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Executive Summary 
Patagonia Inc. are a clothing and gear brand that specialises in garments for use in outdoor sports and activities. They are widely known for their high quality, high price, and long-lasting products but what they are most known for is their persistent approach towards environmental sustainability and doing what’s right for the planet. This ethos guides their marketing strategy and is evident throughout all their actions.  
The aim of this report is to provide information surrounding Patagonia’s current marketing strategy, focusing on elements such as their marketing mix, the target market, marketing media and their macro and microenvironment. How these have shaped and influenced their marketing strategy has been discussed in depth and supported by a wealth of literature in the form of journals, online articles and printed publications. This built upon an initial environmental audit of the company which was carried out through a PESTLE analysis, the adoption of Porters 5 Forces Model and a Marketing Audit Tool. 
The way in which Patagonia have segmented their target market and positioned themselves within the industry has resulted in high sales, strong brand loyalty and an excellent reputation however also highlighting that Generation Z were not targeted which could potentially imped the company’s future growth. It was identified that Patagonia are under performing in online sales and receiving mixed reviews regarding their website and engagement on the majority of social media platforms. Where they are commended is on their continued work surrounding environmental sustainability and how this is reflected in their marketing campaigns. 
Following the analysis, conclusions were drawn, and a suggested marketing plan has been created following the SOSTAC model. This plan demonstrates where Patagonia is now, where they need to be and suggested ways of how they are going to get there. It incorporates ideas such as repositioning within the market, a differentiated marketing strategy to target different segments of consumers as well as improving and increasing their online sales and social media presence. This will enable them to remain relevant in the digital market and to be able to actively compete with other brands and target other generations of customers. 
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[bookmark: _Toc107238865]1.1 About Patagonia Inc. 

Patagonia Inc. is an American outdoor clothing and gear brand which is suitable for a range of different sports from climbing to fishing and is available worldwide (Morin,2020). It is privately owned by Yvon Chouinard; a lover of outdoor sports and a strong advocate for protecting our natural world. The brand known as Patagonia was founded in 1973 but it’s initial inception as Chouinard Equipment began in 1965 and from here their journey has continued to evolve (Fat Buddha Store, 2022). Globally, they are known for their strong environmental and sustainable ethos and practices and are often described as ‘one of the world’s most active and responsible brands when it comes to caring for people and the planet’ (Fat Buddha Store, 2022). 

Patagonia set the benchmark for any company striving to be environmentally conscious and sustainable within the retail industry. This report does not suggest that there should be a move away from their successful and responsible model but to take a closer look at Patagonia’s current marketing strategy and identify options for improvement and expansion in the future. 

[bookmark: _Toc107238866]1.2 An Overview of Patagonia’s Marketing Approach

Fahy and Jobber (2019) describe marketing as an essential activity both inside and outside of business. Additionally, what goes on around us plays a significant role in shaping a company’s behaviour and how they interact with their consumers. Marketing is an activity that is fairly fluid and requires a variety of resources in order to be effectively implemented. Errington (2021) categorises marketing resources as tangible and intangible.  Tangible resources include money, staffing, information systems and customers whereas intangible resources refer to items that are not physically seen such as knowledge, expertise, branding and organisational culture. These can be demonstrated in Appendix 2 and 3. What is evident about Patagonia’s approach to marketing is that it is not their number one priority and aside from some of their more memorable campaigns, they do not take partake in many other forms of advertising (Rogers, 2018). Instead, they use their marketing strategy to build a community of people, share values and encourage environmental protection. It is guided by purpose and follows a common theme of the 5 R’s – Reduce, Reuse, Repair, Reimagine and Recycle (Deshmukh, 2021). 
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Performing a PESTLE analysis (Appendix 1) and adopting the use of the Porters 5 Forces Model (Appendix 2) and Marketing Audit Tool (Appendix 3) allowed for a thorough initial assessment of their current marketing environment and for a detailed understanding of their Macro and Microenvironment to be gained. 

The Microenvironment includes aspects of the business such as customers, suppliers and competing brands within that industry. These impact upon your specific area, and where the company can influence the most (Appendix 2). Whereas the macro environment (Appendix 1) refers to the wider picture and considers aspects that also affect others. This includes demographic changes, technology, law and political issues (Sherman, 2020). These are changes that a business should be continually observing as they can have a direct impact upon the success or failure of the company (Jobber and Ellis-Chadwick,2019). 

