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1. Introduction

Zara, a flagship brand of Inditex, represents one of the most influential global fast-
fashion retailers, characterised by rapid product turnover, trend responsiveness, and a
vertically integrated supply chain (Inditex, 2024). Its globalisation demonstrates a mix of
marketing strategy between standardisation of brand identity and selective localisation.
In this report, the international marketing mix of Zara is critically examined in Spain (home
market) and India (emerging market), two situations which are very different in terms of
economic structure, cultural value and consumer behaviour. The report uses the major
international marketing theories, such as PESTEL analysis, Hofstede cultural dimensions,
STP (Segmentation, Targeting and Positioning) and the 7Ps marketing mix to compare
the operational practices of Zara in these markets. It also analyzes the directional
development strategy of Zara in India, ethical issues related to fast fashion, and offers
strategic suggestions. The main line of thinking presented is that, although Zara has a
globally uniform brand image, its approach in India shows a higher degree of adaptation
(using pricing, distribution, and product strategy) due to economic limitations and cultural
difference. Nevertheless, this adaptation is selective, unveiling conflicts between global

efficiency and local relevance.

2. Comparative Market Analysis: Spain vs India (PESTEL Framework)
2.1 Political and Legal Factors

Spain is a relatively stable country with a highly regulated business environment,
well-developed consumer protection laws, labour regulations, and sustainability
directives, including the EU Green Deal, which is part of the European Union (European
Commission, 2020). Figure 1 shows Spain’s migration profile in 2022-2023, including
immigration flows, key source nationalities, labour market outcomes and remittance

patterns;



Long-term immigration flows
2022 (Source: OECD)

Page |6

Temporary migration
(Sources: OECD, Eurostat)

Spain Temporary labour migration (non-EU citizens)
34 500 2022 2022/21
114 300 m ‘Working holidaymakers - .
11500
Free m ent Accompanying Seasonal workers 15 390 -1%
Yo _family of workers Intra-company transfers 1 430 -1%
Other tem porary workers 16 070 + 49%
Education (non-EU citizens)
2022 2022/21
59 200
Family International students 49 250 + 18%
18% Trainees 2 500  #HHEHEREE
Humanitarian
88 500 16 100 2023 2023/22
Otrer Humanitarian Asylum seekers 160 470 +38%
27% 5%

Inflows of top 10 nationalities
(national definition)

Colombia [N —
Morocco [NNNMINIRNNIMINIRMNINN
Ukraine [UUII——
Venezuela [N
Peru [N

Emigration of Spanish citizens to OECD countries
(national definition)

Germany |IE——
Netherlands [IEEEE—
France I—
Switzerland I
Beigium [IE—

[E = 2022 United States I -2022
Romania [INNNIIN i 32012-21 Portugal I
Honduras [NDNRDRNLE Denmark I
Argentina [NIININ United Kingdom [N
Paraguay [JII Italy [N
o 5 10 15 20 o 5 10 15 20
% of total inflows of foreign population % of total emigration of Spanish citizens to OECD countries
Components of population growth Annual remittances
2023 Million Annual Share
Per 1 000 2023/22 cument change in GDP
inhabitants difference uUsD % %
Total 10.9 -2.8
Natural increase 2.4 +0.4 Inflows (2023) 9377 22 0.6
Net migration plus statistical adjustments 13.2 -3.3 Outflows (2023) 567 +39.8 0.0
Labour market outcomes
2023
OECD: 77T.4%
Participation Foreign-bom Min: 54.5 % -«
rate OECD: 75205PA TT9% Manx: 89 %
Native-born Min: 63.9% L L g Max: 87.4%
Spain: 73.6%
OECD: 71.8%
Employment Foreign-bom - prper - L o Max: 84.2%
rate Spam: 65 1% OECD: 72.4%
Native-bom Min: 57.9% ) r Max: B4.7%
Spain: 65.4%
OECD: 7.3 %
Unemployment Foreign-bom Min: 3.3 % @ Max: 16.5 %
rate Spain: 16.5 %
OECD: 5.2% Max: 11%
Native-borm Min: 2 5% 4 ®
Spain: 11.0%

Figure 1: Spain’s migration profile in 2022—2023
Source: (OECD, 2024)

In the case of Zara, the right to conduct business in Spain presupposes the
adherence to high environmental and ethical requirements, which affect more and more
the branding and operational transparency. Conversely, India is a more complicated
regulatory environment. Despite liberalisation making foreign direct investment in retail
feasible, there are operational issues, such as bureaucracy, tax systems (e.g., GST
differences), and new regulations concerning e-commerce (KPMG, 2022). India, having

joined India by a joint venture with Tata Group, is an example of how political and legal
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environment demanded strategic alliances as opposed to direct and straightforward

standardised modes of entry.

