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[bookmark: _Toc217240193]1. Introduction 
This report is a strategic expansion plan of Holland and Barrett (H&B) in the Vietnamese market. The objective is to evaluate the suitability of Vietnam as a new global market based on well-known strategic management frameworks and suggest a new evidence-based, data-driven market entry strategy.
[image: Holland & Barrett: Huge losses continue despite sales surge]
[bookmark: _Toc217240218]Figure 1: Holland & Barret Store
(Robinson, 2025)
H&B is a major British health and wellness retailer, established in 1870, and has experience in Europe and some of Asia. The company deals with vitamins, dietary supplements, natural foods and wellness products and is presently operating in 16 countries (Holland & Barrett, 2025). In spite of this international presence, H&B does not have any formal retail establishment in Vietnam and therefore the market in Vietnam is a true new-market entry opportunity.
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[bookmark: _Toc217240219]Figure 2: Vietnam Dietary Supplements
(Grand View Research, 2025).
Vietnam is a good target because of the fast-developing health and wellness industry, health consciousness, the growth of the middle-income and disposable income. The Vietnamese dietary supplements market is estimated to be USD 889.4 million in 2024 and is expected to increase by a CAGR of between 8-11% in the next few years (Grand View Research, 2025). The report is organized into four parts that include market choice, strategy analysis, strategy development, and a performance assessment based on a Balanced Scorecard and Triple Bottom Line model.
[bookmark: _Toc217240194]Section 1: Selection of Organization & Target Market
[bookmark: _Toc217240195]Overview of Holland & Barrett (H&B)
Holland and Barrett (H&B) is a specialist health and wellness retailer in Europe which was founded in 1870. It has developed over a period of over 150 years to be an international retailer of vitamins, minerals and supplements (VMS), natural foods, personal care and sports nutrition products (Holland & Barrett, 2025). The company has more than a thousand stores in Europe, the Middle East and some of Asia with a developing digital platform. H&B is privately owned by Letter One, which does not reveal any in-depth financial information but is considered one of the leading players in the European wellness market, in addition to Boots, Superdrug and GNC (Euromonitor, 2025). Its diversified product base is also in line with the increasing demand of health consumption globally (Michaud et al., 2017). It has been an incremental strategy of international expansion in an owned store format, franchising and alliances with an effective focus on sustainability and ethical sourcing and product transparency, which boost its competitiveness in new markets such as Vietnam. 
[bookmark: _Toc217240196]Justification for Choosing Vietnam
Vietnam is a very vibrant health and wellness market in Southeast Asia. The long-term economic expansion, the growth of disposable income and the growth of middle classes have pushed the demand towards the high-quality goods, including nutritional supplements and natural personal-care products.  The growth of the health and wellness market is expected to reach CAGR of 8-11 because of the increased health awareness and urbanization (IMARC Group, 2025). The market of dietary supplements is also estimated to be almost USD 900 million in 2024, and it is projected to grow substantially by 2030 (Grand View Research, 2025). Vietnamese customers are increasingly relating supplements with immunity, health and beauty which closely connects with the fundamental products of H&B (Kim et al., 2022). There are limited international specialist wellness retailers with strong demand hence the strategic gap. Since H&B does not have an established presence, the expansion will be a legitimate new-market entry.
[bookmark: _Toc217240197]Strategic Rationale 
Strategically, expansion into Vietnam is an obvious Market Development strategy in the Ansoff Matrix with H&B launching its already established product range into a new geographical environment.
The OLI Paradigm by Dunning gives additional reasons:
Ownership strengths: H&B has high brand equity, product knowledge, and a reputation in retailing natural wellness intangible assets that are unique to it compared to the local companies.
Location benefits: Vietnam also has favorable demographic growth, increased income levels, modernizing retail infrastructure, and growing demand of wellness products.
Internalization benefits: Since the quality of the products, authenticity and compliance with the regulatory standards are significant in supplements, the internal control due to the ownership or joint-venture stores minimizes risks associated with misrepresentation or counterfeit products.
