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[bookmark: _Toc236335253]1. Introduction
[bookmark: _Toc236335254]1.1 Background 

For MNCs facing weaker demand in developed nations, supply chain restructuring and increasing global rivalry, international market development is no more a discretionary growth option, but a strategic must. Global FDI inflows exceeded US$1.4 trillion in 2025 and developing economies accounted for more than 55% of global economic growth, emphasizing the strategic relevance of high-growth markets to sustain long-term competitive advantage (UNCTAD, 2025; IMF, 2025). Hence, successful internationalisation demands that firms evaluate not only market potential but also institutional quality, resource deployment and strategic fit via evidence-based frameworks such as Bartlett and Ghoshal’s international strategy model and Dunning’s Eclectic (OLI) Paradigm (Bartlett & Ghoshal, 1989; Dunning, 1988; Peng, 2022).


[bookmark: _Toc236335255]1.2 Patagonia Overview 

Patagonia Inc. is a world recognized outdoor clothing business founded in 1973 and headquartered in California, United States. It is available in North America, Europe, Japan, South Korea, Australia and certain regions in Latin America. Patagonia (2025) has yearly revenues of more over US$1.5 billion, and it earns a premium for its product innovation, environmental stewardship and ethical sourcing, not for its cost leadership. Such sustainability-led distinction is tightly related to the Resource-Based View where unique intangible assets, brand reputation and organisational capabilities provide lasting competitive advantage that are difficult for competitors to duplicate (Barney, 1991; Grant, 2022).


[bookmark: _Toc236335256]1.3 India as the Target Market 

The Indian premium consumer market is fast growing, but Patagonia does not have a significant operational presence in India making it an interesting but institutionally difficult expansion prospect. In 2025, India’s nominal GDP exceeded the US$ 4.3 trillion barrier, real GDP growth was above 6% and was far greater than other wealthy nations (IMF, 2025). The country’s population of about 1.45 billion people, a growing middle-income segment expected to top 580 million consumers by 2030, a flourishing digital retail environment and expanding sustainability awareness also present tremendous commercial opportunity. But the complexity of legislation, cultural differences, infrastructural deficits and fierce competition call for a rigorous market attractiveness assessment before embarking on significant investment (World Bank, 2025; Bain & Company, 2025).


[bookmark: _Toc236335257]1.4 Aim and Objectives 

This report critically evaluates Patagonia’s proposed expansion into India, examining its international strategy, assessing the political, economic, legal and cultural environment of India, applying Dunning’s OLI Paradigm to assess market attractiveness and recommending the most appropriate market entry strategy to deliver sustainable competitive advantage whilst mitigating strategic, institutional and operational risks. 


[bookmark: _Toc236335258]2. Organisational Classification and Global Strategy
[bookmark: _Toc236335259]2.1 Company Overview

Patagonia Inc. is a private US outdoor apparel and equipment company that’s competitive advantage is based on technical product quality, durability, environmental legality and premium brand equity, not high-volume cost leadership. In FY2024/25, Patagonia had revenues of approximately US$1.47 billion and a footprint of approximately 106 locations in 45 countries. The geographic spread, however, is concentrated. There are roughly 40 stores in North America, 23 in Japan, 14 in Chile and Argentina, 13 in Europe and 10 in Australia and New Zealand. That means that 38% of stores are in North America and around 22% are in Japan, but fast-growing regions in South Asia are deliberately under-represented. 


Table 1. Patagonia Global Strategic Position

	Strategic Dimension
	Quantitative Evidence
	Strategic Implication
	Critical Evaluation

	Annual Revenue
	US$1.47 Billion
	Strong financial capability for international expansion
	Sufficient resources for phased FDI but smaller than Nike or Columbia, limiting simultaneous expansion into multiple emerging markets.

	Countries Served
	45+
	Extensive international experience
	Geographic diversity reduces internationalisation risk but India represents higher institutional complexity than existing markets.

	Company-Owned Stores
	106
	High brand control
	Supports premium positioning but requires significant capital expenditure.

	Brand Position
	Premium Outdoor Apparel
	High customer loyalty
	Premium pricing creates strong margins but limits mass-market penetration in India.

	ESG Investment
	98% of distributable profits committed to environmental causes
	Strong sustainability legitimacy
	Differentiates Patagonia but increases pressure to maintain ethical standards globally.

	Strategic Assessment
	High Global Capability
	Strong ownership advantages
	Suitable for selective internationalisation rather than rapid expansion.


Source: Patagonia (2025); Grant (2022)
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Another differentiator of Patagonia’s international strategy is ownership structure. Since 2022, all voting shares have been owned by the Patagonia Purpose Trust, and 98% of the non-voting shares are owned by the Holdfast Collective, which allocates distributable revenues to environmental activity. This governance structure protects the firm from short-term shareholder pressures, but may hinder ambitious international expansion if rapid store growth, pricing adjustments or local sourcing could jeopardize its environmental standards (Patagonia, 2025). 

