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[bookmark: _Toc237289824]Section 1: Globalized Business Environment: Entering International Markets
[bookmark: _Toc237289825]Introduction 
Primark is the value-fashion business of Associated British Foods plc (ABF) and had 486 stores in 19 countries in Europe and North America by 2025-26, with plans to increase this to 530 stores globally by the end of the financial year 2026 (ABF, 2022; Primark.com, 2022). This had a retail contribution of around £9.5 billion (~$12.35 billion) in FY2025, representing around 60% of ABF's group operating profit (Fibre2fashion.com, 2025).
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Figure 1: Primark 
Source: (Moin, 2025)
Given this scale, Primark has not yet entered the Latin American market. Brazil is the fifth most populous country in the world and the biggest apparel market in Latin America, a white space country. This report provides a critical analysis of the Brazilian context and why it might be considered by Primark as its next target market, its global strategy, the attractiveness of this target market, and an adequate entry mode.
[bookmark: _30z0zfptcg17][bookmark: _Toc237289826]1. Organizational Classification and Global Strategy
[bookmark: _Toc237289827]1.1 Bartlett and Ghoshal’s Integration-Responsiveness Framework
In the context of this explanation, Bartlett and Ghoshal's integration-responsiveness framework is utilized, where a multinational strategy is mapped on two axes: the pressure for global integration (efficiency, standardization) and the pressure for local responsiveness (local adaptation to tastes and so on) (Pudelko, 2023). In terms of this model, Primark is toward the "Global Strategy Quadrant" although there are clear international (or lean) elements, which are not high enough to be considered "global" as Zara's owner, Inditex (Eisenberg, 2019). The value proposition of Primark, which is extreme price leadership with centralized buying, limited variation in its one global product line that changes only on a seasonal basis, and standardized store formats, is replicated with very few variations in all of the 14 markets in which it sells (Virdi, 2025). This uniformity gives rise to significant scale economies in sourcing, logistics, and merchandising, in line with Verbeke's argument that firms choosing to follow a global strategy select for integration (to reap home country and firm advantages across markets) rather than pursuing costly local adaptation market by market.
In parallel, certain degrees of market sensitivity are present in Primark, but they are not so extreme; minimal changes will be made in products for temperature and measurement standards, and the location selection for the stores is quite careful where the other department stores are struggling in the region (Norman, 2023).
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Figure 2: Ghemawat's ‘AAA’ Framework
Source: (Fischer and Roy, 2020)
As proposed by Fischer and Roy (2020) and in light of Ghemawat's "AAA" (adaptation, aggregation, arbitrage) triangle, this hybrid pattern can best be described as an aggregation dominance strategy, namely one that maximizes aggregation scale and scope while issuing mere selective adaptations and arbitrages of the cross-border price and/or cost variety, typical of cross-border firms, in a limited way.
[image: ]
Figure 3: CAGE Distance Framework
Source: (Cuofano, 2020)
The complementary CAGE distance framework (cultural, administrative, geographic, and economic distance) is instructive here (Judijanto, 2025): Primark's historical expansion has systematically moved towards low-CAGE-distance markets, such as the UK and Ireland and later the United States, where currency regimes, legal systems, consumer tastes, and geographic proximity to its sourcing and logistics network are comparatively close to its home base. Comparatively, Brazil scores materially high on all the CAGE dimensions: use of a different language and legal traditions, significant geographic distance from Dublin/Reading and Primark's Asian supply base, and a lower-income, currency-volatile economic context than Primark's core markets (Supplychainmovement.com, 2020).
[bookmark: _Toc237289828]1.2 Global Configuration of Primark
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Figure 4: Porter’s Generic Strategy
Source: (Nanyangwe and Phiri, 2021) 
Fundamentally, Primark's global system intertwines with its supply-chain system (Lu, 2023): Primark's manufacturing takes place in low-cost sourcing hubs across South Asia and Southeast Asia, coordinated through its centralized buying office, Ireland (Dublin and Reading), enabling it to maintain gross margins while retail prices remain 30–50% below most competitors (Dean, 2026). In terms of Porter's generic strategy typology, this configuration reflects a direct source of competitive advantage as Primark is striving towards industry-wide cost leadership as opposed to differentiation and has an exceptionally asset-light growth (Ekren, 2026). Primark is bucking the trend of H&M and Zara by selecting not to launch e-commerce as a core option but rather as a supporting service, aligning with Kupfer, Marchand and Hennig-Thurau's (2024) insight that value retailers are no longer primarily focusing on digital expansion but on physical reach. It also implies that, unlike the digitally native fast-fashion players, from an operational perspective, Primark and other brick-and-mortar brands cannot undertake a low-cost “test” of a market by selling via cross-border e-commerce before opening a physical store, with each new country requiring “full fidelity” of investment in real estate and inventory from the beginning; thus raising the stakes and rigour of the entry-mode decision discussed in Section 3.
