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Executive Summary
Specsavers already has a strong international retail presence in several developed EU countries: UK, Ireland, Sweden, Denmark, Norway, Finland, Spain and the Netherlands. The business has also successfully entered the Australian and New Zealand markets, while running operations and business services from Guernsey in the British Isles. Specsavers also has a presence in emerging economies of China and Hungary, but this is limited to manufacturing. 
This report examines the opportunities of expanding into India, either as a hub for manufacturing, allowing easy access to the ASEAN-RCEF bloc or through retail and optometry, making India its first emerging economy it enters in this capacity.
Entering an emerging economy would be beneficial in the current economic climate, buffering from exposure to Brexit, potential and historic economic downturn in Europe and China’s increasing production costs. 
Through its current CRS efforts, Specsavers needs to be careful. Though CRS is a way of entering markets, this report highlights the importance of doing this in a way that does not alienate potential consumers and governments in the long term through ethnocentric behaviour and questionable tax policies. 
The training required to go into the market is what will ultimately lead to Specsavers deciding to enter. With supply of required human resources low and costs of sourcing high, entering the market now will prove costly and inefficient, with HR being sources internationally. This though could be of benefit to Specsavers as Specsavers have international recruiting policies in place, while acting as a barrier to entry for competitors.
This report found that the best way of entering the market is through a considered, slow approach where exporting to the market either directly through ecommerce with their dedicated website and app or/and smaller/medium optician businesses. Specsavers should consider furthering their presence through a considered program of CSR, bolstering a relationship with the Indian government, NGOs and public, while giving the company a physical presence in the region. This helps reduce barriers such as import tariffs when Specsavers decides to move into the region. In the medium term, Specsavers should consider manufacturing in the region, taking advantage of low export costs and regional access. 
This report concludes with marketing mix recommendations on how the business should proceed in the market with consideration to the 7Ps.
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Introduction
Although India maybe considered the simple choice for Specsavers, complex problems such as the restrictions on FDI into various business sectors and heavy regulation into health care, make India far from the easy choice but one which could lead to extensive benefits for the company. With a current population of 1,316.9 million, India imports an estimated £4,465 million worth of goods and £2,461 services from the UK (Gov.uk,2019) alone, there is exceptional revenues to be made, increasing shareholder’s value in the process. India provides a cautious route, where the fall out of globalisation with countries such as the US’s protectionist agendas (The Guardian, 2016), will be buffered by India current governments openness to do business. 
Specsavers need to decide if it is a strategic fit with India and if at all how? 


1. Corporate Global Vision and Goals (MOST ANALYSIS =M&O)

1.1. MISSION
Specsavers have expanded into Ireland, Sweden, Denmark, Norway, Australia and New Zealand, where they are number one in the field, also, Netherlands, Spain, and Finland, (Specsavers, 2018). Expansion internationally has offers Specsavers new opportunities unavailable domestically such as access to further markets, opening the up the EU market further, and economies of scale, while buffering risk by cross-subsidize markets, where economic trouble in one country, such as lower profit due to economic down turn in Europe, can be offset by profits in another region (Bartlett & Beamish, 2011;PWC, 2015).
Specsavers have expanded sales into the world’s richest countries, all developed with similar cultures, political and economic structures. Their international and domestic success strongly linked to the development of standardised goods for these markets (Cavusgil, et al., 2016). Specsavers enjoy sales, operating, investment, and management synergies, where problems the organisation has had enough experience in dealing with (Ansoff, 1988). 
As per Product Theory, in order to grow, for resource-seeking motivations and to starve off competition, it is imperative for Specsavers to seek out new markets as their products as their services become highly standardised or they are not able to fully gain the economies of scale to truly be as profitable as possible if the company stays confined to its domestic customer base (Bartlett & Beamish, 2011). Contentions of the theory as motivation, is that it is a too simplistic view, with each country having its own unique complexities (Bartlett & Beamish, 2011), while Cavusgil et al (2016) argue that even if a company is successful in their chosen country, the competitive advantage experienced by Specsavers as experts in the field will be replicated by competitors as processes become accepted standards, so advantage will be short lived (Cavusgil, et al., 2016). 
Specsavers have several manufacturing facilities in emerging economies: Hong Kong and Shenzhen, China and Szatmar, Hungary. As per New Theory where businesses can benefit from the economies of scale benefited by countries who have the ability to specialise in an specific area and so can export more efficiently, (Krugman, 2011), Specsavers has taken advantage of the such efficiencies, with China’s manufacturing and technical know-how, while also reducing export costs to fellow ASEAN RCEP bloc members Australia and New Zealand, India is also in this economic bloc (Deresky, 2018) and benefiting from any EU-China trade deals (Qui, 2016). Summarily, Hungary’s cheap labour, combined with the relative low-cost transport costs and swiftness of importing to many of Specsavers’ markets which are situated in the EU (Rugman & Collinsons, 2012).