The detail obtained from the models surrounding Patagonia’s Macro and Microenvironment provides an insight as to how Patagonia’s marketing strategy has been shaped. From this, it has been recognised that Patagonia are based within an industry that is saturated with brands all offering similar type products and sometimes at a much lower cost. By reducing their number of suppliers, it has subsequently disabled them from being able to amend their pricing points.  Their loyal customer base is where their strengths lie, and this has been maintained long term. Politically, legally, socially, and environmentally there is pressure and encouragement towards ethical and sustainable practices which fully supports Patagonia’s marketing decisions and core values. 

The analysis of their macro environment (economic) highlighted a particularly apt issue as following the Covid-19 pandemic, many families are now impacted by a cost-of-living crisis which is subsequently influencing purchasing habits (Reid,2022).  For Patagonia, this could be viewed in either a positive or negative light where on one hand individuals may not be able to afford the high price tag associated with their items but on the other hand by minimising purchasing, it would align with their strategy of changing consumer behaviour of buying one item and fully maximising it’s use. As previously referenced, it is highly unlikely that Patagonia are unable to alter their pricing points unless the number of available suppliers increase. This price pointing is opposed by Petro (2022) who argues that there should not be a higher cost associated with sustainable products but agrees it is an area for development in the future. By successfully identifying this, it would lead to success for the company (Camilleri,2018). 
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As a result of the intended purpose of their clothing, the current primary target market is those individuals interested in outdoor pursuits but also those whose environmental values and beliefs align with theirs. This was evidenced during an audit conducted on the brand in 2014 which also illustrated a customer base of individuals between the ages of 18 and 35, men and woman and those who have access to disposable income (Sublett, 2021). Segmenting the market this way has since resulted in high sales, exemplary brand loyalty and a strong following of customers.  However, Hepburn (2013) raised that their sales now also indicate that their customer base is changing, and items are being purchased beyond the intended user group.  

It was identified that they are not positioned to fully target generations such as Generation ‘Z’ who can be defined as individuals who were born post 1995 (Francis and Hoefel,2018). Research recommends that any business who are centred around sustainability should be inclusive of Generation Z (Petro,2022). This advice is strongly supported by Wessel (2022) who stated that if you are a product-based business such as Patagonia then this generation should be targeted. Other studies reveal that this particular demographic are keen to purchase green products, adopt environmentally sustainable practices and positively encourage others to do the same (Lee, 2020). This suggests the potential further success that Patagonia could experience should they expand their marketing mix. In order to achieve this, intangible repositioning would be required which involves keeping the product the same but looking at a different market (Jobber and Ellis-Chadwick, 2019). 

Consideration of both green and non-green customers

It seems that Patagonia’s marketing is currently designed around targeting green consumers by resonating with individuals with similar values. Barbarossa and De Pelsmacker (2014) describe green consumers as those who use the environment as a reason for engaging in a particular way or purchasing a certain product. The analysis illustrates that Patagonia is a strong advocate for other environmental agencies (Patagonia Inc.,2022) which is an action that White, Hardisty and Habib (2019) suggest as a great way of targeting green consumers; a good practice that Patagonia have already adopted. 

Limited marketing towards non-green consumers was highlighted on their Patagonia website. Non-green consumers are defined as individuals whose purchases are driven by different reasons other than environmental reasons (Barbarossa and De Pelsmacker, 2014). Further segmentation of the market would beneficial here to gain a detailed understanding of their buying behaviour as you could determine an individual’s needs. It would identify how best to be able extend their user group and communicate with them in the most effective way (Jobber and Ellis-Chadwick, 2019). This is also supported by Barbaraossa & De Pelsmacker (2014) who feel that this would be an effective criteria to segment customers. 

Another strategy which Patagonia has adopted is sharing the negative environmental impacts of producing garments and whether this is unintended, it is a good strategy in targeting both green and non-green consumers. This was proven in a study by Munerah, Koay and Thambiah (2020) who explored the purchasing of green beauty products, and by utilising this tactic it positively influenced the non-green consumers to start using green beauty products. 
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The knowledge obtained from the initial environmental audit and this analysis forms part of the marketing mix which is comprised of the 7 P’s – Price, Product, Promotion, Place, Process, Physical Evidence and People. By identifying these key business activities, it allows a company to be fully informed about the actions and decisions they are making (Fahy & Jobber, 2019). It is also important to consider that these elements are not fixed and can be reviewed at any point. Ideally, it would be recommended that the marketing mix is reviewed regularly to ensure it is relevant and up to date. The marketing mix for Patagonia is illustrated below in Figure 1. 
[image: Diagram