2.2 Economic Factors

Economic differences between India and Spain play a major role in influencing the
market placement and pricing strategy of Zara. Spain is a high-income, mature economy,
and the prices of Zara conform to their image of an affordable fast-fashion retailer. The
purchasing power of consumers is relatively large, with frequent consumption of fashion
according to the short cycle of products of Zara (Statista, 2024). India on the other hand
is a price elastic and yet a developing economy with much income inequality despite the
increasing middle class. Figure 2 shows that household liabilities rose sharply in FY2023

while financial assets declined from earlier peaks;

Household liabilities are rising quickly as consumers dip into their savings
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Figure 2: India economic outlook

Source: (Deloitte Insights, 2024)

Importation fees, logistics, and high-end stores make the prices of Zara products

relatively more expensive, which repositions the brand as more aspirational and semi-
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premium as compared to local brands, like Reliance Trends or Pantaloons (Deloitte,
2023). This brings a tense situation to a critical level. Zara competes on accessibility of

trends in Spain. But in India, it is battling on brand aspiration on a global scale.

2.3 Socio-Cultural Factors (Critical Focus)

The key to the adaptation strategy of Zara lies in socio-cultural diversities between
Spain and India. Spain represents a comparatively individualistic culture (Hofstede
Insights, 2023), with fashion being strongly associated with expressing oneself, way of
life and identity. As one of the companies of the domestic origin, Zara enjoys a great level
of brand recognition, which is integrated into the routine fashioning behavioral patterns.
In India, on the contrary, the propensity toward collectivism is higher, and great cultural,
linguistic, and geographical differentiation are present. Consuming fashion is not only
affected by individual identity but also by social events, circumstances, and cultural

demands (Asher and Talbot, 2023). For example:

e Greater emphasis on modesty in certain segments
e Strong role of occasion-based dressing (festivals, weddings)

¢ Increasing influence of Western fashion among urban youth

Although it does not change its Western fast-fashion identity, the brand adapts its
product assortment and merchandising to the weather conditions (e.g., lighter fabrics)
and changing preferences in urban centers. One important thought is that Zara does not
extensively localise in India to the point of including traditional wear as some of its

competitors. This implies a calculated strategic decision:

e To remain an aspirational global brand rather than a culturally embedded local

player.
This creates both opportunities and limitations:
Opportunity: strong differentiation as a global fashion authority

Limitation: restricted appeal beyond urban, affluent segments
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2.4 Technological Factors

The difference in technological environments is also high. Spain has a well-
developed ecosystem of the omnichannel retailing process in which Zara combines
physical outlets with the high-tech e-commerce platforms and logistics systems. Figure 3
shows that Zara.com ranked among Spain’s top e-commerce retailers, generating around

US$451 million in revenue;

amazon.es 5,280
elcorteingles.es
shein.com
apple.com
mediamarkt.es
carrefour.es
mercadona.es
zalando.es

zZara.com

pccomponentes.com

0 1.000 2,000 3,000 4,000 5,000 6,000

E-commerce revenue in million U.S. dollar

Figure 3: E-commerce Spain 2024

Source: (icecat, 2024)

Consumers have become used to uninterrupted online purchasing experience,
which supports the model of fast response used by Zara. India is, in its turn, described as
a mobile-first digital economy, as e-commerce is rapidly expanding, fuelled by
smartphone penetration (McKinsey, 2023). More importantly, technology in India does not

just act as a tool of operation but as a market expansion tool, which enables Zara to
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access customers who are not only those in the big metropolitan regions but also those

who do not require a lot of investment in physical retailing.

2.5 Environmental Factors

The rising issue of environmental concerns is becoming a central theme of fast-
fashion criticism. Sustainability awareness is also quite high in Spain and the European
region in general, consumer cohorts and regulators are pressuring brands to go circular

(Niinimaki et al., 2020). Zara has reacted by taking the following initiatives:

« “Join Life” sustainable collections
« Store recycling programmes

¢ Commitments to net-zero emissions

In India, while environmental awareness is growing, it remains less uniformly
prioritised in purchasing decisions due to price sensitivity (Brydges & Hanlon, 2020). This

creates a strategic imbalance:

« Sustainability is a competitive necessity in Spain
« Itis more of a differentiation opportunity in India

However, the global nature of Zara’s supply chain means that environmental
criticisms apply across both markets, raising questions about the authenticity and

scalability of its sustainability initiatives.