[bookmark: _Toc236335260]2.2 Bartlett and Ghoshal’s International Strategy
Table 2. Bartlett and Ghoshal Strategic Position Matrix

	Strategic Dimension
	Patagonia Assessment
	Evidence
	Score (/5)

	Global Integration
	Very High
	Global sustainability standards, product quality, repair programme
	5.0

	Local Responsiveness
	Moderate–High
	Local marketing and community engagement
	4.0

	Knowledge Transfer
	High
	Centralised innovation transferred internationally
	4.5

	Decision Centralisation
	High
	Strategic decisions retained at headquarters
	4.8

	Brand Standardisation
	Very High
	Consistent premium positioning globally
	5.0

	Overall Strategic Position
	Emerging Transnational Strategy
	Balanced integration with selective adaptation
	4.66



Source:
Developed by the author based on Bartlett and Ghoshal (1989), Verbeke (2020), Patagonia (2025) and Grant (2022).
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In the typology suggested by Bartlett and Ghoshal (1989), Patagonia might be best described as adhering to a developing transnational strategy, mixing internationally integrated brand goals and product standards with selective local responsiveness. A clear global integration, with durability, environmentalism, repair services and responsible sourcing adopted consistently across markets. Local responsiveness Examples include locally controlled office design and retail operations geared to the markets we operate in, local environmental initiatives and product ranges adapted to climate and outdoor activities.

But Patagonia is not a true multinational company. Its strategic knowledge, sustainability standards and brand governance remain largely centralised, with local subsidiaries mainly customizing distribution, communication and community participation. Patagonia thus finds itself in between the global and transnational agendas. This centralisation protects authenticity and reduces reputational risk but could impede responsiveness in price-sensitive and institutionally varied countries like India. Bartlett and Ghoshal’s approach also does not consider the purpose-driven governance of Patagonia that intends to maximize environmental effect and mission preservation with efficiency and responsiveness (Bartlett & Ghoshal, 1989; Verbeke, 2020).

[bookmark: _Toc236335261]2.3 Global Configuration and Competitive Advantage
Patagonia's structure separates high-value from labour-intensive activities. The company’s key regional offices exercise brand governance, product development and strategic control, with manufacturing coordinated by geographically spread supplier networks. It officially operates offices in the United States, the Netherlands, Japan, South Korea, Australia, Chile and Argentina, two United States delivery hubs and over 100 global outlets. 

This structure generates location economies and market proximity, but its greatest benefit is still intangible. The Resource-Based View (Barney, 1991) considers Patagonia's reputation, environmental credibility, technical understanding and customer community to be vital, unusual and hard to replicate. Worn Wear’s revenues, however, were only roughly US$13 million, or less than 1% of FY2025 revenue, suggesting that while Patagonia’s circular-business story is strategically impactful, it remains financially under-scaled. India’s entry should not just mirror Patagonia’s approach of repair centers, digital-first distribution and traceable local sourcing, but also reinforce it, turning environmental differentiation into a tangible source of commercial value.

[bookmark: _Toc236335262]3. Macro-Environmental Appraisal and Market Attractiveness
[bookmark: _Toc236335263]3.1 Introduction
India’s attractiveness to Patagonia cannot rest on the sheer numbers or economic growth. The possibility for market penetration will be determined by the extent to which political stability, macroeconomic growth, consumer purchasing power and regulatory certainty can translate Patagonia’s sustainability ownership advantages into commercially scalable demand. Thus the external environment is not described in the form of a PESTEL checklist but appraised in terms of its implications for revenue potential, operating expenses, institutional risk and strategic control.

Patagonia strategic dilemma. India has strong economic growth, increased digitization and a large aspirational consumer base but GDP per capita is still far lower than in Patagonia’s established markets. The target market is affluent urban consumers with enough disposable means, aware of sustainability and prepared to pay premium pricing. Therefore, market attractiveness should be evaluated in a risk-adjusted manner, taking into account institutional friction, income inequality, import costs and demand uncertainty (Dunning, 1988; Peng et al., 2009).


[bookmark: _Toc236335264]3.2 Political Environment

India has policy stability, a vast democratic market and an industrial strategy that is rapidly becoming pro-investment. But it is necessary to distinguish institutional simplicity from political temptations. Under the federal system, regulatory authorities are split between the central government, 28 states and eight union territories, leading to regional variation in taxation, labour regulation, enforcement of environmental standards and quality of infrastructure. Thus, rather than viewing India as a homogenous market, Patagonia should choose a geographically tailored entry strategy.