Description automatically generated][bookmark: _Toc107333722]Figure 1












[bookmark: _Toc107238871]



2.4 Marketing Media & Their Success 

Campaigns and Messaging 
To target their consumers and market, Patagonia utilise a consistent way of communicating and engaging with their customers. Their messaging is consistent, they have retained their branding and logo throughout their lifecycle and have always remained transparent regarding the production of their products.  They have created some extremely innovative and unique campaigns such as 2016’s Black Friday where they promised to give all the revenue generated to groups aimed at protecting the environment and the ‘Don’t Buy this Jacket’ (Deshmukh,2021) as seen in Figure 2. This campaign was in response to consumerism which Kotler (1971, p.49) defines as ‘a social movement seeking to augment the rights and power of buyers in relation to sellers’. 
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The message of anti- consumerism is apparent across interviews, their website and other instances of engagement with their customers. Kotler (1971) stated that those who use this approach are likely to reap the rewards. The result of both campaigns accurately reflects this statement with both campaigns going beyond anticipation and increasing Patagonia’s sales by a significant 30% (Deshmukh, 2021).  The intended purpose of this campaign was to discourage individuals from buying large numbers of clothing and to only buy what was needed (Allchin, 2013). This unconventional campaign of sharing all the reasons to not purchase a product is rarely adopted and could be described as a strategy known as ‘de-marketing’ which is where organisations discourage consumers from buying (Law,2016). This can also often be used as differentiation strategy (Gerstner, Hess and Chu, 1993) or on the contrary, Hepburn (2013) shares that this could be viewed by some, as double greenness, where individuals are buying into something that Patagonia are trying to move away from. This is a fine line that Patagonia need to be aware of when launching campaigns similar to this. 

Digital Marketing Methods 
Patagonia host a main company website as well as Facebook, Instagram and Twitter accounts however despite this they still struggle to increase their online sales (Business Strategy Hub, 2020). This poses the question over whether Patagonia’s lack of social media presence will inhibit them from growing any further as a company. All businesses should be recognising the impact, whether that be positive or negative that social media is having on their business. An article by Brannon (2022) found elements of their website to be useful, however it lacked interactivity and engagement from consumers or other companies. The benefits of interacting with others is discussed by Jobber and Ellis-Chadwick (2019) who advised that the higher the number of people that are included within the social media community, the higher the likelihood that they will interact which subsequently results in a much more interesting experience for all involved. 

Countering some of the negative findings, some feel that Patagonia’s approach to social media is positive, in that they utilise a variety of platforms, different accounts for different locations in the world and they use photographs produced by their customers on their website to increase community spirit and a sense of belonging to the brand. It is clearly demonstrated that people are loyal to the brand and not the product (McGowan, 2019). 

A recent YouTube video (Exposure Ninja, 2022) took an in-depth look at their approach to social media and website and their main findings have been summarised below in Figure 3. It provided a balanced viewpoint and reflected the opinions of both McGowan (2019) and Brannon (2022). 
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From the above, there is recognition that their poor presence on social media is potentially having a detrimental effect on the customer experience, this is inclusive of their current long-term customers as well as potential new ones. Would receiving complaints on your social media be enough to evidence and introduce change? 

The video also revealed that Patagonia don’t access TikTok which is a trend setting application accessed by a wide user group that they have the potential to target. Jobber and Ellis-Chadwick (2019) highlighted an excellent example of a retail company who have fully invested in the digital world and the benefits that this has brought for them. Gucci’s approach covers all platforms, and their online store has been highly complimented. Taking into account some similarities in product, is this an example that Patagonia could follow and learn something from? 

Alike with many other areas of business, there has been a shift towards utilising digital methods as opposed to/in conjunction with traditional methods and this is also relevant for marketing. Many demographics are digitally advanced with technology playing a central role in many aspects of day to day lives (Pichler, Kohli and Granitz, 2021). Research shows that the number of individuals purchasing online is increasing rapidly with the highest numbers reported in the 25-54 demographic (Balasescu and Balasescu, 2020). Further to this, post Covid-19 pandemic, online shopping has been continuously increasing (Jobling, 2021).

Advances in digital technology have enabled companies to implement developments and streamline processes, it has provided a different way of getting to the end goal. Patagonia need to maximise the benefits that digital applications have to offer and in order for companies to be successful Jobber and Ellis-Chadwick (2019) suggest that marketing strategies should be incorporating both web and mobile based applications.  From the identified marketing media, there is clearly more of a focus on the environment, but should their digital performance be sacrificed as a result of this? (Exposure Ninja,2022). 