Standardization, low-cost sourcing, and store-led growth has given rise to a resilient international footprint: Primark did around £9.5 billion (~$12.35 billion) in retail sales in FY2025 and continues to make up about 60% of the group operating profit as ABF moves ahead with plans to transform the company into a separate listed entity by the end of 2027 (ABF, 2022). Recent trading, though, has been weaker: total group sales delivered around a 1% like-for-like negative in early FY2026, inclusive of strength on the back of resilient UK trading, which covered several regions that saw like-for-like declines which management has specifically pointed out, including continental Europe, as being the key driver for the 4-5% sales growth per annum it anticipates will come from new-store openings in the future. This new-country, new-store obsession and its ability to generate scale and returns that will enable Primark to have the capital to invest in new markets illustrates its strategy in seeking out new-market areas, like Brazil, to ensure the story of growth will continue to drive its post-demerger equity price.
[bookmark: _p12tzyc03428][bookmark: _Toc237289829]2. Macro-Environmental Appraisal and Market Attractiveness
[bookmark: _Toc237289830]2.1 Host Country Analysis 
However, the external environment of the host country needs to be interrogated, as the factors most material for a value-fashion retailer's market entry decision are political and regulatory stability (which will affect the rollout of stores and FDI in general), macroeconomic conditions (which will affect consumer spending power), the legal and fiscal regime (which will affect importation and retailing), and cultural distance (which will affect consumer behaviour and organization fit) (Kusi, Gabrielsson, and Kontkanen, 2021). While not exhaustively discussing all the PESTLE dimensions, the analysis below is intentionally more focused on the factors that most directly impact Primark's commercial model, namely a model based on imported, centrally sourced finished goods that are sold in large-format physical stores at very low prices where a small increase in landed costs or regulatory friction can reduce the cost leadership that the brand is built upon. This PESTLE analysis of Brazil is summarized in table 1.
The political landscape, in turn, Burrier (2020) wrote, "Brazil's federal structure and tradition of coalition government have historically led to volatility in policy, while foreign retailers have, at times, identified the unpredictability of tax rulings and foreign exchange policy as an operational risk. However, now the political context in which the decision window for Primark might occur is far more stable: the current government has been committed to fiscal discipline and has started considering re-engaging with bilateral and regional trade liberalization, most notably the EU-Mercosur Association Agreement, which was long in negotiation, and political ratification of it would have a significant impact on the tariff wall that an EU-based retailer like Primark faces.
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Figure 5: GDP in current prices worldwide from 1995 to 2026
Source: (Statista.com, 2026)
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Figure 7: Brazil Fast Fashion Market SIze (2022-2034)
Source: (Morgan, 2025) 
The economic scale of Brazil can't be ignored, as Statista.com (2026) reported it as the largest economy in Latin America, and the fast-fashion market alone is estimated to be valued at US$6.4 billion in 2025, with a projected CAGR of 10.7% and expected to reach more than US$16 billion by 2034, surpassing that of the more established markets, such as Western Europe, in which Primark primarily places its store estate by more than a factor of two (Morgan, 2025). This is counterbalanced by a legal and fiscal landscape often referred to as the "Custo Brasil" (Brazil Cost), characterized by a multi-level tax system including federal, state, and municipal taxes (ICMS, IPI, and PIS/COFINS); import taxes, which can be up to 35% for finished apparel; and onerous labour and consumer protection legislation, making it both costlier and more complex for brands to enter the direct market. These legal-fiscal factors dovetail into Primark's model of cost leadership, a model which is all about making thin margins per product, increases in tariffs and taxes therefore hit the business hard compared to those of premium or differentiated brands, which can absorb these costs and charge a higher price tag.
	Factor
	Analysis