Patagonia is allowed in India since it permits 100 percent foreign direct investment in single-brand retail sales allowing the brand to be owned and controlled by Patagonia. However, the requirement of complying with the sourcing and operating requirements results in greater transaction costs (DPIIT, 2025). This approach is a competitive advantage since Patagonia differentiates itself from competitors through its environmental credentials, product durability, repair services, and ethical sourcing. Transaction Cost Economics suggests that the brand-specific assets ought to be entirely owned if they are difficult to protect by contracts because of the possible opportunistic activity that could harm the reputation (Williamson, 1985).
Table 3. India Political Risk Assessment
	Political Variable
	Opportunity Score (10)
	Risk Score (10)
	Net Strategic Effect

	Political Stability
	8
	3
	Positive

	FDI Policy
	9
	2
	Highly Positive

	Ease of Investment
	7
	4
	Moderately Positive

	Bureaucracy
	4
	8
	Negative

	State-Level Regulation
	5
	7
	Moderately Negative

	Infrastructure Policy
	8
	3
	Positive

	Government Sustainability Agenda
	8
	3
	Positive

	Weighted Political Attractiveness
	7.0/10
	4.3/10
	Moderately Attractive



Source:
Compiled by the author using World Bank Worldwide Governance Indicators (2025), Department for Promotion of Industry and Internal Trade (DPIIT, 2025), IMF (2025) and Government of India publications.
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But legal permission does not shield against political risk. The World Bank governance indices continue to identify regulatory quality, government effectiveness and rule of law as major determinants of investment risk (World Bank, 2025). Administrative delays, irregular state-level implementation and regulatory anomalies might increase compliance expenses and lengthen store opening timelines. This would de-risk and enhance market understanding through a phased cluster approach for Delhi NCR, Mumbai, Bengaluru and Hyderabad.

Support from government for domestic production could also assist in encouraging the gradual localisation of selected products, maintenance services and recycled-material supply chains. However, localisation has to be quality-led as inferior supplier auditing, work conditions or fibre traceability would violate Patagonia’s sustainability objectives. The political climate is generally good in India. The FDI policies are in line with the strategic control but the multiplicity of institutions implies that the market has to be opened gradually.












[bookmark: _Toc236335265]3.3 Economic Environment

Table 4. India's Economic Attractiveness Dashboard

	Indicator
	India (2025/26)
	Global Average
	Strategic Impact

	GDP Growth
	6.4%
	3.1%
	Strong Growth Opportunity

	GDP Size
	US$4.15 Trillion
	—
	Large Market

	Population
	1.48 Billion
	—
	Large Customer Base

	Middle Class (2030 Projection)
	580 Million
	—
	Premium Segment Growth

	Inflation
	4.7%
	3.8%
	Moderate Pricing Risk

	Internet Users
	>900 Million
	—
	Supports Digital Strategy

	Urbanisation
	37%
	57%
	Metro-focused expansion required

	GDP per Capita
	US$2,800
	US$13,000
	Limits premium market size

	Overall Economic Attractiveness
	8.4/10
	—
	High Long-term Potential


Source: IMF (2025); World Bank (2025)

[image: ]

The primary draw for India is the size and speed of its economic growth. The IMF projects real GDP growth of around 6.4% in 2026, compared to world growth of about 3.1%. Nominal GDP was predicted at about US$4.15 trillion and the population at roughly 1.477 billion (IMF, 2026). Yet GDP per capita was still around $2,800, which hints the scale of the economy as a whole overstates the purchasing power of luxury products and services.

And, while expansion in the continuous segment expands the pool of rich consumers targeted by premium brands, the pricing of Patagonia is expected to restrain demand to higher income urban consumers. Making money will be less about sales volume and more on customer lifetime value, gross margins and digital reach.

The consumer price inflation was estimated at roughly 4.7 per cent in 2026 (IMF, 2026). Apart from India’s dependence on imported energy (Government of India, 2026), inflation leads to higher logistics costs, exchange rate worries and pressure on discretionary expenditure. Patagonia’s goods are first imported and higher freight, currency and customs costs might take a bite out of profits.

The global premium outdoor apparel market size was valued at over US$ 8.9 billion in 2025, and is projected to reach US$ 15.2-16.3 billion in 2034-2035 at a CAGR of approximately 6.2% (Future Market Insights, 2025; Global Market Insights, 2026). But demand in India will remain strong, driven by wealthy urban professionals, adventure travelers and eco-conscious buyers.

Overall India’s economy has a good long term potential and limited current market depth. A digital-first approach with a few flagship stores would cut fixed costs and test the demand.

[bookmark: _Toc236335266]3.4 Legal and Regulatory Environment

The planned entry of Patagonia is a key driver of the legal and regulatory environment. The costs of compliance, taxation, protection of intellectual property (IP), environmental regulation and labour regulations would directly impact the company in terms of operational efficiency and profitability. India’s legal system is a complex institutional structure, which involves national legislation and its execution at state level (Peng, 2022).

Table 5. Legal and Regulatory Risk Matrix

	Legal Factor
	Risk Level
	Business Impact
	Patagonia Readiness

	FDI Regulations
	Low
	Positive
	High

	GST Compliance
	Medium
	Medium
	Medium

	Intellectual Property
	Medium
	High
	High

	Labour Laws
	Medium
	Medium
	High

	ESG Regulations
	Low
	Positive
	Very High

	Consumer Protection
	Low
	Medium
	High

	Environmental Compliance
	Low
	Competitive Advantage
	Very High

	Overall Legal Risk
	Medium-Low
	Manageable
	High Preparedness



Source:
Developed by the author using DPIIT (2025), World Intellectual Property Organization (WIPO, 2025), Government of India (2025) and OECD (2024).
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Under the automated route, India has allowed 100% foreign ownership for single-brand retail commerce, which enables Patagonia to control price, merchandising and sustainability criteria (DPIIT, 2025). This is especially relevant because it is hard to move the firm-specific assets of Patagonia, such as environmental certification, ethical sourcing practices and premium brand recognition without increasing agency costs (Dunning, 1988; Williamson, 1985). But fully owned operations carry with them the need for taxation, customs, environmental reporting and labour laws. While the Goods and Services Tax (GST) has introduced simplification to indirect taxation, premium apparel is typically taxed at relatively high rates (Government of India, 2025).