1.2.  OBJECTIVES

Specsavers’s operates strong CSR policies, considering it an “intracule part of the way [Specsavers] operates” (Specsavers, 2018). There are several tactical ways in which CSR is integrated into the business’s actions: through supporting the community it is operating in, through fundraising, supporting charities and causes; trading ethically, through sustainability strategies such as ethical resourcing as well as protecting the environment (Specsavers, 2019). Specsavers state that they have donated £2.5 million to local charities in the year between 2017 to 2018. This is a considerably small donation, considering the £1,392.8 million in revenue. MNEs such as Specsavers, have “greater capacity for creating change in an economy” (Deresky, 2018). This requires Specsavers to consider a larger number of stakeholders when considering their actions, in their host country, home country and “society in general” (Deresky, 2018).

The benefits of CRS such as Specsavers work with the UK’s National Institute for the Blind, is that ultimately it can benefit with cost and risk reduction, in this example, it is achieved in one way by in improving education of sight issues and R&D made by the strategic alliance of the MNE and the charity, increasing the rate of early diagnosis, which leads to customers being treated by the company and not referred to medical specialists and thus not diverting income to competitors. 
Specsavers, in their annual report, refer to their commitment to pay tax which is legally required (Specsavers, 2018). This is vague, and open to interpretation. To say that the company pays taxes legally required is not to say that they pay all taxes applicable, as in high profile cases such as Amazon and Google (Syal, & Wintour, 2012), the tax required under law is not the same as the taxes these companies could pay if they did not exploit the legal loop poles. A working relationship with the host government is preferable as the MNE can be mutually advantageous, where the MNE relies on the access to local markets and access to resources, the MNE is beneficial for governments as a source of resource source which can bolster “regional development, employment, import substitution and export promotion”, risking ill feeling with the government, citizens or other stakeholders by not contributing the fair share of tax is ill advised. 



2. International Business/Organisational Structure (MOST ANALYSIN= S&T)

2.1. STRATEGIES

Specsavers operates a Joint Venture Partnership (JVP) business structure, boasting 2800 JVPs globally. Individual local store which are independent, registered businesses in their own rights, created through JVPs of Specsavers Optical Group Ltd (50% ownership and the part owners/directors (50% ownership) (Startups.co.uk, 2012) supported by a Support Office Network and Vision Labs, (Specsavers, 2018).  Specsavers operate a similar structure in all countries it retails in. This business model has facilitated Specsavers to expand rapidly, first in the UK then internationally (Debree, 2012). A primary motivation of this model, is that as part owners, the management of the individual store will be as motivated to see the success of the business and the brand as shareholders themselves (Perkins, Davies, 2017), benefiting from local knowledge, investment capital and local skill identification; while the partner gains increased development of the business than if they went it alone, access to a large R&D and knowledge resources, management experience and a global brand, while both having autonomy (Deresky, 2018). 


2.2. TACTICS 
Employing 32,500 globally,  Specsavers operate a globally inclusive recruitment strategy, which looks to identify, attract and develop the best talent globally for the purposes of management (Specsavers, 2018). This has been an issue noted by management of Specsavers whom struggled with the localism trend of graduates’ unwillingness to move further afield upon qualification (Perkins, 2017).
The human capital available to the organisation is a problem barring potential entry into expanding and developing countries such as India. India’s ability to treat with the large numbers of vision impairments and blindness suffers is prohibited by the lack of professional training available for the available human resources (Berwal, et al., 2012). Specsavers is uniquely placed to manage such lack of skill due to their self-led online Ilearn training program (Specsavers, 2018), which can be accessed remotely via personal computers or at the employee’s place of work, with complimentary on the job training programs. Provides clear standardised training for all dispensing assistants, dispensing opticians, management, clinic coordinators and so on. Though, in the case of Australia and New Zealand, it has been found that more direct face to face training has achieved greater results (Specsavers, 2018) and so while training is standardised and convergent globally, method of training should be divergent depending on the preference of the individual groups. 