	Political
	Brazil's federalism and coalition government are sources of policy incoherence, but Lula's post-2023 administration has been macro-fiscally orthodox and has reverted to a more liberal stance on trade, with a new pro-acceptance of the EU-Mercosur Free Trade, which, upon ratification, would reduce materially the tariff barrier against EU-based retailers like Primark (Spilimbergo and Srinivasan, 2019).

	Economic
	The country is the largest in Latin America in terms of GDP (over US$2.1 trillion), and with a slowing growth to around 2.0-2.4% real GDP growth estimates in 2025-26, the retail market is valued at approximately US$231 billion in 2025 and is forecast to grow at a CAGR of 5.4% until 2035, while the domestic fast-fashion retail market is valued at roughly US$6.4 billion and is estimated to triple by 2034 (Morgan, 2025; Bricsci.com, 2025).

	Legal/Regulatory
	Directly compromising the centralized non-local sourcing model adopted by Primark, the high import tariffs (often 35% or higher on finished clothing) and the complicated tax structure comprised of ICMS/IPI/PIS-COFINS (Brazil's 'Custo Brasil') add to the cost of imports and their legal intricacies.

	Cultural/Social
	Compared with the UK, Brazil has significantly higher scores on power distance and uncertainty avoidance and a lower score on individualism (as measured by Hofstede, see Figure 8), which indicates that risk-averse regulatory compliance, hierarchical relationships, and dealing with suppliers on the basis of such relationships are more important in the retail environment in Brazil than they are in the UK, where Primark originated.