Environmental and responsible approach
Members of the retail industry are trying their best to improve the impact that their business is having on the environment, however the rate of consumption and fast fashion is moving quicker than they can operate (Niinimaki et al., 2020). From the literature that has been explored, Patagonia’s continued emphasis and approach to sustainability, environmental protection and producing high quality products is widely complimented. This forms the basis for the majority of their marketing activities, selling of products and engagement with the community. Being able to apply this successfully is commendable as Jobber and Ellis-Chadwick (2019) state that sustainability is one of the biggest challenges for marketers in the 21st century. However, with all organisations having to be carbon neutral by 2050 as per the Paris Agreement (United Nations, 2022) other competing brands such as The North Face (The North Face, no date) are now developing their own sustainable ranges. This raises the question of, how are Patagonia going to be able to gain the competitive edge over companies who will soon be offering similar products? 

Patagonia will often prioritise the environmental strand of their brand over other competing aspects which was recently demonstrated when they decided to stop production of their products that included additional corporate logos. This was due to the subsequent environmental impact that adding an additional logo to their garment creates (Gilbert, 2021). This attitude was also reflected in their response to a governmental action to remove the protected status of land which resulted in the company suing the Trump administration and halting all Facebook and Instagram activity (Deshmukh,2021). 
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The review of Patagonia’s marketing strategy has revealed some interesting approaches in this area of business and proven that being different can truly be effective, with their methods of marketing being described as ‘completely opposing other company’s’ (Deshmukh,2021). They have gained success in innovative and creative campaigns with the company reaping unanticipated but significant rewards. Patagonia have demonstrated that taking risks really pays off. 

The analysis illustrated that although their current target market is quite varied and expanding it does not include the generation z demographic, which research shows to be the most environmentally friendly focused generation. The importance of segmenting green and non-green consumers was also highlighted. Patagonia do not have a strong social media presence and their website lacks clarity for shoppers, therefore moving forward there needs to be more of a focus on improving online sales and social media engagement in line with the speed that digital marketing is progressing. 

They have undoubtedly demonstrated that their continued commitment to their core values and building a community is one of the key reasons for their success today. With the retail industry receiving substantial criticism over their approach to be being environmentally friendly, ethical and socially appropriate, Patagonia are driving the way forward and setting a high standard for other companies aiming to be sustainable. 
It has however raised the question over whether this continued commitment to environmental issues is always at cost of something else and will this eventually hinder their potential future growth. This along with the number of similar competitors increasing and legally also having to make commitments to becoming environmentally friendly, how are Patagonia going to differentiate themselves from the rest of the market? There is a need to consider that there is currently an ongoing cost-of-living crisis as well as fast fashion being encouraged through many channels. Is having a strong brand loyalty, honest and transparent approach going to be enough for the future?

[bookmark: _Toc107238873]4. Recommendations 

Following the analysis of Patagonia’s marketing activity, a marketing plan has been devised that targets the key areas for improvements and suggested ways of addressing previously identified issues. The SOSTAC model has been followed which incorporates – Situation Analysis, Objectives, Strategy, Tactics, Actions and Control (Evans,2022). Consideration has been taken towards budget and the probability that the plan will need to be continually reviewed as according to Balasescu and Balasecu (2020) the marketing environment is constantly changing and difficult to control.  In terms of measuring success, not everything is quantitative but qualitative such as customer feedback and experience. 

Patagonia’s marketing plan can be found on Page 15. 
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Political

+ Aftermath of COVID-19:
‘drastic decline' in global
trade until Dec 20 (Vidya
& Prabheesh, 2020) [9]

« Post-Brexit: UK left EU
single market and pursues
trading negotiations with US.
Biden administration to
enable "open and fair trade"
between US and UK (Prime
Minister's Office, 10
Downing Street, 2021) [4]

« More emphasis on
organisations to be
accountable for ethical
practices [10]

« Patagonia accredited
member of Fair Labor
Associated and identified in
FLA's "Fair Compensation
Strategy” [10] (Fair Labor
Association, 2022)

« Implementation of NAFTA
led to decline in production
of textiles in US [10]

+US government increased
financial aid through COVID
pandemic via
unemployment

insurance (Institute for
Government, 2021) [1]

Economic

+Value of global fashion
industry 2% of world

GDP (Fashion United, 2021)
]