Understanding the various negotiating differences between India and the other countries Specsavers operates in, is an important skill that all global managers at Specsavers are required to master, though it is important not assume projective cogitative similarities as well as understanding that different stakeholders will also have different objectives and require individual approaches (Deresky, 2018). Again, preparation is the key to success. Specsavers is required to higher global managers who have the skills or are willing to obtain the skills required, while being empathetic, so to adapt to the complexities in doing business in culturally different situations.


3. Foreign Market Research

	Political
	
	· India operates a federal system, with the country being made up of :
· 29 states,
· One quasi state (Delhi)
· 6 Union territories with  central administration. 
· Where “law & order, land acquisition, and resource sharing” is devolved (Gov.uk, 2017).
· Although the numbers living in Urban communities is increasing, 77% of India’s population live in rural communities. 
· The majority of those who need these services the most are in rural communities. Lack of infrastructure in these rural areas and economic benefit of servicing such areas may not be of beneficial financially. 


	
	Tax Policy
	July 2017, India has implemented a national tax reform known as the goods and service tax (GST), consolidating several local and national taxes, streamlining the tax system in India and so making it easier for businesses to operate efficiently (PWC, 2019).

The taxes which have been replaced by the GST are: Central Excise Duty, Additional Excise Duty, Service Tax, Additional Customs Duty, and Special Additional Duty of Customs, State Value Added Tax/Sales Tax, Entertainment Tax, Central Sales Tax, Octroi and Entry tax, Purchase Tax, Luxury tax, and Taxes on lottery, betting and gambling. Each of India’s 29 states had its own tax system making it too complex an environment for businesses to operate efficiently (PWC, 2015). 

GST will reduce import costs for companies sourcing goods internationally, increasing the options to source goods from the most economical source (Deloitte, 2017).

Credit will also become cheaper as a result, and so access to funds for businesses and consumers (Deloitte, 2017).


	
	Industry Regulation
	The Indian Optometry Federation (IOF): registered political and professional national body of Optometry in India
The Association of Schools and College of Optometry in India (ASCO-India): educational standard body 
 OCI is the self-regulation body of optometry in India (Optometry Council of India, 2017). 
Existing local skills required for market entry can be found in the host country, with the ASCO-India offer programs in 60 separate educational centres, with courses that are accredited by reputed institutions (VisionPlus.com, 2019). 



	Economic
	
	Emerging economy (Gov.uk, 2017), worth $2 trillion
 retail sector worth $600 billion (PWC, 2015).
GDP rose 7.3% in 2014-2015, showing a steady increase of GDP  (UKIBC, 2019).

Retail sector predicted increase of  12.4% by 2019  with accessories category, increasing by 13.2%. 

Indian average ticket sales are low in comparison to Western country’s (PWC, 2015)

World Bank’s Ease of Doing Business Index: number 100 (189 countries) (Gov.uk,2019)

India’s organised retail sector= infant stage at 8-10% penetration. Growing, due to internet (PWC, 2015)

	Social
	Culture
	Hofstede Country Comparison (Hofstede Insights, 2019)

	
	India
	UK

	Power Distance     
	77
	35

	Individualism
	48
	89

	Masculinity
	56
	66

	Uncertainty Avoidance
	40
	35

	Long Term Orientation 
	51
	51

	Indulgence
	26
	69



Hierarchical, power  and rights not distributed equally (Hofstede Insights, 2019). 

Guaranteed human rights through its constitution and  member of the International Labour Organisation (Gov.uk, 2017) 

Like UK, masculine culture, success encouraged but    modest in  how it is expressed (Hofstede Insights, 2019).

 New younger generation pushing trends in luxury goods (PWC, 2015). 

50% of India’s population is 25 years old or younger (Gov.uk, 2017).

 “Employees expect are expected to be directed as to their functions and what is expected of them”.


Features of both “Collective” and “Individualistic” cultures. Believe in the working for the good of the wider group but also have a belief that one is responsible for how one directs one’s life. There has been a rise in trade unions, with there now over 14 thousand registered unions (gov.uk, 2019). 

High tolerance to ambiguity, like the UK. According to Hofstede Indian is also highly innovative in problem solving. 

(Hofstede Insights, 2019)


	
	Health
	It is estimated that in India alone there are “133 million people are blind, or vision impaired to the lack of an eye examination and provision of an appropriate pair of spectacles…..including 11 million children.” (Berwal, et al., 2012). 


Research suggests that 96.4% of these cases in the over 50 years old demographic is “treatable or avoidable” (Berwal, et al., 2012).


The majority of India’s 12 million Glaucoma sufferers are undiagnosed (Berwal, et al., 2012).

The resulting economic impact of productivity loss for India alone is estimated at $23 billion (Berwal, et al., 2012).