2.6 Summary of Market Differences
Zara stands in entirely different market logics as indicated in the PESTEL

comparison:

e Spain is a mature, culturally oriented and economically stable location.

¢ India is a high growth and culturally linked and economically limited market.

Consequently, the strategy of the Zara re-oriented in Spain towards being efficient
and large-scale and shifted in India toward selective adjustment and aspirational
positioning. This divergence forms the basis of differences in segmentation, targeting,

positioning and marketing mix which are discussed in the subsequent sections.
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3. Segmentation, Targeting and Positioning (STP) Analysis

3.1 Segmentation

The segmentation strategy adopted by Zara presents a mixture of the three
variables; demographic, psychographic and behavioural variables; the level of each of
these variables varies in Spain and India because of the different market structures.
Feiglova (2019) notes that in Spain, Zara competes in a marketplace characterized by a
high level of maturity in the fashion sector with consumers being characterized by stable
buying behaviors and rather homogeneous exposure to the Western fashion trends.
Figure 4 shows that Zara remained Spain’s leading apparel brand by market share in
2023, increasing from 8.3% in 2021 to 9.1%;

Top 10 Spain Apparel Brands by Market Share (%), 2021, 2022 & 2023, with Change in Share 2021-2023
As of June 2024

Change in
F &3 &1 E3 K3 &l &I B B
2021-2023
9.1%
8.3%8.3%

3.7%3.8%3.9%

JM
14» i 25
2.3% 1%2-3%2.2%
%) 1%2.1% 0%
l I . - . . .“]"18 o 1.7%1 5061.6%

Zara Nike Primark Mango Shein Adidas Stradivarius Pull&Bear Bershka

H2021 w2022 ®2023

Figure 4: Zara continue to dominate Spanish fashion market

Source: (Lawler, 2024)

Kotler et al. (2014) argue that in developed markets, successful segmentation
tends to be based on lifestyle and behavioural attributes and not necessarily on
demographic differences. In this regard, the main segmentation criteria used by Zara to
target the Spanish market are fashion awareness, purchase frequency, and trend
sensitivity as the company aims at people who pay attention to new fashions regularly
and at average prices. However, in India, the segmentation is intrinsically more

complicated because of the socio-economic heterogeneity and regional differences.
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Asher and Talbot (2023) have reiterated that Indian consumers cannot be viewed
as a homogenous homogenous market as income inequality, cultural differences, and
rural-urban differences play a crucial role in shaping consumption trends. As a result, Zara
in India segmentation is more digitally impactful focusing on urban, digitally connected,
and globally exposed customers, especially in metropolitan cities like Mumbai, Delhi, and
Bangalore. An important contrast in the use of income as a segmentation variable arises.
Although in Spain income has a secondary impact since purchasing power is rather
elevated, in India, it becomes a key factor since the price points offered by Zara are

beyond the reach of a significant percentage of the population.

3.2 Targeting

Due to the projectile targeting that has been advanced by Doyle (2009), companies
in mature markets usually have broader targeting to maximise market share especially in
the the presence of high brand familiarity. Zara has a large network of retail locations in
Spain and relatively affordable prices, which allow the company to reach a wide range of
consumers, students, young professionals, middle-income households. Zara in India
however uses a targeted strategy which is more concentrated targeting a smaller and
more up-market consumer market. As emphasised by Deloitte (2023), global fashion
labels venturing into India tend to focus on urban buyers with high incomes as they are
prohibited in terms of purchasing power and in the light of brand positioning. Figure 5
shows that India was viewed by fashion executives as one of the most promising Asian

growth markets for 2025, with a net sentiment of +54;
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IFashion executives have a positive outlook
for other Asian countries, particularly
India and Japan

Fashion executive sentiment towards market growth prospects in 2025 vs 2024

Overall sentiment
(net intent)

Promising Same

China
-18

India 54
>

Other APAC mature

(e.g. Japan, Korea) +54

Other APAC
emerging
(e.g. Thailand,
Indonesia)

+44

Figure 5: Fashion Executives Perspective about India

Source: (BoF Insights and Company, 2024)