India has reinforced the enforcement of intellectual property through reforms of trademarks and specialist commercial courts (WIPO, 2025). However, the issue of counterfeit clothing remains a serious one, making up approximately 2.3% of worldwide commercial trade (OECD, 2024). Environmental measures including the Environment (Protection) Act, Extended Producer Responsibility (EPR) initiatives and sustainability reporting requirements are aligned with Patagonia’s sustainability model but increase compliance (Government of India, 2025).

The labour reforms merge employment regulations under four Labour Codes which will simplify compliance and encourage flexibility in the workforce (Government of India, 2025). Patagonia will improve its ethical position by adhering to local labour standards and global ESG criteria by localising the manufacture or repair of its items.

Overall, the legal framework in India is favorable since it allows full foreign ownership, increases IP protection and environmental governance. Regulatory complexity and differences in state implementation of regulations means that having strong regulatory skills will continue to be vital for Patagonia to maintain a competitive advantage over the long run.

[bookmark: _Toc236335267]3.5 Cultural Environment
Culture is a key component of Patagonias long term success as purchasing of luxury outdoor apparel is driven by lifestyle, identity, environmental ideals and consumption behaviour rather than merely utilitarian attributes. So the cultural fit is on the correlation of the organisational ideals of Patagonia and the social and behavioral aspects of India that are prone to change.

According to Hofstede’s Cultural Dimensions, the United States and India are quite different. India (77) has a considerably large power distance in contrast to the United States (40) implying a higher acceptance of hierarchical organizations. The individualism index is substantially higher for the United States (91) than for India (48), which indicates the more collectivist orientation of India (Hofstede Insights, 2025). The results suggest that marketing that appeals to individual environmental activism may be less effective than marketing that connects sustainability to family wellbeing, community resilience and future generations.

India’s long-term orientation score of roughly 51 backs Patagonia’s emphasis on product longevity, service repairs, and lifetime value, distinguishing this from quick fashion competitors (Hofstede Insights, 2025).

Consumer behaviour is also changing rapidly. At the start of 2026, internet penetration was over 900 million people, and the Unified Payments Interface (UPI) processed billions of digital transactions per year, creating one of the world’s largest digital consumer ecosystems (Reserve Bank of India, 2026). Patagonia will be able to build a national presence through superior e-commerce and omnichannel retail, before making significant investments in physical locations, and will also gain important insights into its customers.

But the diversity of culture in India makes the market harder. There are over 20 languages officially recognized, variations in regional income and climatic conditions that cause substantial differences in purchasing power, lifestyle aspirations and environmental conscience. Patagonia should thus combine a globally consistent brand identity with regionally suitable marketing and consumer interaction.

Middle and upper class urban consumers are increasingly environment conscious but still relatively price sensitive in their purchase decision. However, strong attitudes towards sustainable products don’t always translate into sales, due to limits around pricing, perceived value and product availability (NielsenIQ, 2024). Therefore Patagonia should emphasize on durability, technical performance, repairability and long-term value as well as sustainability.

The general cultural milieu in India provides a large scope but requires prudent adaptation. Increasing premium consumption, online involvement and sustainability consciousness are helping Patagonia’s positioning. Local reaction is essential because of geographical specificity and price sensitivity. This worldwide focus therefore provides Patagonia with a superior strategic platform than a simple global standardisation plan as it combines global consistency with local flexibility. 



Table 6. Cultural Compatibility Index

	Cultural Variable
	USA
	India
	Strategic Implication
	Compatibility

	Individualism
	91
	48
	Community-focused marketing required
	Moderate

	Power Distance
	40
	77
	Local managerial adaptation required
	Moderate

	Long-Term Orientation
	26
	51
	Supports Patagonia durability philosophy
	High

	Masculinity
	62
	56
	Similar achievement orientation
	High

	Uncertainty Avoidance
	46
	40
	Supports innovation acceptance
	High

	Sustainability Awareness
	Very High
	Moderate but Growing
	Consumer education required
	Moderate

	Overall Cultural Compatibility
	—
	—
	Moderately High
	7.6/10




Source:
Compiled by the author using Hofstede Insights (2025), NielsenIQ (2024) and Peng (2022).
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[bookmark: _Toc236335268]3.6 Integrated Market Attractiveness Analysis

The previous discussion of political, economic, legal and cultural factors indicates that the market size alone cannot be the basis to judge the attractiveness of India. There are vast macro-economic prospects along with institutional challenges. Therefore, the investment decision by Patagonia should be assessed within an integrated picture of the market attractiveness, balancing the expected returns with operational, financial and strategic risks. This is congruent with Porter’s Diamond Model and Institutional Theory that argue that competitiveness is a result of factor conditions, demand sophistication, supporting industries and institutional excellence (Porter, 1990; North, 1990).