Vietnam is also a logical next step as it is supported by the Uppsala Model. The prior experience of internationalization of H&B in Hong Kong and in part Asia offers experience that creates less uncertainty and allows a gradual, staged entry that is in line with the incremental commitment concept (Johanson and Vahlne, 2015)..
[bookmark: _Toc217240198]Alignment with H&B Objectives
Expanding into Vietnam aligns closely with H&B’s strategic objectives of growth, revenue diversification and ethical leadership in global wellness markets. Rising demand for premium, natural health products and increasing sustainability awareness support strong strategic fit between H&B’s brand, capabilities and Vietnam’s evolving consumer and regulatory environment (Nguyen and Dekhili, 2019).
[bookmark: _Toc217240199]Section2. Comprehensive Strategic Analysis
[bookmark: _Toc217240200]PESTLE Analysis of Vietnam 

PESTLE analysis is a framework used to identify and analyze the key political, economic, social, technological, legal and environmental factors shaping an organization’s macro-environment (Johnson et al., 2020, p. 34).
Political Factors
Politics in Vietnam is rather stable and has a single-party socialist republic, which has facilitated a long-term economic reform and openness to foreign investment since the Doi Moi reforms in 1986. The Law on Investment actively encourages foreign direct investment (FDI) by offering legal protection of foreign companies, protection against expropriation and more straightforward business registration. The new regulatory changes have also simplified the procedures in obtaining approvals and have offered incentives like tax concessions and preferential land leases, which have facilitated entry of international retailers into the market. The involvement of Vietnam in large-scale and large-scale free trade agreements, such as the EU-Vietnam Free Trade Agreement (EVFTA) and the Comprehensive and Progressive Agreement on Trans-Pacific Partnership (CPTPP) also improves market-access and trade barriers to foreign brand. Regulatory enforcement is however inconsistent and overlapping administrative requirements and changing bureaucratic processes may increase compliance costs and operational uncertainty of foreign firms.  These institutional inconsistencies can be a major political risk that can influence the strategic planning and implementation schedules.
Economic Factors
[image: ]
[bookmark: _Toc217240220]Figure 3: Vietnam GDP Annual Growth Rate
(Trading Economics, 2025)
Over the last twenty years, Vietnam has shown a consistent growth in the economy which is attributed to export-led industrialization and inflows of foreign direct investment. World Bank projects a GDP growth of about 6.6-6.8% in 2025, whereas Trading Economics shows quarterly growth of more than 8% in 2025, which states that it is resilient despite the economic pressures of the global economy (Husna, 2025; Trading Economics, 2025). This growth has contributed to an increase in disposable income and a booming middle-income especially in the major urban centers like Ho Chi Minh City and Hanoi .Nevertheless, the continued income disparity between urban and rural dwellers restricts the affordability of high-class imported goods to the masses of consumers. Therefore, retailers like Holland and Barrett will have to implement a channel and segmented pricing strategy. The inflation rate is also moderate giving a stable cost-environment in the medium term planning.
Social Factors
Vietnam is also attractive as a wellness market because of the social trends. The level of health awareness has grown significantly, and consumers are now more concerned with preventive care and well-being in terms of lifestyle (RedFern Digital, 2024). Urbanization, younger health-conscious consumers and an ageing population in search of long-term health assistance are among the factors that have led to the rapid growth of the health and wellness sector. The Chinese market of dietary supplements with a valuation of more than USD 1.5 billion as of 2024 indicates a high demand in both domestic and foreign products (Ken Research, 2025a). However, traditional herbal preparations are also culturally relevant as many are seen as safer or more familiar preparations (RedFern Digital, 2024). The social differences between cities and the countryside indicate that the entry into the market must focus on the segment of affluent, urban, and digitally connected consumers to achieve the maximum early adoption.