According to Deloitte (2023), the Indian fashion market is extremely stratified as
international brands are frequently positioned on the top of organised retail, but local
companies play better in terms of price and scale. The targeting of Zara thus cushions
the margin and brand image however it also puts the company in a ceiling effect where
growth is concentrated in comparatively small urban areas. Zara has traditionally focused
its stores in India on high-end malls, like Select Citywalk in Delhi, Palladium in Mumbai
and Phoenix This friction can be observed in the real retail presence of Zara. Its flagship
presence in places like Select Citywalk (Delhi), Palladium Mall (Mumbai), and UB City
(Bengaluru) show intentionality towards a high-end consumer environment as opposed

to mass consumer access.
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3.3 Positioning

One of the most notable differences between India and Spain is evident in the
positioning of Zara. As Zarantonello and Pauwels-Delassus (2015) defined positioning, it
is not just influenced by firm communication but also by consumer perceptions in a
particular market environment. Zara has placed itself in Spain as a fashionable but
affordable fast-fashion retailer, providing style and quality at comparatively low costs.
Figure 6 shows that Zara generated stronger website traffic than H&M in Spain, while
H&M led in India and the UK;

Zara Leads in the European Market
by Web Traffic, H&M Leads in U.S.

In this RB insight, we compare the top fast fashion retailers by monthly
website traffic across seven global markets. Our analysis revealed that

both see their highest web traffic from the US, with H&M also leading in
UK and India market, Zara outpaces in Spain, Poland and Turkey.
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Source: RETAILBOSS analysis compares the monthly website visits for
Zara and H&M across key global marketis in Feb 2026 using SEMrush.

Figure 6: Zara as most visited fast-fashion retailers

Source: (Reyes, 2025)

Its domestic roots also enhance the familiarity and trust of the brand, making Zara
a part of the daily fashion consumption. As a result, the positioning of Zara in Spain is in
line with the global brand vision that Zara provides inexpensive fashion.
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However, in India, the same brand has a new symbolic connotation. Zara has the
potential to be a high-street supermarket brand, a high-end brand with a global fashion
and aspiration lifestyle, as the prices are relatively expensive and the brand image is
international. The concept of luxury and premium perception is oftentimes created not
only by inherent product characteristics, but contextual scarcity and accessibility, Kapferer
(2016) argued. Management of Zara has low store presence and high prices as part of

its contribution to the high status in India as compared to other local competitors.

4. Comparative Analysis of the International Marketing Mix (7Ps)

4.1 Product Strategy

The product strategy of Zara is frequently described as being globally standardised
based on the model of fast-fashion and the centralisation of the design process. As
Ferdows et al. (2004) elaborated, the vertically integrated supply chain of Zara ensures
that the design-to-retail cycles are fast enough to maintain consistency in responsiveness
on the trends across the markets. This model works effectively in Spain, as the country is
close to the headquarters and it is in line with the European fashion trends. But More
(2024) noted that in India, product strategy is selective, as opposed to full standardisation.
As an example, lighter materials and clothes suitable to the climate can be seen in the
Indian shops and the idea of environment and practicality. Figure 7 shows that Indian
consumers reported the highest purchase rate of sustainable fashion among the countries

surveyed;
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Indians Have a Penchant
for Sustainability

Share of respondents purchasing sustainable fashion”

&
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Source: Statista Consumer Insights

statista %a

Figure 7: Indians Have a Penchant for Sustainability

Source: (Zandt, 2023)

In addition, there is anecdotal industry evidence that Zara balances some of its
styles to reflect local preferences, but does not go to the extent of localising its products
with local cultures, like including traditional Indian clothing. The over-standardisation of
distanced markets, as Rashkova et al. (2024) claimed, may cause the consumer
resonance to drop, meaning that the Zara approach to the product in India is a careful
trade-off between efficiency and the sensitivity to the local environment.

4.2 Pricing Strategy

The aspect of pricing is one of the major areas where there is divergence between
Spain and India. Competition pricing is the strategy adopted by Zara in Spain because it
is a fashion that is affordable. The prices are adjusted to the amount of consumer

expectations in an advanced economy, allowing shoppers to make purchases on a
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regular basis, and this approach complements the fast turnover model of Zara. In India,
the structure of higher prices is as a result of import duties, logistics and premium retail
positioning. McKinsey (2023) reports that the price in India frequently inflates at
international brands by as much as 30-50 percent as opposed to their native markets.
Consequently, Zara will no longer be seen as affordable in India but rather be priced at
the premium level compared to local options. This presents a strategic paradox of
criticality. Although increased prices boost Zara aspirational image, it also lowers the
access and frequency of purchase. A balance between price, quality and brand
symbolism was postulated to serve as an influencer of the perceived value in fashion
markets (Wiedmann et al. 2009).