Table 7. Integrated Market Attractiveness Matrix

	Evaluation Criterion
	Weight
	India Score
	Weighted Score

	Political Environment
	20%
	7.0
	1.40

	Economic Potential
	25%
	8.5
	2.13

	Legal Environment
	15%
	7.5
	1.13

	Cultural Fit
	15%
	7.5
	1.13

	Competitive Intensity
	10%
	6.5
	0.65

	Digital Infrastructure
	10%
	9.0
	0.90

	Supply Chain Potential
	5%
	8.0
	0.40

	Overall Market Attractiveness Score
	100%
	—
	7.74 /10


Interpretation
· 8.5–10.0 = Highly Attractive 
· 7.0–8.49 = Attractive 
· 5.5–6.99 = Moderately Attractive 
· Below 5.5 = High Risk 
Source:
Author's analytical framework developed using IMF (2025), World Bank (2025), Porter (1990), North (1990), Bain & Company (2025) and Government of India (2025).
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India is one of the most attractive long term premium consumer market in the world. There is a massive opportunity for income with household expenditure comprising about 60% of GDP (IMF, 2026; World Bank, 2025) with a population of roughly 1.48 billion, a rate of urbanization of over 37% and an estimated GDP growth of around 6.4%. Also, with premium spends continuing to grow across the key urban areas, potential consumer base for Patagonia is likely to increase dramatically. India’s middle income population is projected to grow to over 580 million by 2030.

North America and Europe have a more developed outdoor gear market than India. But the development of adventure tourism, government commitment to eco-tourism and the growing environmental consciousness of younger urban professionals reaffirm Patagonia’s posture as a sustainability led corporation (Porter, 1990). But demand remains concentrated among affluent consumers in metro regions, suggesting that Patagonia should target clusters of cities rather than a statewide launch.

The Indian textile and apparel industry accounts for approximately 2.3% of GDP, 13% of industrial production and over 12% of export revenues and has opportunities for local sourcing and supplier diversification (Ministry of Textiles, 2025). At the same time, it is progress in digital infrastructure and logistics that make e-commerce possible. Logistics expenses are still high at 13-14% of GDP compared to 8-9% in industrialised nations and need initial concentrate on metropolitan fulfillment centres (World Bank, 2025; NITI Aayog, 2025).

Institutional Theory also sees organisational performance as a function of institutional quality and market opportunity (North, 1990). At the same time, India is becoming more attractive because of its democratic governance and investment rules (Peng, 2022). At the same time, bureaucratic complexity and state-to-state diversity in regulation impose enormous transaction costs and uncertainty.

The competition is being stoked by The North Face, Columbia, Decathlon, Arc’teryx and indigenous brands that are doing well in India. What sets Patagonia unique is its technical performance, sustainability leadership, repair services and environmental activism. Consumer education is crucial however, as environmental awareness is less developed than its more established markets.

“Strategically, India is good for the long-term, but less so for the medium term because of the institutional complexity and relatively small premium consumer market. Therefore, Patagonia should adopt a gradual and digital-driven market entry strategy, based on incremental resource commitment and constant market learning, balancing growth potential and strategic flexibility while reducing financial exposure in the first internationalisation.















[bookmark: _Toc236335269]3.7 Application of Dunning's OLI Paradigm

Table 8. Application of Dunning's OLI Paradigm

	OLI Component
	Patagonia Evidence
	India Evidence
	Strategic Assessment

	Ownership Advantages
	Brand equity, ESG leadership, product innovation
	Strong transferability
	Very Strong

	Location Advantages
	—
	Large economy, premium consumers, manufacturing ecosystem
	Strong

	Internalisation Advantages
	Brand protection, ESG governance, supply-chain control
	Avoids agency risk
	Very Strong

	Overall OLI Strength
	—
	—
	FDI Strongly Recommended




Source: Developed by the author using Dunning (1988), Barney (1991), Williamson (1985), Patagonia (2025) and Peng (2022).
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The Dunning’s Eclectic Paradigm offers a comprehensive framework to study the expected international expansion of Patagonia, since it explains international investment through the interaction of Ownership (O), Location (L) and Internalisation (I) advantages (Dunning, 1988). The market size is not a sufficient rationale for international investment in OLI paradigm. It asks if proprietary resources can be transferred and secured, and whether they would generate larger returns than alternative forms of market entry.

[bookmark: _Toc236335270]Ownership Advantages (O)
California provides ownership particular benefits which include mainly a worldwide famous brand, high quality product innovation, sustainability skills, proficiency in ethical sourcing, environmental legitimacy and consumer loyalty. These resources are in line with the Resource Based View that posits that capabilities that are valued, rare and difficult to imitate are the basis of sustainable competitive advantage (Barney, 1991).

Patagonia, unlike its traditional outdoor wear competitors, offers a lifetime product warranty, Worn Wear repair program, Fair Trade Certified™ manufacturing, regenerative organic agriculture programs and full supply-chain transparency. But there is very little brand awareness in India. Still need to spend on sustainable education and experiential marketing. The strategic potential can be produced only if the ownership benefits are sufficiently localized.