Technological Factors
The Vietnamese technological environment is changing fast, and it is fueled by the growing mobile broadband coverage, the increasing internet penetration and high growth in e-commerce. The government programmes that encourage cashless payments and online businesses have provided a favorable atmosphere to online shopping. Vietnam’s e-commerce platforms like Shoppe, Lazada and Tiki are growing, and the market will grow at a pace of almost 30 per cent by 2025 (compared to the previous rates of around 16 per cent before the pandemic) (Vietnam Briefing, 2025).
[image: Vietnam Payments Market Size]
[bookmark: _Toc217240221]Figure 4: Growth of Vietnam’s Payment Market (USD in Billion)
(Ken Research, 2025b)
This digital transformation is supported by the fast growth of the payments ecosystem in Vietnam estimated at USD 22 billion in 2024 due to the large smartphone subscriptions, mobile payment services and e-commerce (Ken Research, 2025b). These factors provide a good chance of the Omni channel entry strategy to Holland and Barret, as it can effectively gain customers and earn repeat purchases. Digital logistics and mobile payments also minimize transaction friction and enable retail models that are loyalty based, which are especially well adapted to health and wellness products. However, logistics infrastructure remains uneven outside major urban centers, particularly in cold-chain and delivery capabilities, potentially constraining nationwide service coverage without significant distribution investment.
Legal Factors
The law regime that governs foreign business in Vietnam is rooted in the Law on Investment and the Law on Enterprise that offer protection to foreign businesses including equal treatment and right to own assets, although they must comply with legal regulations (Miller, 2024). Import laws present high standards of product safety, labelling and certification, especially in the food, supplement and health-related industries, in which regulation is spread among several ministries. Though the regulatory environment is conducive to foreign direct investment in general, the complexity of procedures, overlapping regulations and licensing delays may raise the compliance costs and prolong the market entry period. Strict product certification and food safety standards consequently require intensive legal preparation of the Vietnamese market entry of wellness retailers.
Environmental Factors
The environmental factors are gaining momentum because the consumers are becoming more conscious of sustainability, particularly the younger generations. The governmental policies to environmental ambitions such as net-zero imply the increasing regulatory and social demands of responsible business conduct. These tendencies correspond with the sustainability positioning of Holland and Barrett, which opens the chances of differentiation based on responsible sourcing, environmentally friendly packaging, and sustainable supply chains. Nevertheless, the changing environmental policies concerning waste disposal, packaging and emissions demand proactive conformity and sustainability through long integration.
Critical Evaluation
Although the PESTLE offers a systematic framework of macro-environment, it is by its nature static and descriptive, and thus this can be quite simplistic to dynamic nature of the fast-changing market in Vietnam. Relationships between political reforms, economic growth, social trends, use of technology, legal framework, and environmental expectations demand analysis in a unified manner. PESTLE does not automatically give these factors a higher or a lower score and so additional analytical tools are required to evaluate the strategic implications in a holistic manner.
[bookmark: _Toc217240201]Industry-Competitive Analysis: Porter’s Five Forces in Vietnam’s Health & Wellness Retail Sector

Porter’s Five Forces analyses industry structure by examining competitive rivalry, buyer power, supplier power, the threat of substitutes and the threat of new entrants to assess industry attractiveness (Johnson et al., 2020, pp. 64–69).
[image: Porter's Five Forces: The Ultimate Competitive Strategy Blueprint | TSI]
[bookmark: _Toc217240222]Figure 5: Porter’s Five Forces
(The Strategy Institute, 2024)
1. Threat of New Entrants
The threat of new entrants in the retail segment of health and wellness in Vietnam is moderate to high at small-store level but less intense among the specialist international chains like Holland and Barrett. Independent health shops and informal vendors may enter the market with small amounts of capital and few regulatory requirements, especially those targeting low-cost local brands or have an informal retail outlet. The boom of e-commerce also lowers the barriers to entry since sites like Shopee and Lazada allow sellers to access consumers without a large physical retail investment.
Entry as a formal specialist retailer with premium imported products on the other hand has very high barriers. These are the expenses of opening the flagship stores in contemporary retail markets, investments in supply chain, brand awareness and rigorous importation, certification and health standards. Another strategy that international entrants have to undertake is quality assurance and trust-building, which are vital in health-related product segments (Research and Markets, 2025). This makes established multinational retailers, which have strong distribution capability, to be in a better position to enter at scale and less-capitalized entrants have a very difficult time entering.