+ Global cost of living crisis
resulted in fall in real"
disposable income, meaning
less money spent on luxury
goods (Institute for
Government, 2022) [10]

+Fiscal coronavirus relief in
the US valued at $1844
billion by Biden
administration (International
Monetary Fund, 2022) [2]

Social

+Lockdown led to many

people filling their free time

with exercise (Office for
National Statistics, 2021)
(81

+'Slow' fashion practices
favourable in a world
where ethics and CSR are
closely scrutinised [10]

Technology

+Companies increased use of
social media space to reach
consumers [10]

+Economic turbulence due to
the pandemic initially
decreased advertisement
expenditure, however, digital
marketing then increased due
to more and more people
turning to social media
(Perrin, 2021) [10]

«Patagonia's HzNo waterproof
fabric in competition with
market leader Goretex [8]

+HzNo is manufactured in
house, leading to reduced
costs and mitigating risks as
result of disruption to
international supply chain
(OECD, 2021) [5]

+Patagonia significantly
reduced their suppliers from
108 to 45 to better monitor
working standards [9]

Environment.

 Patagonia involved in 2 large.
number of global projects
aiming to make a positive
impact on the environment
(Patagonia Inc,, 2022[a]). Self-
imposed tax — 1% of all
profits donated to these
projects and charities
(Patagonia Inc,, 2022[b]) [10]

+Fashion industry responsible
for approx. 3.3 billion
tonnes or 10% of global CO2
emissions and 20% of global
waste streams” (Berg &
Granskog, 2020) [10]

+Organisations must commit
t net zero by 2050 [10]

Legal

« High engagement with
political and environmental
issues in line with its
mission statement via
articles on its website and
through Patagonia Action
Works [10]

«Organisations need to be
aware of how to protect
their intellectual property
and trademarks (Patagonia
Inc., 2016) [5]

« Organisations to be carbon
neutral by 2050, as per
Paris Agreement (United
Nations, 2022) [10]
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Supplier Power

45 suppliers across 16
countries (GT Nexus,
2015)

Aim to work with
suppliers in the USA
where possible
Factory size varies from
12 t0 9000 workers
(Patagonia, Inc., 2020)
Good working
relationship with their
supplier network
Development of own
code of conduct within
factories (GT Nexus,
2015)

Half of products are
made outside of the
us.

To introduce change
would be extremely
difficult

Threat of New Entry

Lower pricing of
competitors products
may be more
appropriate in the cost-
of-living crisis.

High threat of new
entrants into the
industry

Balance of cost
products, profit and
impact on environment
and employees
Patagonia strong brand
loyalty (Business
Strategy Hub, 2020)
Economies of scale
Distribution channels
and suppliers
Patagonia's inspiring
leadership

Buyer Power

Encourage customers
to not buy many
products.

High price tag attached
to each item (Demkes,
2020)

Response to their fight
against consumerism
has increased their
sales (Demkes, 2020)
Aimed at customers
interested in the
outdoors and the
environmentally
conscious individual
Difficulties improving
online sales (Business
Strategy Hub, 2020)
Lifetime warranty and
repair

service (Misseldine,
2022)

Competitive Rivalry

Industry is saturated
with outdoor related
clothing

Variety in relation to
price, availability and
quantity (Stat Social,
2019)

Patagonia differs as
they are committed to
being responsible
(Product Mint, no date)
1% of total annual
sales given to defend
nature and
environment

Industry grown since
the pandemic
Company is focused on
quality and not product
(Morin,2020)

Excellent and reliable
reputation (Business
Strategy Hub, 2020)

Substitution

Wealth of products
available to choose
from in other brands
Important to consider
fitness and sportswear
market as they fulfil
need.

Customer support for
the environmentally
friendly

Fitting into the 'fashion
market'

Maintaining their core
values and quality of
the product will
maintain customers
Market is geared
towards online
shopping
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Physical resources

Human Resources

Own and operate offices in
the US and oversees

70 Patagonia stores
Temperature stability
technology

Mills across Asia and South

America (Patagonia, Inc.,
2022)

Financial Resources

Unclear but estimated at

$800 million as of
2019 (Au-Yeung, 2020)

Patagonia

2300 employees - 2020
Known to treat employees
well

Paid employees during
pandemic (Ye 2020)
Hire from within as much as
possible (Watson, 2019)

Intangibles

20 patents (JUSTIA
Patents, no date)
Trademark - Logo and
name

Brand Recognition
(Patagonia, Inc., 2016)