Public funded healthcare is available to the entire population but due to service “bottle-necks” most citizens are forced to seek medical help from private practitioners. This leads to high fees for the individuals and insurance which does not cover all (Gupta, and Bhatia, 2019). The Indian Government only spends 4.2% of its GDP on healthcare  (Jayaraman, 2014).

	Technological

	
	13% of Indians use smartphones, with 91% using smartphones to search for products, 54% making purchases (PWC, 2015). 

The increasing trend of online shopping not only gives the business new opportunities to reach consumers, such as those not in urban areas, it also provides the opportunity for Big Data (PWC, 2015).

At present, only 29.5% of the population are internet users (Gov.uk,2019).



	Legal

	
	having control over own legislation and with the BJP government sharing power with 12 coalition parties (Gov.uk, 2017). PM Modi is pushing through a range of reforms to ease business and encourage Foreign investment (PWC, 2015).

Intellectual property law though offers country wide protection and follow international standards such as those set by the WTO, such as copy right law which will protect Specsavers online property such as their online training programs, trademark, designs and patents, though enforcement of these laws in India are not as robust as the UK (gov.uk, 2017).

	
	Imports and exports
	Foreign direct investment (FDI) in 2014 increased to £23 billion, an increase of 26% (UKIBC,2019). 

FDI is allowed in single brand retail, with no automatic cap, with single brand Specsavers coming comfortably in to this sector, in comparison multi brand GrandVision is capped at 51% with government approval necessary. 

Health care and manufacturing of medical devises is also covered by allowable of 100% FDI automatically, with governmental approval in some instances (UKIBC, 2019).

India operates “regional Free Trade agreements”, particularly with the EU (Gov.uk, 2019) after Brexit, there will be need for the UK to negotiate new trade agreements with India, following the WTO rules. This is complicated further as Specsavers International head office is not based in the UK but at Saint Andrew, Guernsey. Guernsey, which is part of the British Isles, who enjoy a customs arrangement with EU, this is automatic expected to end at the point of Brexit if a deal is not made (Gov.gg, 2019a; Gov.gg, 2019). With Specsavers business structure, for example operational support, at different points in the UK and the British Isles, the complexity in international trade will increase but also potentially the cost of separate tariffs imposed for the two regions. 

There are several other barriers to trade though, with FDI and imports restricted heavily in the service industry (Export.gov, 2018). Specsavers would be required to invest in regional business support and not able to export from Guernsey.


“Medical, optical, photographic, measuring, medical or surgical equipment” was India’s 10th most imported industry according the UK government (Gov.uk,2016). The prolific nature of this industries imports will be at an advantage to Specsavers, who will be able to source resources locally as well as frictionless internationally to India (Gov.uk, 2016).

Regulation of imports and exports is complicated by the inclusion of medical devices such as sight testing equipment, where refurbished equipment is prohibited for import and the life of devices are set at between 5 to 10 years (European Commission, 2019).


	Environmental 

	
	India is home to the worlds ten most polluted cities:
“By the World Bank’s calculations, health-care fees and productivity losses from pollution cost India as much as 8.5 percent of GDP. At its current size of $2.6 trillion that works out to about $221 billion every year.” (Marlow, 2018). PM Modi’s party has proposed initiatives to take these issues, such as “Clean India” initiative (Gov.uk,2017).



Competition:
Mostly Independent local businesses, few national, and international rival GrandVision

GrandVision operate in India under the Vision Express brand, this is the same brand as the UK market competitor (GrandVision, 2017). 
Competition from MNE such as *Vision Express* entering India prior to Specsavers is not necessarily a bad thing as Specsavers can benefit from FDI that has been contributed to the economy, in to infrastructure and into training the necessary professionals (Bartlett & Beamish, 2011).

4. Risk Assessment

4.1. SWOT Analysis 

	Strengths 

· Specsavers has a strong sustainability policy record, 

· risk- audits routinely carried out to assess impact on the environment by Specsavers and their suppliers (Specsavers, 2018).

· Specsavers business model of Joint Venture Partner stores being supplied and supported by Specsavers services, such as Marketing, Product supply, HR and management support, stream lines the operations.

· Specsavers has already investing heavily in e-commerce and has systems in place to help combat technological threats such as fraud.

	Weaknesses

· Threat of fraud is increased through international players, not just those local in India.

· Specsavers will require to have continuously “up to date risk strategies” and perform regular due diligence (gov.uk, 2019). Skills and knowledge for emerging markets maybe lacking in company

· Specsavers is too dependent on what sort of business model: JVP.