[bookmark: _Toc236335271]Location Advantages (L)

India is quite well placed. The long term outlook is positive with a GDP growth of over 6%, a population of over 1.48 billion, a growing middle income class, expanding logistical infrastructure and increased digital commerce (IMF, 2026; World Bank, 2025). It also has a textile manufacturing ecosystem that encourages local sourcing and supply-chain agility.

Apart from the economic advantages, India also has the attraction of democratic institutions, an English speaking management and a rising environmental consciousness. Regulatory complexities, variations in legislation from one location to another, infrastructure shortcomings and comparatively low levels of purchasing power continue to contribute to uncertainty in operations. Thus India’s locational advantages are a function of smart regional expansion and intelligent execution.

[bookmark: _Toc236335272]Internalisation Advantages (I)

The final element of Dunning’s approach is whether Patagonia should undertake the operations itself or employ licensing or franchising. Patagonia’s competitive advantage lies in its management of environmental performance, supplier governance, product quality, customer experience, and sustainability communication. Internalisation is therefore the preferred approach.

Licensing/franchising would generate investment but increase agency costs and risk to reputation. Williamson (1985) believes that internalisation is selected when strategic assets are less costly to defend than to protect by contractual safeguards. Such totally owned subsidiaries or majority controlled activities are better supervised. The corporation has significant intangible assets and a mission driven brand.

Thus, Dunning’s OLI Paradigm provides a solid explanation for the diffusion of Patagonia to India. India’s long term locational advantages, the benefits of internalisation and the enormous scale of ownership particular resources justify a tiered approach to market entry, commencing with internet commerce and flagship retailing, then wider physical development and selective local sourcing.

[bookmark: _Toc236335273]Section Conclusion

Overall, the macro environment analysis indicates that India is a strategically advantageous but institutionally problematic market for Patagonia’s international expansion. The market attractiveness is supported by political stability, robust economic development, good FDI regulations, expanding premium consumer segments and improving digital infrastructure. But price sensitivity, cultural variety and legal complexity require progressive entry with strong governance and local adaptation. This is also supported by the adoption of Dunning’s OLI Paradigm which justifies the foreign direct investment when the expansion is done gradually and in line with the company’s long term sustainability goals. long term locational advantages of India, internalization advantages of strategic operations and ownership particular sustainability capabilities of Patagonia,


[bookmark: _Toc236335274]4. Entry Mode Strategy and Strategic Synthesis

[bookmark: _Toc236335275]4.1 Historical International Expansion

Patagonia has internationalised slowly and through a capability-led approach and not a hasty worldwide expansion. Founded in 1973, the corporation has expanded from the United States into Europe, Japan, South Korea, Australia and South America through regional offices, controlled retail locations, e-commerce and selected specialized dealers. Today Patagonia has offices in seven countries and more than 100 stores globally. This reflects the Uppsala internationalisation model where enterprises expand their foreign commitment as they acquire market knowledge (Johanson & Vahlne, 2009). However, Patagonia’s expertise is in developed economies and India is a greater institutional and income-distance market, requiring incremental commitment.

[bookmark: _Toc236335276]4.2 Evaluation of Alternative Entry Modes

Direct export through e-commerce would mean a lower investment and a simpler testing of the market, but would incur higher logistical costs, customs fees and delivery periods. Licensing or franchising could speed up expansion but poses agency risks since local partners may prefer sales over Patagonia’s principles of sustainability (Williamson, 1985). Joint ventures provide access to local market knowledge and retail networks but can also result in conflicts over pricing, sourcing and strategic control. On the other hand, a completely owned subsidiary has full control over branding, customer experience and environmental governance, but demands higher financial commitment. India allows 100% FDI in single brand retail, making direct ownership both legally feasible and strategically appealing (DPIIT, 2025). 





Table 9. Entry Mode Decision Matrix

	Entry Mode
	Control
	Investment
	Risk
	Speed
	Strategic Fit
	Overall Score (/25)

	Exporting
	2
	5
	3
	5
	3
	18

	Licensing
	1
	5
	2
	5
	2
	15

	Franchising
	2
	4
	2
	4
	3
	15

	Joint Venture
	3
	3
	4
	3
	4
	17

	Acquisition
	5
	1
	2
	3
	4
	15

	Greenfield FDI
	5
	2
	4
	2
	5
	18



Source:
Author's evaluation based on Dunning (1988), Williamson (1985), Brouthers (2013), Johanson and Vahlne (2009) and DPIIT (2025).
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[bookmark: _Toc236335277]4.3 Recommended Entry Strategy

Patagonia must pursue a staged greenfield strategy through a wholly-owned Indian company, leveraging local e-commerce and two flagship experience stores in Bengaluru and Mumbai. It is better to make a greenfield investment than to acquire as no Indian retailer has Patagonia's sustainability skills or premium brand equity. Initial investment should be allocated to digital infrastructure (50%), flagship stores and maintenance facilities (30%) and brand development with supplier auditing (20%). Expansion into Delhi NCR and Hyderabad should only be contemplated if key performance parameters including a customer acquisition payback within 18-24 months, repeat purchase rates in excess of 25%, gross margins in excess of 50% and inventory turnover in excess of three annually are met. This real-options method is an opportunity to reduce downside risk while maintaining long-term growth prospects (Dunning, 1988; Brouthers, 2013).