Table 1: PESTLE Analysis of Brazil; Factors Relevant to Primark's Entry
Source: (Self-Created)
Table 2 quantifies these cultural distances based on Hofstede's six-dimensional framework (Zheng et al., 2025), with this still being one of the most commonly used models to measure "psychic distance" for international retail expansion. Cultural distance directly affects Primark's business model in at least three ways. In addition, Brazil scores high for power distance (69 against 35 in the UK), suggesting that contracts in Brazil are more hierarchical and personal, with implications for the speed and cost of Primark negotiating large-format retail stores, the backbone of its store-based model, which it does from its buying hub in Dublin, Reading. Second, Brazil has a relatively low score of individualism (36 compared to 76 for the UK), indicating a more collectivist, relationship- and family-driven culture, where brand trust might be more likely to be developed via word-of-mouth, social proof, and community reputation than through price-driven, self-determined shopping, which much of Primark's marketing campaigns in its own markets assume. Third and most important for market-depth risk, Brazil's high Uncertainty Avoidance (UA) score (76 compared with 35 in the UK) indicates a market that values formality (process-based) of both regulators and contracts, legal accuracy, and risk aversion, reinforcing the level of legal and fiscal complexity identified in Figure 8 and suggesting that Brazilian counterparties, landlords, tax authorities, customs officials, as well as consumers will look for a certain level of procedural rigour, which a lean and centralized European buying operation does not naturally support.
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Figure 8: Hofstede Cultural Dimension Scores
Source: (The Culture Factor Group, 2025)
[bookmark: _f4d9nc3eyhp7][bookmark: _Toc237289831]2.2 Synthesis: Dunning's Eclectic (OLI) Paradigm
[image: ]
Figure 9: Eclectic Paradigm
Source: (CFI, 2022) 
Dunning's paradigm of eclecticism can be used to synthesize all of the above findings related to the environment and cultural context, as it remains, as Cruz et al. (2020) highlighted, "a powerful and robust framework for examining contextually specific theories of foreign direct investment and international production" that have been around for over 30 years. Initially the OLI paradigm suggests that a firm will undertake FDI only if it has ownership-specific advantages (O), the host location offers location-specific advantages (L), and the internalization of the transaction is superior to either licensing or arm's-length trade (internalization, I). Recent uses of the framework for MNC entry into retail markets in emerging markets suggest its ongoing applicability to consider firm, location, and transaction fit at the same time and not sequentially (Rahman et al., 2018).
As summarized in Table 2, in the case of Primark–Brazil, Primark offers strong ownership advantages: an internationally recognized value-retail brand with a Gen Z/price-sensitive consumer presence in a market where it has not yet been; an unmatched sourcing scale, based on decades of strong relationships with suppliers; and a unique store format and merchandising playbook that has been repeatedly and successfully replicated across 14 markets (Norman, 2023). The transferability of these assets is also reasonably good, as they are the sorts of intangible and transferable assets that Dunning identified as ones that are likely to confer ownership advantage, and they are not necessarily bound to a particular country; they are corporate assets associated with the firm.
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Figure 10: Brazil Luxury Fashion Market Overview
Source: (Imarcgroup.com, 2024) 
Location is mixed to favourable. Brazil has a very large, young, and fashion-engaging consumer base and a rapidly expanding clothing market; the fast fashion market is projected to reach a compounded annual growth rate (CAGR) of 3.65% by 2034, more than double the forecast rate of growth based on Primark's established consumer base in mature Europe, while the costs for running shops locally are relatively low, and the domestic retail real estate market is experiencing significant commercial real estate contraction due to the demise of several department store brands (Imarcgroup.com, 2024). Such location pull factors, however, are mitigated by push factors: landed cost is higher due to high import tariffs; logistical distance from Primark's core manufacturing base in Asia increases lead times and working-capital requirements compared to distribution across Primark's euro and sterling distribution base, and in Brazil the real (BRL) currency volatility introduces margin risk, which, to a greater extent, is absent from Primark's core markets across the euro and sterling.
As is the most important outcome of the OLI analysis for the entry-mode decision to follow (Section 3), internalization advantages are the weakest leg of the triad. Internalization theory takes account of the question of whether it is more efficient for a firm to have its own wholly owned subsidiary or to license, franchise, or contract with a local partner to exploit its ownership advantages. However, Primark's ownership advantages are mainly based upon its centralised buying, its brand format, and the merchandising discipline, which are relatively easy and low-cost to transfer, unlike certain technologies or patents, which would not be afforded to its external partners due to this geographical location/ownership and cultural similarities with its main European countries, making the case for the wholly internalisation of its Brazilian operations much lower. Thus, from the perspective of the OLI theory, Brazil is a market where Primark's ownership advantages are high, its location advantages are strong (although partially compensated by potential tariff and currency risk) and its internalization advantages are relatively low, leading towards a non-equity or shared-equity model rather than full ownership.
This recent discovery is also corroborated by recent developments in the eclectic paradigm, which state that in institutionally distant, tariff-protected emerging markets, the internalization calculus relies not only on the ownership but also on a firm's previous regional experience (Cruz, Floriani and Amal, 2020). While Primark has been found in the United States for a decade, it has not previously operated in Latin America anywhere, notwithstanding its many decades of know-how and learning across Europe, which enabled it to leverage its world-class global supply chain to conquer that market. As per the results of Floriani and Amal's (2020) version of the paradigm, which is a refinement of Linzy and Doole's arguments, limited regional experience will increase the effective transaction cost of direct entry as the firm will not have access to an existing pool of managerially transferable knowledge from other region, supporting the key takeaway of the OLI paradigm; a start-up entry mode will likely be shared-risk in the case of Brazil, a shared-risk entry mode alongside a full-ownership mode, is the more defensible choice, despite the former being Primark's default mode globally.
	OLI Element
	Assessment for Primark–Brazil

	Ownership (O)
	Well recognised for value fashion brands across the globe; A centralised buying power; Low-cost store build proof of concept model; no proven local competitor brand equity to beat.

	Location (L)
	A large youthful population and growing middle class; fast-fashion market projected to expand at ~10.7% CAGR (2025-2034); import tariffs and high rates of 'Custo Brasil', long lead times from Asian factories; and real (BRL) currency risk (Morgan, 2025).

	Internalisation (I)
	Contractual/partnership requires less exposure to regulatory and tax risks; weak to moderate case for full ownership due to high cultural/legal distance, and Primark had no prior experience of the emerging markets other than the Middle East franchise model (Riaño, 2025).


Table 2: OLI (Eclectic Paradigm) Assessment of Primark's Potential Entry into Brazil