· Specsavers may not be able to attract newly qualified specialists compared to already established companies such as Vision Express.

· As Specsavers operates two distinct areas: retail and health specialists (optometry/hear care), there is multiple points that fraud can occur.

· India imposes strict regulation of price of medical drugs and devices, providing restricted opportunity for Specsavers to resource and limitations of the use of refurbished and second-hand medical devices, with a life if devices limited to 5 years with Specsavers often trading equipment between outlets and facilities.

	Opportunity

· Exporters benefit from 0% GST (Deloitte, 2017) factored in Specsavers ability to access low-cost factors of production (Bartlett & Beamish, 2011) due to increased scale and cheaper human resources, it may be economical for Specsavers to move production from Hong Kong to India over the next 5 years.

· The WHO is offering compensation for working in rural areas, 

· As markets grow through e-commerce and improved infrastructure, Tier II cities in traditionally rural states will increasing attract organised retail and so intensify growth (PWC, 2015).

	Threats

· Majority of population live in rural communities
· Lack of infrastructure
· Industry Human capital regulations
· Threat of terrorism
· Increased risk of corruption, fraud and bribery
· Difficulty of doing business
· Low ticket sales
· Inflation when sourcing locally
· Unitarian society
· Lack of available training
· Service bottlenecks
· Only 29.5% use the internet 
· Increase threat of online fraud
· Disjointed legislation
· Brexit and both UK operation and Guernsey affecting trade 
· FDI restricted in services
· Regulation on imports such as those for medical equipment






5. International Business Strategy

Existing domestic competitors in the chosen market are often preferred, where the company is more accustomed with the culture, local industry structure, laws, and have existing relationships which stakeholders (Bartlett & Beamish, 2011). According to the UPPSALA Model, the entering MNE will overcome these issues be slowly entering the market, committing resources, so gaining local market knowledge and customers, evaluating position and then to go on to commit further resources (Bartlett & Beamish, 2011). 

Businesses often base decisions of method to enter international markets  on their level of desired control and amount of resources wishing to commit/ risk willing to take (Bartlett & Beamish, 2011), where wholly owned subsidiaries require high resource/risk commitment but offer high levels of control. On the other side are indirect exports, which have low resource commitment/risk but a lower level of control. Specsavers current preferred model of Joint Venture Partnerships are reasonably high resource commitment and high risk but do offer high control, though a lot less than wholly owned but not as much as franchising. If Specsavers is unsure about committing such high resources that the JVP require at this point in time, using a low risk/ resource approach such as exports through distributors maybe beneficial initially, following the UPPSALA model (Bartlett & Beamish, 2011), committing more resources and taking on more risk incrementally (Bartlett & Beamish, 2011). The options available are as following:


5.1. Possible ways of Entering g the Indian Market

5.1.1. CSR

In order to combat bribery and other issues regarding ethical business and sustainability, it is important for Specsavers to inaugurate within the company a culture underpinned by certain principles and underlined by procedures to deal prior and after such risks (Deresky, 2018). It is important that these principles are applied to suppliers and partners also, with a policy of convergence globally, though Specsavers must be wary of imposing ethnocentric ideals on other cultures, taking care not to alienate the host countries stakeholders (Deresky, 2018). 

Opportunities such as working with NGOs as WHO, to provide health care to rural communities will be an advantage of Specsavers, and so should consider such applying such initiatives as how the domestic company works with the NHS to provided free, reducing cost to the poorer of the UK’s society, while providing an income from the government and NGOs to Specsavers. A problem with this approach is that, according to Hofstede’s Country Analysis, India is a hierarchical country, where both in the wider society and in business it is accepted that power and rights are not distributed equally (Hofstede Insights, 2019), though India does guarantee human rights through its constitution and is member of the International Labour Organisation (Gov.uk, 2017). Indian government may be reluctant to implement programs such as those such as in the UK. 