2. Bargaining Power of Suppliers
The power of the suppliers in the health and wellness industry is moderate. H&B has a wide supplier base of suppliers worldwide such as multinational nutritional and botanical manufacturers, which does not depend on one supplier and lowers the bargaining power of an individual supplier. Supplier power is also limited by competition among the suppliers of vitamins, minerals, herbal extracts and specialty ingredients.
Supplier power can however go up when inputs are patented, highly differentiated or hard to substitute. Moreover, the imported product margins in Vietnam may be influenced by the changes in international prices of ingredients, logistics expenses and exchange rates. H&B should therefore take initiatives to control the relationship with suppliers, diversify supply and expect cost fluctuations to safeguard profitability.
3. Bargaining Power of Buyers
Buyer power in the wellness market in Vietnam is high especially the young urban consumers who are price sensitive and brand conscious. The trends driving demand of supplements include the growing health consciousness, growing income and lifestyle changes (Ken Research, 2025a). Consumers have a huge variety of local and imported brands in pharmacies, supermarkets and online platforms to switch to, which provides more switching opportunities.
In major cities such as Ho Chi Minh City and Hanoi, e-commerce platforms provide easy price comparison and frequent promotions, strengthening buyer power (Research and Markets, 2025). Although strong branding can reduce price sensitivity, H&B must deploy competitive pricing, loyalty programmes and consumer education initiatives to mitigate buyer influence and sustain differentiation.
4. Threat of Substitutes
In Vietnam, there is a high threat of substitutes in the health products market. The local wellness remedies and traditional herbal medicines are still culturally entrenched and provide cheaper alternatives to imported supplements. Moreover, prescription drugs, enriched foods and OTCs are available at pharmacies and supermarkets, and can be used by consumers instead of specialty supplements. The substitution is further enhanced by the impact of cross-border e-commerce and grey-market imports, which allow the access to the international brands outside the official retailing channels. Such dynamics demand Holland and Barrett to distinguish by certified quality of products, safety and a trusted specialist retail experience.
5. Competitive Rivalry
The level of competitive rivalry in the health and wellness industry in Vietnam is high and becoming more fragmented. The competitors involve pharmacy chains, supermarkets, specialized stores and online sellers. Pharmaceutical giants like Pharmicity have large nationwide stores, which increase competition among wellness consumers (IMARC Group, 2025). E-commerce and supermarkets also increase competition by providing promotions of prices, convenience, and wide product availability. As a result, competition is spread in terms of prices, quality, service and accessibility, which justifies the necessity of H&B to implement the strategy of a distinctive differentiation in terms of expertise, trust and premium positioning.
Critical Evaluation
The Five Forces model by Porter gives a useful framework over competitive forces but does not apply well to digital-first markets such as the health and wellness retail market in Vietnam. Conventional Five Forces presupposes fairly constant industry boundaries and structural characteristics. Nevertheless, the fast emergence of online stores, m-commerce, and influencer-based sales, and hybrid retail designs break the boundaries in the industry. Digital ecosystems enable incumbents and new players to achieve fast and low-cost access to the market and lower the entry barriers of the traditional market and weaken the analysis of power of suppliers and buyers (Mondal, Menon and Sahadev, 2025). Thus, although Five Forces can be used as a starting point, it is essential to supplement it with dynamic analysis of digital ecosystems and scenario planning to capture strategic competition in all its complexity.
[bookmark: _Toc217240202]SWOT Analysis (Performance Analysis)
SWOT analysis evaluates an organization’s internal strengths and weaknesses alongside external opportunities and threats to inform strategic decision-making (Johnson et al., 2020, pp. 115–119).
