-pandemic. Also, the net cash position increased 24% to 9.4 billion euro in 2021. The cashflow reached historic highs with continuing strong free cash flow generation. This is beneficial to the future re-investment or new development. 

Figure 4.1: Net sales of Zara in Global and Asia 



Source: Constructed by author

Table 4.1: Financial perspective of Zara from 2018 to 2021. 
[image: ]
Source: Constructed by author

From the non-financial aspect (Table 4.2), Zara has good learning and growth scorecard. Inditex has started to use RFID technology in Zara’s distribution process since 2016. It could quickly identify each clothing through radio frequency at all stage of supply chain by incorporating a chip inside the alarm at the logistic centers of Inditex. This kind of precise information allows good management of inventory and support online store orders with the information such as stock availability and location to pick up. In addition, there are standard brand training to empower the employees to listen to customer’s need and observe new styles that customer is wearing. It helps to align personal growth to business growth. 

Zara has regularly taken some market survey to understand about the customer satisfaction level. According to real research media (2021) conducted a survey with sample size of 250,000 all around the world, more than 50% customers feel highly satisfied or somewhat satisfied about staff’s attitude at Zara. 42.10% of the survey participants said the biggest reason why they purchase items at the ZARA store are because of the good quality and 22.51% because of the great design. For the biggest factor that allowed Zara’s success, 39.38% thinks that the reason is efficient system that maximized speed and 30.59% thinks that the reason is the head office’s thorough management. The above data shows that the majority of the customers are satisfied about the Zara’s product and service. However, for customer loyalty, Zara has no membership program at this moment so it is hard to measure. Taken all into account, Zara still treats its customer well and achieve its objective. 

Zara has a quick time-to-market time which only need 2 weeks launch new products. It has fast business decisions and approval to support the frequent production. Zara also has a very systematic logistic to deliver the products at the right amount and right time. Therefore, it has high operational efficiency. Zara has a good score in internal business process.










Table 4.2: Non-financial balance scorecard of Zara 
[image: ]
Source: Constructed by author




5. [bookmark: _Toc117811324]Value chain of Zara
Zara is on the way to best-cost provider strategy and has a vertical integration model. Value chain of Zara will demonstrate what activities added value to the business (Kaplinsky, 2000). To have an in-depth look, below will analyze the primary and supporting activities that can add value to the final product. 

5.1 [bookmark: _Toc117811325]Primary activities of Zara

For the main functions of Zara to making clothes or home textile, it would first require the inbound logistics to get raw materials for manufacturing. Zara has full control of the supply chain. Inditex has in-house team to manufacture its core products in apparel. It also owns a company called “Tempe Inditex” to take care of the footwear and accessories for Zara apparel and Zara home. Therefore, Zara is always ready to produce new designs based on the similar template it already has. In the business operation, Zara has core design team in the headquarter in Spain so it manages the brand easily and make faster decision. The independent department for the business lines of men, women and children enable them to implement the ideas and designs without the permission from another department. 

For the outbound logistics, Zara distributes the products to the stores with a very precise amount and it requires the store managers from different region forecast with their local data analysis and their observation of the fashion trend. The delivery within Spain is made in 24 hours and delivery abroad is made in 40 hours. It sets up the standard in order to accelerate the delivery process to the customers as quickly as possible. For the marketing and sales, Zara does not make large spending in marketing and promotion due to its advantage in supply chain. As Zara does not outsource the manufacturing process, it can control the supply chain to quickly put forward trendy clothes and thus it can always keep its customers to return to the store and shop. This model involves higher cost during the intensive production so it keeps a low expense in promotion and advertising. It differentiates a lot on branding and reputation. Zara remains good service by following several guidelines and maintain customer satisfaction, such as queue management, quick stock checking, standard exchange and return policy. It aims to make their customer purchase the fashion items as fast as possible. 

[bookmark: _Toc117811326]5.2	Support activities of Zara

The infrastructure of Zara requires an integrated system to communicate between the stores and the design teams. It has a decentralized decision-making structure to support the needs from different locations. The store managers are responsible for their own store’s image and inventories, and head office has to consider the higher-level decision such as brand management, human resources. Zara emphasizes the employee trainings because it is important for the brand image. The design teams are required to attend fashion shows and get insights from the customers. 