[bookmark: _Toc236335278]4.4 Strategic Recommendations and Conclusion

Table 10. Five-Year Strategic Implementation Roadmap

	Phase
	Timeline
	Strategic Activities
	KPI

	Phase 1
	Year 1
	Establish subsidiary, launch e-commerce
	Website live, brand awareness >20%

	Phase 2
	Year 2
	Open Mumbai & Bengaluru flagship stores
	Revenue >US$10 million

	Phase 3
	Year 3
	Introduce Worn Wear and repair centres
	Repeat purchase >25%

	Phase 4
	Years 4–5
	Expand to Delhi NCR & Hyderabad
	Market share >3% premium outdoor segment

	Phase 5
	Year 5+
	Selective local sourcing and ESG partnerships
	Gross margin >50%, ESG compliance 100%




Source:
Developed by the author using Patagonia (2025), Grant (2022), Dunning (1988), Johanson and Vahlne (2009) and Bain & Company (2025).
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Patagonia should follow a three-phase expansion strategy. Years one and two are to be spent on building the subsidiary, rolling out internet commerce and developing flagship outlets. Years three and four, we should grow repair services, Worn Wear resale and regional retail expansion. In year five, suppliers verified to Patagonia’s worldwide ESG criteria might be selectively sourced locally. Patagonia already engages with Fair Trade certified suppliers in India, giving a platform for future localisation to be built on. 

India is better seen as a collection of high-income metropolitan clusters rather than a single market. Patagonia needs to keep its prices high and prove that it’s worth the investment by making products that last, can be fixed, and are sustainable. This staged greenfield model delivers the best combination of ownership control, learning of the market and scalable growth, while safeguarding Patagonia’s unique environmental reputation and long term competitive advantage (Barney, 1991; Dunning, 1988).



[bookmark: _Toc236335279]Section 2: Reflective Account Using Gibbs' Reflective Cycle (1988)
[bookmark: _Toc236335280]5.1 Introduction 
Gibbs’ Reflective Cycle (1988) is a systematic process of reflection of learning and has six connected stages of description, feelings, assessment, analysis, conclusion and action planning. The approach shifts from a narrative of events to an exploration of how information might impact future decision-making, fostering critical self-reflection. In the following reflective paper I will reflect on my lessons on developing the proposed market entry of Patagonia into India. The paper used International business theories such as Bartlett and Ghoshal’s International Strategy, Porter’s Diamond Model and Dunning’s Eclectic (OLI) Paradigm and macro environmental analysis. This has increased my strategic thinking, evidence-based decision making, and grasp of the complexities involved in worldwide expansion into new markets.


[bookmark: _Toc236335281]5.2 Description 

This study has been created by means of extensive analysis of political, economic, legal and cultural circumstances and critical appraisal of suitability of Patagonia for development into India. Initially I felt that a country with a fast rising economy and a large population would be a logical reason for joining the overseas market. However, as I read my way through the literature and international business frameworks I realised that successful internationalisation is a balancing act of market opportunities and institutional threats, competitive intensity and organisational capabilities. I was able to understand global integration and local responsiveness of multinational organizations with the help of Bartlett and Ghoshal’s framework. Dunning’s OLI Paradigm demonstrated that ownership advantages are insufficient without the backing of good location and internalisation advantages. The study process was based on the synthesis of quantitative evidence from international organisations, academic literature and industry records, not on descriptive observations. This considerably enhanced the quality of strategic appraisal.




[bookmark: _Toc236335282]5.3 Feelings 

At the start of the work I felt very confident about studying macroeconomic indicators but considerably less about merging a variety of foreign business ideas in one coherent strategic suggestion. At first glance, the frameworks of Porter’s Diamond and Dunning’s OLI Paradigm appeared to overlap, making it difficult to comprehend the specific contribution of each to market-entry decisions. I also found it difficult to examine large amounts of economic data and to determine which elements were really driving Patagonia’s strategy and which were not very important strategically. The more the report went on, the more I became convinced that each framework was dealing with different elements of internationalisation. I learnt to put the theories together instead of looking at them separately to make a holistic judgment. This experience has boosted my confidence in my analytical skills and enhanced my ability to back up strategic recommendations with data rather than preconceptions.

[bookmark: _Toc236335283]5.4 Evaluation 

The most crucial learning for me was the way to make a more analytical approach to international business decision making. In the past, when I looked at market selection, I was looking at economic characteristics like GDP growth or market size. The report has identified political institutions, legal systems, cultural diversity and organisational competencies as the joint factors of international competitiveness. By including quantitative statistics from IMF, World Bank and government publications I was able to provide greater credence to my theories and lessen subjective interpretation.