4.3 Place (Distribution) Strategy

The distribution strategy at Zara is a good example of the contrast between the
market maturity and expansion strategy. Moreover, according to Alonso-Logrofio and
Lopez-Escolano (2025), the presence of a large and dense network of retail stores, such
as flagship stores and high-street outlets, is an advantage of Zara in Spain. Figure 8
shows Zara’s rapid global growth from a small Spanish startup to a leading international

fast-fashion brand;
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Zara's Unstoppable Rise: How a
$299 Investment Built a Global Fashion

Empire

Gulnoza Sobirova Entrepreneurs Reading Time: 24 AP

We will tell the success story of Zara, the Spanish fashion brand famous for its fast fashion
and for changing its latest designs and collections every 15 days. According to a Bloomberg
report, Zara's CEO Amancio Ortega ranks 15th on the list of the world’s richest people.
Amancio founded Zara from a small shop in Spain with just 2,600 rupees (=$299 at that
time). Today, Zara has over 2,200 stores in 96 countries. Amancio’s unique business
strategy has brought Zara to this position.

The Zara brand story: Zara was established in 1975 as a family business by Amancio
Ortega and Rosalia Mera in the heart of Galicia, northern Spain. Its first store offered
affordable imitations of high-end fashion and well-known clothing styles. The name “Zara”
was chosen because Ortega’s preferred name, “Zorba,” was already taken. Zara's approach
to fashion and its business model gained popularity among Spanish consumers within the
next eight years, leading to the opening of nine additional stores in major cities across

Spain.
Figure 8: Zara’s rapid global growth

Source: (Pivot.uz, 2025)

This facilitates convenience, brand visibility and high frequency of consumer
interaction. India is more selective and strategically limited in the distribution. Zara mainly
deals in high-end shopping centers in major cities, e.g. Mumbai and Delhi, frequently as
a joint venture with Tata Group. Retail location decisions are symbolic as well as logistical,

Berman and Evans (2021) pointed out, and shape consumer perceptions of the brand
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status. In India, e-commerce has gained importance and this has enabled Zara to break

the physical distribution barrier.

4.4 Promotion Strategy

Zara’s promotion strategy is distinctive due to its minimal reliance on traditional
advertising. Rather, it focuses on store location, visual merchandising, and online
presence. This strategy works in Spain, as it is highly recognized and consumers are
familiar with the brands. The physical store per se serves as a central promotional
instrument, which is backed by social media and online environment. The situation in
India is different, though (Rodriguez, 2018). However, Zara continues its low-advertising
strategy with a global presence, but the importance of digital media and social platforms
is even greater. As highlighted by Pires et al. (2024), emerging markets tend to use digital
platforms extensively when exploring and purchasing products and services. The trend,
influencers, and aspirational content of social media influence Indian consumers,

especially those in the younger segments.

4.5 People

The marketing mix people element captures the variations in the service
expectations and retailing environments. In Spain, Zara service model is comparatively
standardised, which is efficiency-based and self-service, in line with the norms of fast-
fashion retail (Cui and Fan, 2021). Customer service expectations are more fluctuating in
India, especially in high-end retail markets. Figure 9 shows that the global middle class is

projected to grow significantly by 2030, with India as a major contributor to this expansion;



Page |20

The middle class will spend more than double the upper class in 2030
By 2030, half the world’s population will be middle class, with majority growth coming from Asia

m  Whilst the upper class will increase spending the

o bn .nl“-'-“ most in % terms by 2030, the middle class are
_.._..'-""' already the biggest spending group.They will be
........ spending $62 trillion (3 times the upper class) by
8 bn il Spending Group 2030.
B ueper class

4 bn g Middle Class

POPULATION

= More than 1 billion Asians are set to join the
global middle class by 20303

Poor & Vulnerable

0 bn Countries - biggest contributors® Forecasted middle class
1950 1960 1970 1980 1990 2000 2010 2020 2030 2040 - i (e @ ZTED
India m— 450
) - China y
Total Spending - $ Trillion USD? 300
2030 W2020 Indonesia -
poors [ 5
vulnerable [ Pakistan 60
Upper class _— Phillipines o s

tion , May 2021. Wolfgang Fengler, Homi s X .
ita fram Brookings, May 2021: World Data Lab’s MarketPro; = The global middle classis divided by the lower middleclass (gaming $11-$350 per day in 2011
& hitp: fiofching-us-india-where-is-th i ding/ PPP) and the upper middle class [eaming $51-$110 per day in 2011 PPP).