5.1.2. Exporting

As the world’s second fastest growing economy, demand has for products and services are growing which local businesses are unequipped to deal with, given their size, inefficiencies and lack of economies of scale  (Rugman & Collinsons, 2012). Emerging countries such as India and China have enjoyed rapid economic growth and modernisation since the late twentieth century (Cavusgil, et al., 2016).  
By aiming for a policy of comparative advantage, India would benefit from the logistical expertise and “superior knowledge and skills” provided by MNEs such as Specsavers, (Bartlett & Beamish, 2011) while Specsavers will benefit from the India’s natural advantage of available labour, and acquire such as R&D. This is also simplistic view, as it does not consider the impact of influencing factors such as transportation cost “which may render the exchange of goods economically inefficient, nor environmentally sustainable with countries agreeing to develop environmental policy’s such as limiting CO2 emissions. Nor does it consider exchange rates or other capital mobility issues” (Davies, 2019; Daniels et al, 2007).
India currently conducts Free Trade agreements with various regions, particularly with the EU (Gov.uk, 2019). Long term there is the issue that after Brexit there will be need for the UK to negotiate new trade agreements with India, following the WTO rules. Costs will naturally increase for both business and the consumer so potentially damaging demand which is already fragile due to be the newcomer to the market. 
Due to present skill shortages in the retail and management specialist segments in India, cost of HR will cause fixed cost of product/services too high for demand (Kuruvilla, & Ranganathan, 2008). Exporting is the fragile choice as it is low risk, and relatively low cost. 

5.1.2.1. Ebusiness
Digital technology is considered the imperative to the future of the organisation by the executives at Specsavers, both instore and online (Specsavers, 2018). By direct marketing to the consumer through the company’s websites and App, the business will profit from the removal of “distribution partners such as importers, agents, distributors and wholesales” Doole, & Lowe, 2012). This is inhibited by the lack of population able to access the internet. Low barriers of entry will cause increased competition.

5.1.3. Franchising and Licencing
Franchising is a low risk option, which would see Specsavers handing over operational rights and knowledge to its franchisee partner for a large fee. This would be an easy way of entering the Indian market but may have trouble in sourcing franchisees and overseeing activity (Deresky, 2018). Trade restrictions have also significant strategy complications for franchising, with the international strategy and marketing matrix must take these issues into account.  For the franchises to work, the import of relevant medical and sight testing equipment is imperative, so if businesses are unable to import cheap, high quality goods then the business will soon become untenable and thus limiting the possibility. 

Where purchasing equipment and following the strict standards of the corporate directives, licencing can offer a less capital intensive and stringent than franchising. The third party purchase the rights to use the name, “transferring the patents, trademarks and technology” (Deresky, 2018) for a fee. The lack of quality control would be a major risk factor that as a company Specsavers would possible wish to avoid (Cavusgil, et al., 2016).

5.1.4. International Joint Venture
Specsavers Joint Venture Partnership model, will allow Specsavers to provide localisation in service, diverging operations as needed to fit with local markets but keeping the standards set, enjoying the benefits as home country JVPs.
The cost to the organisation to set up this may be substantial. Specsavers have found this out with its other country expansions, i.e. New Zealand. And so, it may be beneficial to acquisitions of existing small/medium optician businesses in India and benefit from their already existing networks becoming fully owned subsidiaries, increasing the control, while mitigating the risk of entering the market without the relevant knowledge and partners (Tahir, & Jorma ,2016). Exit strategy would become more difficult as decision making is made of two or more players. 


5.1.5. Strategic Alliances

Specsavers operate strategic alliances which are highly successful in other countries, such as high end fashion brand Balmain, who Specsavers have partnered to produce a higher end line of spectacles (Specsavers, 2018). This gave Specsavers access to the R&D and product and market experience of the luxury goods market, transferring knowledge based to the company, which will be of benefit long after the partnership has ended.  The positives of such strategic alliances are that Specsavers would be preferred to Vision Express in delivering governmental programs, “reduced import barriers and licencing requirements” and quickened access to market due to their alliance with a domestic business (Deresky, 2018). The risks are similar to the positives, where the partner may gain sensitive knowledge, unique to Specsavers, leading to the need for Specsavers becoming obsolete as the partner mimics the business practises (Bartlett & Beamish, 2011).

5.1.6. Production in India
India has the potential of providing both a new market to export to and operate in, but also as a new source of manufacturing and service expertise, servicing both areas of Corporate strategy. 
Based on Heckscher-Ohlin’s factor-production theory, India is high in labour resources, low on capital, henceforth the assumption that India is rich in cheap human resources (Daniel, et al., 2007), Specsavers could transfer production from China to India, establishing a ways of overcoming import costs and opening up cheaper transport of goods to the ASEAN-RCEF areas of Australia and New Zealand, while mitigating the current China risks such as increasing of wages and increasing of tariffs. India also imposes tariff and restrictions on goods imported from specifically China as a form of protectionism policies. 
Infrastructure is relatively poor in comparison to China and so substantial investment into Infrastructure maybe required. China is also home to many supporting industries and have the technical knowledge and skills which would be difficult to transfer over to India. Until a time where India’s infrastructure has developed further than urban areas, manufacturing in this country is not recommended in the next 5 years. As more is invested, and infrastructure is developed, if export barriers remain relatively low and production factors such as labour remain low too, it is recommended that Specsavers looks to investing into manufacturing