Strengths
[image: ]
[bookmark: _Toc217240223]Figure 6: SWOT Analysis
(Buntin, 2025)

The main strength of Holland and Barrett is that the brand has a high international credibility in the health and wellness industry. In information asymmetrical markets like the dietary supplements, brand trust plays a very important role in the purchase decision of consumers (Porter and Kramer, 2011). The quality assurance of the product, transparency, and ethical sourcing of H&B gives it an advantage in the new markets where the issues of counterfeit and inferior products dominate. Another advantage is that it has diversified portfolio of products including vitamins, minerals, herbal supplements, natural foods and personal care. Portfolio breadth helps to avoid dependence on individual categories and allows covering various segments of wellness (Siegel, 2024). H&B also has the specialist retailing competencies such as in-store advisory services, wellness education and Omni channel integration which are identified as key success factors in the premium health retailing (Pione et al., 2025).
Weaknesses
In spite of these strengths, H&B has internal weaknesses in Vietnam. The brand awareness is at a low level and it might need a lot of marketing to gain trust and adoption. A price-sensitive market with income differences may also restrict accessibility with premium pricing potentially restricting early mass-market penetration by the rich urban customers (OECD, 2025). Also, there is a lack of local supply-chain infrastructure, which exposes the operations to regulatory delays, logistics expenses, and currency risk in the first market-entry.
Opportunities
Vietnam holds good external opportunities owing to the fast rate of increasing health consciousness and consumption of preventive healthcare. Scholarly literature can verify that the growing urbanization and health issues linked to lifestyles are augmenting the demand of supplements and functional foods in Southeast Asia (Nguyen and Dekhili, 2019). The growing e-commerce ecosystem in Vietnam also increases the accessibility of the market, giving international brands an opportunity to embrace an asset-light entry mode prior to the full physical growth in retailing (PwC, 2024).
Another opportunity is strategic partnerships with shopping malls, pharmacy chains, or supermarket groups. The literature on retail internationalization has placed emphasis on the use of partnerships as tools of reducing cultural distance and regulatory uncertainty in the new market.
Threats
Vietnamese wellness industry is vulnerable to fake products and grey imports, which deter consumer confidence and heighten competition on price (OECD, 2025). Moreover, local wellness products and traditional herbal medicine are still culturally entrenched, and they can be used as an alternative to imported supplements and restrict penetration of foreign brands to the market (Nguyen and Dekhili, 2019). Compliance risks also occur due to regulatory complexity and the changing product certification standards, which may slow down the market entry and raise the operational costs (PwC, 2024).
Critical Evaluation
Although SWOT analysis offers a handy overview of both internal and external conditions, it does not offer prioritisation and causality. The framework does not show the factors, which are dominant strategically and their interaction. This also means that SWOT needs to be combined with Five Forces, VRIO and PESTLE analysis in order to stay out of oversimplified strategic conclusions (Hill and Westbrook, 1997).
[bookmark: _Toc217240203]Insights & Strategic Implications
The combined assessment of the macro-environment of Vietnam, industry structure and firm-level capabilities suggests that the Vietnam market is a favorable but difficult market to Holland and Barrett. The analysis of PESTLE indicates good long-term prospects, such as the increasing health awareness, digital preparedness and trade integration, contributing to the high demand potential. Nevertheless, the complexity of the regulations, disparity of incomes and unequal infrastructures will present a risk of execution that will need strategic adjustment instead of a uniform market penetration.
The Five Forces analysis by Porter indicates that the level of competition is high in spite of the robust growth in the market, which is attributed to the fragmented retail organisation, embedded substitutes that are culturally instilled like the traditional herbal remedies and price elastic consumers. This restricts the feasibility of cost leadership or mass expansion in a short time, and focuses on differentiation along the lines of trust, expertise and perceived quality. According to research, foreign wellness retailers have an advantage because they can use specialist knowledge and brand credibility instead of price competition (Moorman et al., 2023).
SWOT analysis also reveals that despite the high brand and ability, the localization is necessary to H&B. Incremental market commitment and strategic alliances are hence essential to curbing liability of foreignness and uncertainty, which is in line with the internationalization theory that focuses on learning progressively in locally (Johanson and Vahlne, 2015).