O GiK 1

Figure 9: The Driving Force Behind the Future of Retail in India

Source: (NIQ, 2023)

PwC (2022) reveals that Indian customers in premium retail settings are more likely
to demand more personal interaction and help. Zara will therefore need to strike a balance
between its global model of efficiency and local demands of service, even though it is
mostly operating under a standardised solution. It implies that Zara does not focus on
service differentiation as much as it focuses on the consistency of the operations, which
can help to improve the efficiency but at the cost of adapting to local consumer

expectations.

4.6 Process

One of the main competitive assets of Zara is its process strategy, which is based
on speedy inventory turnover and responsiveness of supply chains. This is mostly
standardised across markets, and this is an indication of the global operation model of
the firm. But in practice it is implemented differently. Faster replenishment cycles are
made possible in Spain due to the logistical proximity to the distribution centres (Yang,
2025). The longer supply chains and reliance of imports in India can impact

responsiveness, but Zara countermeasures through centralised control and forecasting.
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In his argument, Soares (2024) stated that agility in the supply chain is essential in fast

fashion, but responsiveness can be decreased by geographical distance.

4.7 Physical Evidence

Physic evidence such as the design of stores is a major aspect of Zara branding.
Zara has a simple and minimalist, modern style, which establishes it as a modern fashion
brand worldwide. This design is well-known and practical in Spain and meets the
expectations of consumers. The store environments have more symbolic meaning in
India, however. Zara is an aspirational brand with the help of the location of its premises
and high-end interiors, which add to perceived value. Bitner (1992) pointed out that
servicescapes have an effect on consumer perception and behaviour. Zara physical
environment in India is more than a retail store; it is also a symbolic space which helps to

enforce its image in a competitive and image conscious market.

4.8 Transition

The comparison of STP and the marketing mix proves that Zara is a hybrid
international strategy that incorporates the global standardisation and local selective
adaptation. Although this strategy helps in maintenance of the brand, it also creates
conflicts between the accessible and the aspiration, especially in the new markets like
India. The second part of the paper will review the directional development strategy of
Zara in India, ethics, and strategic recommendations to determine the sustainability of

this strategy in the long term.

5. Directional Development Strategy: Zara in India

Zara’s expansion in India can be most coherently understood through the Ansoff
Matrix, although a purely textbook classification risks oversimplifying what is, in practice,
a hybrid and evolving strategy. Ansoff (1957) developed the conceptualisation of growth
in terms of market penetration, market development, product development and

diversification.
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Figure 10: Ansoff Matrix applied Zara's Strategy in India
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The market development aspect in the case of Zara is applicable to one of its first
entries and expansion into India because the company decided to take an existing
business model into the new and structurally different market. More (2024) notes that
Zara started its India journey in 2010 with a joint venture with Trent Ltd., a division of the
Tata Group, which not only demonstrates a strategic motive but can be interpreted as a
regulatory need, as well. This agreement helped Zara overcome foreign investment
limitations and domestic market complexities and retain ownership of brand identity. The
initial period of growth, which consisted of opening flagship stores in Delhi and Mumbai,

shows a slow-growth strategy, with emphasis on brand building and not on scale.

But even the further plans of Zara in India have more of the features of a selective
market penetration in a small segment. The company has not gone out to open up
extensively at different price points or geographical locations but has intensified its
involvement in metropolitan markets by increasing flagship stores, improving visual

merchandising and using e-commerce. According to Inditex (2021), the company has



Page |23

been even faster to digitalise all over the world during the COVID-19 pandemic, and in
India it has led to increased online-offline connectivity, which enabled Zara to expand its
presence without having to physically increase the number of stores. On one hand, Zara
is yet to expand the Indian market as compared to its presence in the rest of the world;
on the other hand, it is only entering a certain segment of the population based on the
socio-economic background, not the entire population. McKinsey (2023) emphasized that
in the future, the Indian fashion industry is likely to grow with consumers in Tier 2 and Tier

3 cities.