5.1.7. India as a potential offshoring centre for services, exporting globally

An advantage of large scale operation for a country, according to Paul Krugman’s New Trade Theory, is that businesses such as Specsavers can benefit from the strategic cooperation from supporting industry organisations in the area, increased productivity due to the expertise and knowledge that is provided by a country which specialises in a field (Krugman, 2011). Specsavers can exploit India’s expertise in this area by exporting services such as customer and employee support to India, while utilising the reduced fixed costs of having service central in one country and decreasing the cost to customers and the JV partners, creating a cost advantage that competitors cannot match (Cavusgil, et al., 2016). India is also offering exporting incentives of reduced or zero tariffs on goods to export, in a bid to increase national exports to 2.5% (PWC, 2015). 

Specsavers must be cautious of the contentious issues of protectionism, with India posing barriers of entry for foreign entries such as limited FDI investment into services, and specific retail, while showing preference to domestic businesses over foreign businesses in the procurement of government contracts and purchases. These barriers may prove to costly and limit entrepreneurial activity.


6. International Marketing Plan

Whichever strategy is chosen to enter the market, Cavusgil, et al., (2016), recommend that success is dependent on the firms ability to “customize offerings”, “innovative business models” and “entreprenurial prevalation” (Cavusgil, et al., 2016). The following marketing mix recommendations are based on either adapting or standardising offerings: 

6.1. People- 
· Adapt: social media platforms for professional networking, such as the one in the UK (Yammer) (Specsavers, 2018). While complying with local and global legislation and ethics, this can be a source of data, where Specsavers can understand both their employees better but also the country that it is operating. Care must be taken to ensure that trust is not broken between employer and employee. 

· Standardise: 2020 Leadership Programme, where management and employees meet set KPIs. This opens not only a known way to reduce risk but also provides a pool of employees available for global relocating and recruitment. In order to meet these challenges, ultimately Specsavers should strive to appoint the right people as only well managed international strategy will help the company succeed in a more complex, diverse and uncertain world. 


· Standardise: Impose global gender standards that the Specsavers has in place (Specsavers, 2017). Though India is a hierarchical country, with gender imbalances, failure to meet their own policies on gender neutral hiring and pay, as well as other CSR policies, could have the implications of criticism in other territories, potentially leading to a boycott of the company and falling sales. 

· Standardise: As labour skills differ subject to training and educational levels in the country (Berwal, et al., 2012), equally Specsavers may not be able to attract newly qualified specialists compared to already established companies such as Vision Express or domestic independents. There is the need to develop the in-store training program which is of their global standard but is localised to meet the needs and learning abilities of the local human resources. 

· Adapt: “Employees expect are expected to be directed as to their functions and what is expected of them” (Hofstede Insights, 2019). Hierarchical vertical management structure is required, with top down management.

· Adapt: The Indian Optometry Federation (IOF) is the registered political and professional national body of Optometry in India, is currently lobbing for change and regulation of the industry (Berwal, et al., 2012). IOF require a four-year training program for a fully qualified optometrist and two years for a fully trained eye care personnel (Berwal, et al., 2012). This is like British optometry standards.

· Adapt: Source individuals who can cut through the “Noise” that culture can create and so is effective at communicating depending at the level of the organisation they are (Deresky, 2018), for instance, those who know social and cultural norms for communicating with customers, as well as those who can communicate to B2B clients and those who can negotiate with suppliers. During the setting up phase, this can be achieved by attracting employees who have experience with the host country or those who are committed to undertaking learning and understanding of the culture and how to adapt to the host country (Deresky, 2018). 

· 

6.2. Placement
· Location: Specsavers is advised to locate in areas which have a higher proportion of supporting industries and infrastructure, with Porter, M., (1998) arguing that companies which are in areas which consist of interconnected companies including suppliers, but also competitors do considerably better than those who are a distance away (Porter, 1998: Cooke, 2001). 

· Location other than instore and online: In the UK, Specsavers have launched a service where the optometrist and optician make home visits to customers whom can not make it into the store. Such services can be adapted to rural India where people do not have access to these services due to lack of infrastructure. This could be through CSR or governmental contract. This maybe difficult to procure, as the Indian government prefer domestic business, but with the vested local interest in the business through JVP, this problem can be overcome (Deresky, 2018). 