[bookmark: _sded5bkwhboi][bookmark: _Toc237289832]3. Entry Mode Strategy and Strategic Synthesis
[bookmark: _Toc237289833]3.1 Historical Pattern Recognition
In the past, Primark's entry into the market was primarily through an organic, fully-invested strategy, which involves investing in the company's own branded outlets rather than joint ventures, franchisees or acquisitions (Primark.com, 2026). This is a reflection of high control and high commitment to markets according to the Uppsala internationalization model, where the company's expansion to the different markets follows an incremental strategy, involving geographic, cultural and institutional proximity to the original market before risking resources to more distant markets (Johanson and Vahlne, 1977, Arvidsson and Arvidsson, 2020). Like the Uppsala 'establishment chain' for manufacturing companies (Roberts, 2019), Primark's sequencing (UK and Ireland, then Iberia and continental Europe, and only most recently Central/Eastern Europe, including Poland, Slovenia, and Czechia) is ‘exporting-then-subsidiary' with a small change: the first phase is ‘store-led retail'. 
The key exception to this pure-owned formula was seen in Primark's idea of engaging in franchise partnerships in culturally and institutionally different, riskier markets; most prominently, the one with the Kuwait-based Alshaya Group throughout the Middle East (Tradingview.com, 2025). There's a direct application to learn from this precedent, which delegated prime property negotiation, regulatory rigour, and operating risk in an environment where a wholly-owned expanded operation was deemed too political risk, to a capital-light locally embedded partner model. Wholly owned markets are markets with low psychic distance, and franchised ones are markets with high psychic distance, being exactly the pattern the Uppsala model would suggest and being directly relevant precedent when evaluating Brazil, which scores closer to the former markets Primark has invested in, on each of the CAGE and Hofstede measures in Sections 1 and 2.
[bookmark: _Toc237289834]3.2 Strategic Fit and Justification
Table 3 tests each of the four potential entry modes in Brazil with the following variants of the criteria outlined in the brief: risk exposure, resource commitment, control versus flexibility, and strategic fit in the long term. Brazil's high level of asset specificity and the prohibitive cost of external contracting (via tariff scheme, tax complexity, and currency volatility) in the Brazil case support the aspects of transaction cost economics that predict that firms internalize transactions when the specification of assets and the cost of external contracting are high but employ hybrid or contractual forms when the uncertainty and behavioural risk are high. Primark's key assets; brand, buying relationships, and understanding of how to run stores are not very specific to any one Brazilian counterparty, so the transaction-cost rationale for insisting on complete ownership is weak, the bigger risk is in uncertainty relating to the environment, where the risk of uncertainty equals to a hybrid governance structure.
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Figure 11: Resource-Based View
Source: (Jurevicius, 2023)
This finding is confirmed from another perspective, the RBV (Mailani et al., 2024). The VRIO logic (valuable, rare, inimitable, organizationally embedded) would postulate that a company should keep under its control activities based on valuable and rare resources, while it is beneficial to change over to contracting out activities without such resources to the company. The key resource that Primark has is centralized buying and brand-format replication; their purported local market experience, legal and tax prowess, and government relations are not something they need. This is similar to the entry-mode framework developed by Lu, Karpova and Fiore (2013), which categorises the factors involved in the choice of entry modes as three groups: firm-specific (high asset specificity, high brand equity, adequate financial capacity, and international experience); country-specific (high country risk, high cultural distance, no government or tax restrictions); and market-specific (high market potential, high market competitiveness). firm-specific factors favouring ownership and country-specific factors with high country risk, high cultural distance and a restrictive government and/or tax policy dominate the choice for Primark's first-time entry to Latin America, where the company had little or no prior experience.
An equally important consideration is the counter-argument in favour of an 'all or nothing entry' in line with a balanced and critical line of thinking. Primark would also be able to control the rollout of stores, both for the pace and location, ensuring that the brand experience and pricing structure are maintained as they are across Europe, avoiding the dilution of margins that would result from the asking of franchise fees and maintaining control over rate negotiations, which have been key to the company picking prime real estate for ideal Primark stores. Also, as noted by Reckendrees, Gehlen and Marx (2022), using local partners can in turn lead to information asymmetries and agency risk, as the local partners’ interests in making their stores profitable (short-term goal) might clash with the parent's interests in protecting its brand equity (long-term goal). 
	Entry Mode
	Risk
	Resource Commitment
	Control vs Flexibility
	Strategic Fit for Brazil

	Wholly owned subsidiary (Primark's default mode)
	High: full exposure to tariff, tax and currency risk
	Very high: capital for stores, logistics, compliance
	Maximum control, low flexibility
	Weak in the short term; mismatched to high cultural/legal distance

	Master franchise (Alshaya-style)
	Low-moderate: risk transferred to local partner
	Low: partner funds stores and working capital
	Lower control, high flexibility
	Strong: mirrors Primark's own precedent for distant markets