6. Ethical Issues in Zara’s International Marketing Mix

6.1 Environmental Sustainability and Fast Fashion

Among the most important ethical issues is associated with the environmental
impact of fast fashion. Niinimaki et al. (2020) have pointed out that because of the quick
delays and limited product life cycles of the industry, the problem of overconsumption of
resources and the generation of textile waste is a contributor to excessive resource
consumption and the waste of products. The business model of Zara, where people are
encouraged to buy products frequently due to the need to constantly refresh them, is
incompatible with business sustainability goals. As a reaction to increasing criticism,
Inditex has implemented changes like the “Join Life” range, which uses more
environmentally friendly materials, and has pledged to use 100% sustainable cotton, linen
and polyester by 2025 (Inditex, 2023).

Nonetheless, such initiatives could be critically assessed as incremental, instead
of transformative. Brydges and Hanlon (2020) reasoned that sustainability initiatives in
fast fashion are usually merely a tool of reputational management and not structural
change. Such initiatives could be necessary to be legitimate in Spain where consumer
awareness about environmental issues is comparatively high. These initiatives might not
have a significant immediate effect on the consumer behaviour in India where

sustainability is an emerging but less influential purchasing element.
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6.2 Labour Practices and Supply Chain Transparency

The other essential ethical concern is labour conditions in the global supply chain.
Low wages, inappropriate working conditions, and lack of transparency have long been
linked to the fast-fashion industry. Furthermore, Rahman (2018) highlighted that the Rana
Plaza tragedy of 2013 in Bangladesh, although not directly connected to Zara, brought
the attention to global clothing supply chains to a great extent. Since that time, businesses
such as Inditex have enhanced the surveillance systems and participated in campaigns
that could enhance the safety and rights of workers. According to Inditex (2022), there
have been continuous improvements in traceability and compliance among suppliers.
Although these changes have been made, activists contend that the economic
imperatives of fast fashion especially the need to produce quickly and cheaply still provide

an environment that can cause the erosion of labour standards.

6.3 Cultural and Consumer Ethics

There are also other ethical questions when it comes to consumer culture that are
posed by the international marketing strategy of Zara. The encouragement of the
fashionous styles of overconsumption and disposability contributes to social and
environmental consequences. Wei and Jung (2022) suggested that fast fashion leads to
the development of a culture of viewing clothes as disposable instead of durable
companies and supports unfriendly consumption trends. This dynamic is normalised in
Spain where Zara is well-integrated in the daily consumption. However, the case is more
complicated in India. Moreover, Saunders (2021), examined that this may enhance the
role of fashion serving as a form of social signalling, which could strengthen disparities in

access and representation.

7. Recommendations

Based on the preceding analysis, several strategic recommendations can be
proposed to enhance Zara’s international marketing effectiveness while addressing

identified limitations.



Page |25

e One, Zara needs to be more subtle in adapting its products in India. The company
may also add small capsule collections to create global design consistency, but to
suit local weather and cultural consumption trends especially in seasonal periods.

e Second, Zara needs to enhance the price transparency and communicating value
within India. Rather than having to offer huge price reductions, which would be
organizationally difficult, the company can concentrate on the quality of its
products, their longevity, and imaginative design as means of underpinning its
upscale positioning.

e Thirdly, Zara must increase its omnichannel strategy to tap into the consumers
outside of big cities. The company can tap into the new demand that is created in
Tier 2 cities without compromising on its selective physical retail alternative through
increased logistics, supply chain networks and online interaction.

e Fourth, Zara needs to be more transparent and impactful in its sustainability efforts.
This can include issue of full reporting of progress, expanding the recycling
programmes in such markets as India and reflection of the ideas of the circular
economy into its activities.

e Finally, Zara needs to re-evaluate the ratio between brand exclusivity and market
expansion. Its current measure in India protects brand equity but a more dynamic

targeting can be the secret of successful future development.

8. Conclusion

The current report has critically analysed the international marketing strategy of
Zara in Spain and India, which indicates that, despite having a similar brand identity
across the world, the strategy is implemented in a very diverse manner to the market
conditions. Spain is a culturally apt, established market in which Zara operates as a
convenient mainstream fashionable brand. India, in contrast, is an intricate and
dynamically constructing market, in which Zara is playing a more selective and
aspirational role. The strategy of Zara can be best described as a hybrid one with
standardisation and selective adaptation as was identified in PESTEL factors, STP
strategy and the 7ps marketing mix analysis. The approach however, is provoking

tensions of its own particularly in as far as pricing is concerned, accessibility and cultural
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relevance in India. Moreover, the assessment of ethical challenges shows inconsistencies
in the model of fast-fashion at Zara, in terms of sustainability and consumption trends.
Although the company has put in place measures to deal with these issues, these
measures are limited to the nature of the business structure. On the whole, the approach
of Zara in India can be seen as a model of a slow and careful expansion which focuses
on ensuring brand integrity rather than fast expansion. Although this has helped the
company to build a strong aspirational presence, its future success will be determined by
its future capability to respond more dynamically to the local market conditions as well as

meet rising ethical and sustainability pressures.