6.3. Product
· Adapt: Depending on the way that Specsavers is planning to enter the market, Specsavers will need to either adapt or standardise its offering as such. If  they choose the option of entering the market cautiously, through sales via app/website, its whole offering as per other countries will be acceptable. On the other hand, if a JVP is formed via individual retail stores, adapted product ranges should be offered taking account the style, taste, budget and norms of the local target market as any business would. 

India like the UK is a masculine culture, where success is encouraged but India is more modest in terms of how it is expressed (Hofstede Insights, 2019). Though a new younger generation are changing this idea and are pushing retail trends in luxury goods (PWC, 2015). 

6.4. [bookmark: _GoBack]Promotion
Specsavers report that there are 1.3 million visits to their website every week, to book appointments, view ranges, view promotions, and virtually try on glasses (Specsavers, 2019). What is unsure, is how many of these translate into the 36 million customers and sales globally per year. With just 29% of Indians online, compared to the % in globally. With the 13% of Indians using smartphones though, 91% are using smartphones to search for products, of these 54% are making purchases (PWC, 2015).

· Adapt: Specsavers will be required to step back and focus on more traditional media, such as print media: newspaper/magazine ads, billboards; product placement. Specsavers will have to be mindful of India’s media laws. 

· Standardise: Mobile apps that are internationally compatible, multiple languages. Specsavers’ Try on app is available worldwide, enabling for the opportunity of exporting to enter the market cheaply, and low risk. 

· Adapt: rising middle class requires Specsavers to aim promotional material specifically at this category, more market research is required to understand the demographic in India more, but as the group with the most expendable income (Cavusgil, et al., 2016) this would be the most profitable if the company is sell to the Indian market as the middle class are more often to buy goods other than necessary (Cavusgil, et al., 2016), spending money potentially on fashion frames, such as high end styles such as the Balmain range and additional pairs, instead of the essential basic pair. 

6.5. Price

· Adapt: prices to consumers by variable over heads and exchange rates.

· Standardise: it is important when transferring goods between subsidiaries, that the price of goods stays relatively the same as this helps relieve disagreements” optimising corporate profits and motivating home and international divisions” (Doole, & Lowe, 2012). Specsavers can also easily benchmark profitability of regions with variables being equal. 

· Adapt: Payment type in India is predominantly cash on delivery(Statista, 2019). This will ultimately lead to cash flow problems, with the added cost of chasing payment. Procedures need to put in place to ensure there are substantial liquid assets to cover short term operations. 



6.6. Process
· Adapt: Same Long-term Orientation score as the UK. Time is not as important as the UK though, so issues on effective convergence of time sensitive processes maybe an issue, such as effective clinic coordination (Hofstede Insights, 2019).
· [bookmark: _Hlk7362010]Instore: Adapted: Customer Engagement practices to fit customer cultural and social norms.



Conclusion
Despite complications, cost and uncertainties arising from Specsavers establishing itself in India, to truly become a global MNE, Specsavers requires to venture out of the relatively safe developed markets where it shares similarities such as customers norms and values and diverge into emerging markets. From market analysis India is an obvious choice, where economic growth has surpass predicted down turns as experienced in China. The lack of direct competition also, compared to the likes of America make the market full of opportunity, which competitors such as Grand Vision have failed to exploit. It must be noted this is still no guarantee of success. Risk factors such as the lack of professionally skilled human resources and relatively small but growing middle class, will mean that the costs of establishing full retail and service in India too costly at this present time. Manufacturing as a means of entering the market is also unwise. Specsavers though should take the exporting route, forming a strategic alliance with independent competitors, providing them with innovative technology in trade for stocking Specsavers brand frames. This will issue that when the time is right, Specsavers can expand fully into the country, having established brand presence and contributing to the local skills it will need.













Recommendation

	· Short Term (1-3 years): Export products to Indian consumers, - costs of professional HR are too high for market

· Focus promotion on areas of high income, where skilled industries exist. 

· Develop CSR policies and programs for Indian, though being conscious of ethnocentric views

· Medium Term (3-5 years): Partner with The Association of Schools and College of Optometry in India (ASCO-India) to influence the training, increasing the available HR, making it more economical to source relevant skills needed for operating in India.


· Long Term (5-10) years: look to making India a production hub, not advisable until infrastructure has improved in the region.

· Set strategic goals where managers can benchmark the companies progress into entering and functioning in the chosen country. With option to exit and clear benchmark of when to.

· Develop exit strategies which would lead to relatively painless exit of a market while minimising the damage done to stakeholders. 
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