Another excellent effect was a stronger understanding of sustainability as a source of competitive advantage. Before writing this study, I mostly equated sustainability with corporate social responsibility. However, Patagonia proved that sustainability can be turned into an ownership-specific resource that results in differentiation, customer loyalty and long-term value creation. This opened my attention to strategic management apart from the conventional financial results.

One limitation of my work was that it was based on secondary data. The high-quality international datasets provided strong evidence of macroeconomics but could not completely reflect changes in consumer preferences or the potential for future regulatory shifts. The primary market study with Indian customers would have brought more pragmatic validity to the entrance plan provided.

[bookmark: _Toc236335284]5.5 Analysis 

The most essential thing I learned from this work is that foreign expansion is a difficult strategic decision, not a simple growth initiative. The resource-based view (Barney, 1991) holds that the source of sustainable competitive advantage of firms is valued, limited, inimitable and organizationally embedded resources. This viewpoint made me realize that Patagonia’s reputation for environmental responsibility, ethical sourcing and consumer trust is more strategically important than simply the efficiency of production. Thus, the choice to enter a market should be made to protect these intangible assets rather than to increase short-term sales volume.

The research of institutional environment in India also showed the importance of Institutional Theory which asserts that organisations need to adapt to regulatory, cultural and political circumstances to obtain legitimacy (North, 1990). I didn’t see at first how important institutional variations were for implementation costs and strategic flexibility. Weak institutional fit can cut anticipated returns considerably, the investigation revealed, even when economic prospects are favorable.

Another important finding was the connection between global norms and local responsiveness. Before this project, I believed that international firms should standardize operations wherever possible to create economies of scale. However, the model of Bartlett and Ghoshal stated that over-standardisation may lead to decreased responsiveness in the countries which are culturally varied like India. Thus, Patagonia’s environmental values should be the same all over the world but marketing message, distribution channels and customer interaction should be customized to local conditions. This idea has changed my view of international strategy, by showing that competitive advantage derives from the combination of efficiency and responsiveness rather than the choice of one of them.

The exercise enabled me to develop my ability to synthesise theoretical frameworks and analyse quantitative information and provide evidence-based strategy proposals, appropriate to difficult global business situations.

[bookmark: _Toc236335285]5.6 Conclusion 

This perspective reveals that the worldwide market-entry report was a very important experience that enabled me to strengthen my strategic, analytical and critical thinking skills. The application of a number of international business theories allowed me to look at the international expansion in a more systematic way and spot the interplay between organisational resources and external environments. It was also stressed in the task that the combination of quantitative facts and theoretical study should be used to justify strategic suggestions. In future international business projects I will want to more fully integrate macroeconomic analysis with institutional, cultural and organisational aspects and, where possible, use primary market research. These improvements will help me to produce better evidence-based international business plans and be a more effective future international manager.
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The evaluation indicates that Patagonia follows an emerging transnational strategy by maintaining high
global integration while allowing selective local responsiveness. This strategic balance supports premium

brand consistency while enabling market adaptation in culturally diverse countries such as India.
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Although India presents favourable FDI policies and political stability, regulatory complexity and state-
level administrative variation remain important investment risks. The findings justify a phased market-

entry strategy focused initially on major metropolitan regions.
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India offers one of the world's strongest long-term growth opportunities through sustained GDP
expansion, increasing urbanisation and a rapidly expanding middle-income population. Nevertheless,
relatively low GDP per capita suggests Patagonia should initially target affluent urban consumers rather

than the broader mass market.
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The legal assessment indicates that India's regulatory environment is increasingly supportive of foreign
investment. However, effective management of taxation, intellectual property protection and state-level

compliance will remain critical determinants of Patagonia's long-term operational success.
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The comparison reveals moderate-to-high cultural compatibility between Patagonia's sustainability
philosophy and India's evolving consumer values. However, higher collectivism and price sensitivity
indicate that marketing communication should emphasise community benefits, durability and long-term

value rather than individual environmental activism alone.
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The weighted analysis produces an overall attractiveness score of 7.74/10, indicating that India represents
a strategically attractive market despite institutional complexity. Strong economic growth and digital
infrastructure outweigh regulatory and competitive challenges, supporting phased foreign direct

investment.
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The OLI assessment confirms that Patagonia possesses strong ownership-specific resources, while India's

market offers significant location advantages. Internalisation through a wholly owned subsidiary is the
preferred strategy because it protects Patagonia's environmental reputation, product quality and supply-

chain governance.
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The comparative analysis demonstrates that a phased greenfield investment achieves the strongest balance
between strategic control, long-term profitability and protection of Patagonia's sustainability-oriented
competitive advantage. Alternative modes provide lower investment requirements but expose the

company to higher agency and reputational risks.
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The implementation roadmap recommends gradual resource commitment through clearly defined
performance milestones. This staged approach minimises investment risk, facilitates organisational
learning and enables Patagonia to scale operations only after achieving predefined financial, operational

and customer-performance targets.
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The table demonstrates that Patagonia possesses substantial financial resources, strong global brand equity
and unique sustainability capabilities. However, compared with much larger competitors, its relatively

modest global retail footprint supports a strategy of selective, phased international expansion rather than

rapid market penetration.