	Joint venture with local retailer
	Moderate: shared risk and reward
	Moderate: shared capital
	Shared control, moderate flexibility
	Moderate: useful for navigating ICMS/tax complexity but dilutes standardisation

	Wholesale/licensing
	Low
	Very low
	Very low control, high flexibility
	Weak: inconsistent with Primark's brand-experience-led store format


Table 3: Comparative Evaluation of Entry Mode Options for Primark in Brazil
Source: (Self-Created)
[bookmark: _Toc237289835]3.3 Conclusion and Recommendation
The foundation of Primark's global strategy is still one of aggregation and cost leadership: a reasonably standardized product, sourcing from Asia, and an asset-light, store-led strategy that takes a relatively less-adapted global approach focused on economies of scale. In markets all over Europe and the United States, this setup has proven to be effective over and over without being delivered in markets with high CAGE distance. Brazil is an entirely different story, however. The many pluses of this country are the vast number of young people and its booming fast-fashion market (expected to expand at close to 10.7% CAGR until 2034); however, these are counterbalanced by high cultural and administrative distances and high import taxes, as well as the “Custo Brasil” multi-layer tax regime and currency fluctuations.
One way to visualize the strategic implication is Dunning's OLI. Primark has high ownership advantages (brand equity, buying power, and store-format replication) but limited internalization advantages due to a lack of previous experience in the Latin American region and high transaction costs to deal with institutions in Brazil. Thus, the transaction cost and resource-based logic favour a hybrid, as opposed to a full ownership, transaction mode.
The preferred approach is to establish a master-franchise collaboration to be based on a similar model put in place by Primark in the Middle East and Alshaya Group. A thoughtfully chosen Brazilian partner would be responsible for capital investment, local real estate negotiation, regulatory compliance, and the day-to-day risk of operation, while Primark would manage brand standards, merchandising, and sourcing globally. This restricts downside risk and speeds up the market learning process and allows the ability to convert successful stores into full-time stores at a later stage when institutional knowledge and scale are present. A phased strategy (first stores in São Paulo and Rio de Janeiro, then a gradual expansion) is in line with the Uppsala incrementalism and reduces the liability of foreignness.