[bookmark: _Toc217240204]Section 3: Strategy Development and Formulation
[bookmark: _Toc217240205]Strategic Direction and Rationale
The decision by Holland and Barrett (H&B) to expand to Vietnam is strategically done in order to facilitate long-term growth, which is capability consistent with international expansion, and not short-term market capture. Vietnam has a good blend of powerful structural demand drivers in increasing health awareness, urbanization and digital consumption, and a poorly-developed specialist wellness retail segment. Nonetheless, it can be analyzed that the market can be characterized by the high intensity of competition as well, the regulatory complexity and price sensitivity, which necessitates a careful and flexible strategy.
Strategic management literature posits that first-mover advantages may be created by venturing into emerging markets at the phase of category formation in case the firms have transferable capabilities and localize implementation (Cuervo-Cazurra and Ramamurti, 2017). In line with this, the H&B approach is incremental based on learning and risk-conscious, without going big at the early stages, which is mostly a failure in institutionally volatile situations (Meyer, Mudambi and Narula, 2011).
The concentration of demand is among digitally connected urban middle-class consumers, with a selective, metropolitan-focused and Omni channel growth strategy. In general, Vietnam is appealing provided that H&B follows the differentiated, locally responsive strategy in accordance with consumer behavior and institutional restraint.
[bookmark: _Toc217240206]Strategic Model: Ansoff Matrix
The Ansoff Matrix is a growth framework that categorises strategic options according to products and markets, distinguishing between market penetration, market development, product development and diversification (Johnson et al., 2020, pp. 244–248).
[image: Ansoff Matrix Explained - SM Insight]
[bookmark: _Toc217240224]Figure 7: Ansoff Matrix
(Jurevicius, 2024)

The entry of H&B in Vietnam can best be conceptualized as a Market Development strategy of the growth matrix of ansoff whereby the existing products are deployed in a new geographic area (Ansoff, 1957). This is a suitable strategy since H&B already has a well established core wellness portfolio, which is standardized and has adequate quality assurance measures and thus does not require a lot of product innovation upon entry.
Other Ansoff avenues are more dangerous. Market penetration is impossible because H&B is not in the Vietnamese market, and product development would result in complexity that is unwarranted before enough market knowledge is gained. The most risky form of growth is diversification, which involves the mix of new products and new markets, which are especially inappropriate in institutional complex emerging markets (Marquis and Raynard, 2015).
More importantly, the market development is consistent with incremental internationalization logic, as it allows H&B to transfer the benefits of the brand, gradually modifying operations on the basis of the experiences of the experiential learning (Johanson and Vahlne, 2015). This minimizes the overextension of the strategy and maintains long-term growth prospects.
[bookmark: _Toc217240207]Selection of Market Entry Mode
The choice of a proper market entry mode is the key to turning the process of market development into the action. Wholly owned subsidiary would provide the highest level of control but will require high capital investment and regulatory and institutional risk. Franchising is light in capital, but quality control and brand image are an issue especially in the health and wellness industry where consumer confidence and legal adherence are paramount (Perrigot, 2018).
Based on this, the most feasible entry mode is a joint venture or strategic alliance with the retail or mall operators who are already established. Empirical studies show that collaborative entry modes enable the foreign companies to reduce the liability of foreignness by taking advantage of local partners institute knowledge and network (Meyer, Wright and Pruthi, 2009). This would help directly solve weaknesses identified in the SWOT analysis, especially the fact that H&B lacks local supply-chain infrastructure, but would allow it to learn faster and gain greater legitimacy.


[bookmark: _Toc217240208]Competitive Positioning: Porter’s Generic Strategies
Porter’s Generic Strategies explain how organizations achieve competitive advantage through cost leadership, differentiation or focus within a chosen market scope (Johnson et al., 2020, pp. 211–214).