From the technology aspect, Zara has to continuously improve the technology in supply chain, such as RFID technology in stock tracking, so as to provide sufficient data in decision-making. In Zara’s stores, a Personal Digital Assistance (PDA) software is used to keep informing frontlines about sales and distribution to support in-store or online orders. 

[bookmark: _Toc117811327]5.3 Concluding Comments

The value chain of Zara is its competitive advantage to make it stand out from the fast fashion competition. The in-house production makes it has high control in the process and enable it produce trendy clothes timely, utilize sustainable materials, control the production cost, speed up and manage well in the supply chain, thus provide efficient selling service. However, the intensity of the production has high pressure in keep enhancing its production technology and design. Zara has to recruit a large designers and specialist in fashion and textile to improve the products continuously. The integrated system of front-line and back office enables it to perform highly efficient business operation. It has good control of design and inventory and well utilized technology to assist daily operation. With more expansion of online market in different countries, Zara has to deal with more complicated operation so its system has continuously improved. 


6 [bookmark: _Toc117811328]Conclusion
Zara is a corporate that holds the vision of being forward-thinking brand and emphasize in sustainability in fashion. It established a strong brand building and reputation. 

In the macro-environmental analysis, it shows that Hong Kong has equal threats and opportunity to fashion industry. For Zara Hong Kong’s development, it has to overcome the short-term threat of changing social perception of wasteful fast fashion with adequate education to the customers and build the brand as a sustainable icon. In long term, Zara has to embrace the trend of E-commerce and mobile commerce and expand the online sales activity.  As the economic and political factors are impactful to the business, Zara has to use defensive strategy at this stage and slowly change to growth strategy when the situation in the future is favorable to the business.  

It has corporate strategy of related diversification and the business strategy is on the way to best-cost provider strategy. With vertical integration strategy, it has a strong competitive advantage in good supply chain and business operation. The balance scorecard shows the advantages in financial and non-financial aspects but the customer loyalty management can be improved in the future. Aspects such as learning and growth, and the internal business process made Zara fulfill the mission of bringing thoughtful style to the world and always on-trend. 



7 [bookmark: _Toc117811329]Recommendation and implementation 
To improve the business of Zara, the project will show the implementation plan for both corporate and business level. Inditex has to maintain its strategy of related diversification and sustain its success of fashion business. In business level, Zara need to push forward to become total best-cost provider strategy in order to get the benefit of both low cost and differentiation and holds a strong market position. For Zara Hong Kong, the direction is going to be increasing the brand impression of sustainability fashion, adopting stability strategy to maintain the business profit with higher online penetration.

7.1 Recommendation of future strategy for corporate and business level 

Inditex has been very successfully expanded its business with related diversification strategy. It has the value chains to support the 8 brands under. The resources of the corporate can be shared and optimized. The relatively new production line of Zara Home makes the textile technology of Inditex can be shown in home decorations. It enhances the business attractiveness of Inditex and increase the confidence of its investors. It is encouraged to expand its diversification related to its advantage of textile technology and production resources. In business level, Zara need to push forward to best-cost provider strategy with the improvement of product differentiation in research and development (R&D). As Zara has already established the supply chain and good control of design and production, it has to improve the positioning of providing good textile quality such as temperature keeping technology, durable materials or newly invented eco-friendly materials. It can strengthen its position in the market and sustainable in business. 


7.2 Recommendation of strategy for Zara Hong Kong 

Zara Hong Kong should strengthen its business reputation with the sustainable fashion. Zara has its “Join Life” tag to indicate the sustainable fashion. Normal customers may not aware of the green message as Zara does not spend a lot of money in promotion. This is a crucial for the general public to change their impression to fast fashion by Zara. Education to their customers and the public is important. The “Join life” tag promotion can be displayed through the in-store window. H&M is actually a good benchmarking company that it has started its “Garment Collecting Program” since 2013 to encourage its customer to recycle the old H&M clothes and receive “Thank You Voucher” for their next purchase (H&M, 2022). Zara Hong Kong has actually started its “Clothing Collection Program” partnership with a local NGO “Redress” and provide the collection bin in the store since 2018. To increase the motivation of Zara’s customers to recycle, it can learn from H&M to provide rewarding incentive such as voucher to raise people’s awareness and bring the benefits of shaping Zara as a sustainable fast fashion retailer. 