[bookmark: _Toc237289836]Section 2: Reflection 
· Concrete Experience
To create the Conclusion and Recommendations section of the Primark–Brazil international business assessment, I needed to combine the previous analysis of the organizational strategy, host country attractiveness, and entry mode options and make the judgments at the end, supported by the evidence. The challenge was to create around 300 words that accurately communicate Primark's aggregation-based global strategy while accounting for the scale and rapid expansion of the Brazilian fast-fashion market, combined with high CAGE, tariff, and institutional hurdles and complexities, and highlight the recommendation for a master-franchise opportunity based on the firm's aggregation approach with Alshaya. I started with a re-read of the entire report, pulled out the most significant points in regard to the Bartlett-Ghoshal, PESTLE/OLI tables, and the comparative evaluation of entry modes, and wrote successive versions for which opportunity matched risk and which were consistent with how the firm has behaved in the past; wholly owned entry in nearby markets and contractual entry in faraway markets.
· Reflective Observation
In making various copies, I noticed a few patterns. First, the desire to merely restate earlier portions was strong; each revision had to be more selective and ensure that the conclusion was moving forward and not simply replicating the argument. Second, there was some pain in the analysis around the tension between market attractiveness (scale and growth) and the lack of internalization advantages identified in the OLI analysis. I was originally inclined to go with the totally owned subsidiary, as it is what Primark normally does; however, the information on cultural distance, the risk of “Custo Brasil” and the lack of experience working in Latin America pushed the recommendation in favour of the less ambitious route of a franchise. From the context, I knew from myself how decisions are made; I was able to see how much confirmation bias trumps context-specific evidence in favour of familiar organizational routines. The text length was a challenge, as incorporating several frameworks into such a short word count also meant prioritising certain factors over others and a constant discarding of detail: ownership strength, location advantages, and the weakness of the internalisation framework were the key points.
· Abstract Conceptualisation
These observations became more articulate in the form of theories. The Kolb cycle itself got crystallized: the concrete experience of writing the conclusion, the reflective observation by me relating to my own biases, and the end conceptualization by me of why hybrid governance many times would triumph in high-distance emerging markets. All course readings and lectures about the Uppsala model reinforced the lessons of incremental commitment, while Primark's strategy of targeting markets first and starting out with franchising in the Middle East confirmed that the model was still relevant. The OLI paradigm was revisited in the recent applications, which ensured that strong ownership advantages do not necessarily result in full ownership as is the case when internalization advantages are weak (Amankwah-Amoah et al., 2022). The transaction costs theory and resource view also supported why Primark's key assets such as centralized purchasing and the format of the Primark brand can be secured in contracts, and local knowledge can be secured through a partner (Wan et al., 2022). Discussions in seminars and classes led me to explore the CAGE framework postulated by Ghemawat and Bartlett and Ghoshal's integration-responsiveness lens, which allowed me to think of Brazil as a high-distance market, where aggregation needed to be balanced with some selective adaptation through a local franchisee. Literature for reflective practice in business education also revealed advantages for critical thinking in the field of international business in relation to formal reflection mechanisms to assess internationally complex entry decisions (Elo, Torkkeli and Velt, 2022). Finally, efforts on non-traditional and hybrid entry modes highlighted that franchising can act as a bridge of real options instead of a loss of management control for good (Brouthers et al., 2022). These ideas combined themselves to create an integrated decision logic out of previously stand-alone analytical tools.
· Active Experimentation
The learning generated by this cycle will influence practice. In later reviews I will start the synthesis earlier, making a 1-page ‘decision matrix’ of entry modes against the determining OLI and CAGE factors, then write the prose text; this should minimize the iterative process seen here. In my analysis of real or case-based expansion opportunities, I will intentionally explore the original "default" preference for high control modes in the light of institutional distance and preceding regional experience, using the franchising or joint venture modes as first rather than second choice options. I plan to use Kolb's cycle more deliberately in group work. After the completion of every big analytical phase, the group will stop and do a structured reflection and then go to the conceptualization and recommendation phase. Foreignness and the importance and value of local complementary assets in course material have forever changed a previous belief that having scale and a strong brand in the emerging markets was enough for full ownership. The Primark–Brazil exercise therefore reminds me of two things: first, how valuable multi-framework analysis is; and second, how dangerous it is to apply home-market practices to very distant institutions.
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The CAGE Distance Framework was developed by management strategist Pankaj Ghemawat as a
‘way for businesses to evaluate the differences between countries when developing interational
srategles. Therefore, be able to better execute a business strategy at intemational level.

Economic
Distance





image5.png
Markets where business competes

Broad Narrow
] Cost
8 ’ Cost Focus
o Leadership
T
7}
-
E £
o c
2 2
5 ¢
8 a
4
=1
°
A




image6.png
Gross domestic product
(GDP) In current prices in
million US. dollars

3,000,000

2,000,000

1,000,000

== Saint Lucia == Dominican Republic
== Puerto Rico - Peru

o« Panama &= Brazil

o= Paraguay o= Argentina

o= Belize == Bolivia

~o- Barbados. &= Nicaragua

&= Uruguay -l

A23V




image7.png
Brazil Fast Fashion Market Size (2022-2034)
18,000
1614853
16,000

14,000

12,000

10,000

8000
641632 Mn

6,000

4,000

2,000

0

202 2023 2024 2025 202 2027 2028 2029 2030 2031 2032 2033 2034

Brazil Fast Fashion Market




image8.png
Power
Distance

United Kingdom

76
69
49
35 36

66

Motivation
. - towards
Individualism .
Achievement and

Success

76
60
35
I 28

Uncertainty
Avoidance

69
59

Long Term

) . Indulgence
Orientation




image9.png
Ownership advantage No
competitors?

Locational advantage
in foreign country?

Advantage from
internalizing
production?




image10.png
Brazil Luxury Fashion Market Forecast

Size, By Product Type, 2025-2034 (USD Billion) II I .qrc

TRANSFORMING IDEAS INTO IMPACT

6.3
3.65%
Market CAGR
(2026-2034)
. I I I I
2025 2026 2027 2028 2029 2030 2031 2032 2033
m Clothing and Apparel m Footwear Accessories © Gopvreht

IMARC Services Private Limited 2026




image11.png
Resource-based view

relies on resources

Tangible Intangible

that must be

Heterogeneous Immobile

and have VRIO attributes to become.
v

VRIO resources
T
that provide
v

Competitive advantage





image1.png
Prifysgol Cymru

Y Drindod Dewi Sant
University of Wales
Trinity Saint David





image2.png