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[bookmark: _Toc217240225]Figure 8: Porter’s Generic Strategies
(Shyamadanthi, 2022)
The competitive positioning of Holland & Barrett in Vietnam ought to be founded on a differentiation focus strategy as opposed to cost leadership strategy. The strategy of cost leadership would be inappropriate in the face of high price competition, a high level of low-cost substitutes, and the presence of counterfeit wellness products, all of which erode the margins and the brand image. The price wars in fragmented, imitative industries are likely to create long-term profitability problems, especially in the situations when differentiation is possible.
Differentiation focus will allow H&B to focus on urban and health-conscious consumers who are concerned with the product authenticity, safety and specialist knowledge. Such a positioning is validated by the fact that H&B has a high level of wellness credential, intense quality assurance procedures and ethical sourcing commitments that no local retailers and informal sellers can mimic. Health-related retailing research suggests that trust, perceived quality, and perceived advisory services play an important role in influencing consumer choices in situations where the goods or services are associated with health risk and information asymmetry (Alsubhi et al., 2022).
This approach is in line with the Five Forces revelations. Competitive rivalry and high threat of substitution necessitate non-price competition and brand-based strengths as seen in the SWOT analysis, provide a believable and sustainable differentiation stance in the Vietnam wellness retail market.
[bookmark: _Toc217240209]Strategic Fit and Capability Assessment: VRIO Framework
The VRIO framework assesses whether organizational resources and capabilities provide sustained competitive advantage by evaluating their value, rarity, inimitability and managerial support (Johnson et al., 2020, pp. 101–104).
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[bookmark: _Toc217240226]Figure 9: VRIO Framework
(Messineo, 2024)
The use of VRIO framework suggests that H&B has a number of strategically relevant capabilities. Its brand reputation and credibility is a precious asset that is hard to come by in a market that is influenced by counterfeits. The ethical sourcing standard and product quality assurance is also useful and, to some extent, inimitable because of the established organizational routines and supplier relationships. In addition, the advisory-based retail format of H&B is also an organizational strength that increases customer confidence and loyalty.
Barney (1991) shares the same view that the key to achieving sustained competitive advantage is possession of resources that are valuable, rare, hard to copy and well-organized. H&B satisfies most of the VRIO requirements, but there is a weakness in the area of local emboldens. Strategic alliances are thus highly vital in offsetting institutional and infrastructural constraints, altering the advantages of H&B into capabilities which can be executed locally.
[bookmark: _Toc217240210]Strategy Implementation Components
Implementation should follow a phased rollout, beginning with pilot stores in Ho Chi Minh City and Hanoi, supported by an integrated e-commerce platform.  The main aspects are the intensive local staff training, supplier compliance and certification, and trust-based marketing aimed at the education and product transparency. A gradual process allows uninterrupted learning and adjustment, which is critical in new markets that are characterized by uncertainty (Johanson and Vahlne, 2015).
[bookmark: _Toc217240211]Risk Analysis and Mitigation
The major risks are regulatory delays, fake competitions, price sensitivity and supply-chain disruption. These threats are in line with those that are established in the PESTLE, SWOT and Five Forces analyses. The mitigation strategies would be entry through partnerships, gradual capital investment, development of strong compliance mechanisms, and consumer education programmes that reinforce brand authenticity and trust. These actions strengthen the resilience in strategies without compromising the potential growth in the long term (Meyer, Mudambi and Narula, 2011).
[bookmark: _Toc217240212]Section 4: Performance Evaluation Framework
[bookmark: _Toc217240213]Balanced Scorecard Framework for Holland & Barrett
The Balanced Scorecard is used to align H&B’s Vietnam strategy with operational execution by defining explicit objectives, KPIs, targets, and initiatives across four perspectives ( Johnson et al., 2020).

Financial Perspective
· Objective: Achieve profitable and risk-controlled market entry.
· Measures / KPIs:
– Revenue growth from Vietnam operations
– Gross margin retention
– Return on invested capital (ROIC)
· Targets:
– ≥ 12% annual revenue growth from Vietnam within first 3 years
– Maintain gross margins ≥ 55%, consistent with H&B’s premium positioning
– Achieve ROIC ≥ 10% by Year 3
· Initiatives:
– Phased store rollout (2–3 pilot stores)
– Partnership-led entry to reduce fixed costs
– Tight control of import and compliance expenses
Customer Perspective
· Objective: Build trust and loyalty among urban, health-conscious consumers.