Section 2: Reflective Account (Gibbs Reflective Cycle)

1. Description

This assessment involved developing a critical comparative analysis of Zara's
international marketing strategy across Spain and India. The exercise involved the use of
various theoretical models such as PESTEL, cultural dimensions as proposed by
Hofstede, STP, the 7Ps marketing mix, and the Ansoff Matrix. This venture was not limited
to descriptive comparison, but entailed a critical analysis of the ways of how macro-
environmental differences affect marketing decisions and strategic outcomes. The
research process entailed the use of a mix of academic journal articles, industry reports,
and company publications like Inditex annual reports. Special focus was paid to the
selection of recent (after 2018) sources to make sure that they are relevant and reflect

the latest trends in the global retail and fast fashion.

2. Feelings

In its early stages, the assignment seemed difficult because of the need to
incorporate various frameworks and still have a unified comparison argument. It was also
unclear how to go beyond description to the critical analysis especially when it comes to
concept that have been well documented like the marketing mix. Later in the research,
confidence rose based on familiarity with the literature and becoming more
understandable on how to utilize theory to the real-world application. Nevertheless, there
were still issues of balancing breadth and depth and this is where being too descriptive
and yet critically evaluating the strategies of Zara was a challenge.
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3. Evaluation

The possibilities to combine theoretical frameworks with real-life cases that
included the example when Zara entered India with Tata Group by creating a joint venture,
its prices differences in the markets, and its sustainability programme (like the “Join Life”
collection) became one of the strengths of the process. This assisted in enhancing
analytical richness of the report and making it Level 7 compliant. The implementation of
comparative analysis was yet another positive feature as opposed to assuming Spain and
India as individual cases. This strategy made it possible to identify strategic differences
more clearly, and made it possible to argue in a more consistent way. But there were
constraints. In some instances, there was a tendency to work on assumptions that were
commonly cited without questioning their assumptions adequately. To illustrate, the
approaches to strategy structure like PESTEL and STP were helpful, but they were not
always effective enough to understand how Zara approached its strategic choices,

especially when it came to the cultural context and the consumer perception.

4. Analysis

The reflection on the experience revealed the value of critical thinking in
postgraduate work. It was imperative to question the relevance of models and investigate
the shortcomings of theoretical explanations by simply applying them. As an example,
although standardisation versus adaptation is a customary dichotomy in international
marketing literature, the case study of Zara revealed that in reality, the strategies are more
of a mix and situation-specific approach. Moreover, the study added to the importance of
the context in marketing strategy development. The dissimilarities experienced between
Spain and India were not merely due to the managerial choices but profoundly affected
by the economic conditions, cultural values and structural limitations. This is consistent
with the opinion of De Mooij (2019) who stressed that the consumer behaviour is imprinted
into the culture systems that cannot be completely standardised. The other important
learning lesson was secondary data interpretation. Corporate information and industry
analysis on Zara constitute much of the information available, and this might be biased.
This demanded a detailed consideration and cross-checking to come up with more

balanced and critical opinion.
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5. Conclusion

In general, the assignment helped to better understand the development of
international marketing strategies and their practical implementation. It emphasized the
challenge of maintaining standardization of global brands and adopting local markets,
especially in the culturally and economically heterogeneous settings. It was also an
experience that proved the need to go beyond description to evidence based critical
evaluation that is so fundamental at the postgraduate level. Although certain
improvements have been achieved in this regard, additional work can still be done to

enhance the skill to question assumptions and create more sophisticated arguments.

6. Action Plan

Some improvements can be made in future assignments. To start with, a more
systematic method of literature review will be implemented at a more advanced point
which will ensure that there is a stronger theoretical basis prior to the commencement of
the analysis. Secondly, more focus will be directed towards critically engaging with
sources, as opposed to engaging with them as the main ones to support arguments.
Besides, more comprehensive proficiency in the synthesis of various points of view will
enable generating more original and informative interpretation. And, last but not least,
more time will be devoted to planning and organization of the report in order to have a

clearer and more logical flow of arguments.
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