As concluded previously, stability strategy (Hitt & Ireland, 1985) will be adopted with higher online penetration in order to maintain the business profit. It also helps Zara Hong Kong to overcome the economic and political threat by maintaining the business operations and market size and position. Although Zara Hong Kong has established the online market since 2015, it is still complimentary to the main business in physical stores. However, online sales are a good way to help Zara obtain new customers and orders faster because the E-commerce and digital wallets has become the trend in Hong Kong now. Zara has the strategy of spending little money in promotion and the online advertising is relatively cheap way of promotion to boost their online sales so it is considerable. Together with the online platform promotion, customer loyalty program will be newly implemented in Hong Kong market to encourage continuous online purchase. 

7.3 Pre-implementation strategy evaluation for Zara Hong Kong

The strategy has good consistency with Zara’s goals and objectives. Zara’s core value is to make business more sustainable. Strengthening the sustainable fashion in Zara Hong Kong aligns with the corporate goal and drive mutual success. Secondly, the strategy has high consonancy in matching and adapting to the environment. The trend in Hong Kong is E-commerce and mobile commerce and this is very favorable to a more aggressive approach in online penetration. Thirdly, the strategy maintains Zara’s competitive advantage in providing products with good design and quality. Increase of online penetration helps Zara distribute its trendy products timely with adequate information to their potential customers. Fourthly, the strategy is highly feasible because Zara Hong Kong’s website and app have already been available in the market so it can implement the online penetration plan with sufficient resources and platforms. To sum up, the strategy meets the Rumelt’s 4 criteria of evaluation (Rumelt, 1998). 

7.4 Implementation plan for Zara Hong Kong

For the sustainable fashion campaign (Table 7.1), there will be 3 main activities. Firstly, Zara is going to educate about its sustainable fashion to the public by collaborating with fashion bloggers. The bloggers selected have the highest number of subscribers in Hong Kong. They will promote Zara’s sustainable fashion product under “Join Life” tag and the existing “Clothing Collection Program” partnering with the local NGO “Redress” in order to educate the public.  The success will be measured by the sales of “Join Life” products and the number of recycling clothes collected after the promotion. Secondly, the window display of all Zara stores will show the outfit of “Join Life” tags to inspire people to purchase the sustainable fashion items. Thirdly, a “Thank You Voucher” will be distributed to provide the incentive to donate the old clothes in the clothing collection bins in the store and establish the recycling habits and enhance the good feeling of shopping in Zara. The performance will be measured by the voucher distribution rate.

For the online penetration strategy, there are 3 activities. Firstly, online advertising will be posted to the top social media platforms in Hong Kong. The advertising posts will show the trendiest style of Zara. It will be measured by Like rate, view rate and click rate. Secondly, there will be a short-term discount for the first online purchase people in Zara Hong Kong. All the first timer has to register Zara’s account which is related to the third activity of customer loyalty program. After enjoying the first timer discount, customers can enjoy the benefits from customer loyalty program such as birthday month offer and redemption scheme. The performance will be measured by discount use rate and the member numbers. 


Table 7.1: Gantt chart of the implementation plan for Zara Hong Kong
[image: ]
Source: Constructed by author



8 [bookmark: _Toc117811330]Contingency Plan
There is a contingency plan for the scenario of Hong Kong’s economy will grow rapidly and become favorable to casual wear industry. Zara Hong Kong can shift the stability strategy to growth strategy (Kumar, 2016). It will aim at increasing market share and revenue by improving Zara’s product and services. Zara can increase the market development through expanding more Zara Home stores in Hong Kong make this new production line to grow in the existing market. In corporate level, it is suggested to leverage its resources and technology to innovate some new and eco-friendly textile to make Inditex increase the competitiveness in the fashion industry. Improvement in R&D can enhance the value of the corporate in long run while they are keeping the related diversification. 
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