· Measures / KPIs:
– Brand awareness in Ho Chi Minh City and Hanoi
– Net Promoter Score (NPS)
– Repeat purchase rate
· Targets:
– 40% aided brand awareness in target cities within 24 months
– NPS ≥ +50, reflecting strong trust and advocacy
– ≥ 30% repeat purchase rate by Year 2
· Initiatives:
– Health-education-focused marketing campaigns
– In-store wellness advisory services
– Digital loyalty programme integrated with e-commerce
Internal Process Perspective
· Objective: Ensure regulatory compliance and operational reliability.
· Measures / KPIs:
– Product certification approval time
– Supplier compliance rate
– Inventory turnover
· Targets:
– 100% regulatory compliance for all SKUs
– ≥ 95% certified supplier compliance
– Inventory turnover of 6–8 cycles per year
· Initiatives:
– Supplier auditing and traceability systems
– Dedicated regulatory compliance team
– Technology-enabled inventory management
Learning & Growth Perspective
· Objective: Build local capability and organizational learning.
· Measures / KPIs:
– Staff training completion rate
– Certified wellness advisors
– Local management ratio
· Targets:
– 100% frontline staff trained within 6 months of store opening
– ≥ 70% of store advisors certified in wellness consultation
– ≥ 60% local management within 2 years
· Initiatives:
– Continuous training programmes
– Knowledge transfer from partners
– Leadership development pathways
[bookmark: _Toc217240214]Triple Bottom Line Integration
The Triple Bottom Line framework evaluates organizational performance by balancing economic, social and environmental outcomes rather than focusing solely on financial results (Johnson et al., 2020, p.376).
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[bookmark: _Toc217240227]Figure 10: Triple Bottom Line Framework
(Avramenko, 2020)
The Vietnam strategy of H&B is in line with the Triple Bottom Line as it ensures that there is a balance between economic performance and social and environmental responsibility (Elkington and Rowlands, 1999). H&B fosters preventive healthcare, consumer education, and ethical employment practices, which improves the well-being of the people socially. Lower environmental impact is supported by the use of environmentally responsible sourcing standards, less plastic packaging, and supplier sustainability audits. Introducing TBL goals in the Balanced Scorecard will guarantee the measurement of sustainability results in the context of financial results, which will support the ethical branding of H&B.
[bookmark: _Toc217240215]Monitoring and Governance Mechanisms
Quarterly reports on the Balanced Scorecard should be used to monitor performance and each perspective should be accountable to the functional managers. The strategic review cycle has to be conducted biannually to review the progress against targets, the performance of its partners and the market learning to introduce strategic changes. Compliance audits and risk reviews as part of the governance mechanisms should also be used to regulate regulatory exposure and reputational risk. This is a systematic supervision that ensures transparency, accountability and responsive control during the market entry process ((Norton, 1996).
[bookmark: _Toc217240216]Conclusion
This report has critically assessed the attractiveness of Vietnam as a new market to Holland and Barrett based on strategic frameworks to determine the market attractiveness, competitive forces and organizational fit. The discussion shows that the long-term potential is high based on the increasing health awareness, economic growth, urbanization and digital adoption. Nonetheless, this is not the case, as the competition level is high, and the price is sensitive, and the strain of the rules and substitutes is prevalent and wide, which is why standardized expansion would not work. PESTLE, Five Forces, SWOT and VRIO analysis show that H&B has its strength on brand credibility, expert knowledge and quality assurance and weakness on low awareness in the local market and institutional unfamiliarity. In this regard, a partnership-led and incremental, as well as differentiation based, entry strategy is the best. H&B has the opportunity to reduce risk and create sustainable competitive advantage in Vietnam through directional market development, local alliance and Omni channel participation.
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