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Introduction
Social gaming is increasing in popularity with such big names as Zynga. Zynga Inc. is a company that develops the social games played by over 300 million people every month. This makes about 75 million players weekly. The games are available on different platforms such Facebook, Android, iOS, and Zynga.com. Facebook was initially the main platform as it introduced Zynga to the world social networks. Some of the company’s franchises include FarmVille, Zynga Casino and Words With Friends (Zynga.Inc, 2016).
Importance of Environmental Analysis
It is important for every business to perform environmental analysis before starting the business and periodically during the operation of the business. The business environment is divided into two main categories; international and external environments. Internal environment includes; workforce, finance, technologies, policies, and operations. The external environment includes the competitors as well as other stakeholders including the prospective customers. Performing environmental analysis helps the company to identify the factors that can influence their business negatively or positively (Forró, Z., Cauwels, P. and Sornette, D. (2012)). For instance through environmental analysis, one is able to know the number of competitors that they have either in terms of providing a similar product or substitutes. The company is also able to know what market they target and the number of people who are available and are potential users of the product or services. Zynga for instance finds it essential to perform environmental analysis so as to offer what their competitors are not offering to enable them to gain the competitive advantage (Crawford, G. (2011a))( Varbanova, L. (2013)). 
Performing environmental analysis is one way of performing SWOT analysis as it makes the company know their strengths, weaknesses, threats as well as the available opportunities. It involves ensuring that the company tests available environmental conditions and finds that which is favorable to the kind of business they are offering. Zynga considered offline and online gaming platforms and realized that most people are online and may not find time to go to the physical casinos to do the actual gaming. This made it essential for them to come up with online gaming through social media such as Facebook in order to attract many users. Facebook already had millions of users which technically became the potential users of Zynga (Crawford, G. (2011a)). 
Performing environmental analysis is helpful in identifying the opportunities that assist in the possible expansion of the business since it is one of the ways that can open new opportunities to the business. The new opportunities are possible through the identification of the market niche and closing the niche through the introduction of a product or a service. It also helps in keeping the business enterprise by keeping the business alert both in its activities and approach. It is through the environmental analysis that the business is able to identify its prospects as well as problems and knows the areas to improve on (Forró, Z., Cauwels, P. and Sornette, D. (2012)). For instance, it is possible for Zynga to venture into other social media platforms apart from using Facebook as the main platform. This is mainly done to avoid affecting the business when there are problems between Zynga Inc. and Facebook Inc. Company.  Finally, environment analysis is very important as it keeps the business as flexible and dynamic as possible in response to the changes brought about by the environmental forces (Crawford, G. (2011b)). 


PEST Analysis
The PEST analysis is aimed at identifying and analyzing macro environmental factors that Zynga should pay attention on when coming up with strategies. The PEST analysis entails four main factors. These are; Political factors, Economic factors, Socio-cultural factors and Technological factors. The analysis of every factor is as listed below (Crawford, G. (2011b));
Political factors
The main political concern about Zynga is the regulation of the online gaming. This has been a concern in the past, present and will still be a concern in the future. The reason for the regulation of Zynga online gaming system is mainly to provide another source of revenue to the government. The creation of tax regimes makes it possible to balance the tax received and make the market grow. Since there is no history of tax in this field, France can be used as a good example. For instance, when French government imposed the tax on the players e.g. poker players, the market eventually stagnated making the operators get very low profit on this business. There is a possibility that all governments will impose taxes on the operators. Other governments might decide to adopt the taxation scheme practiced by French government in order to lower the attractiveness of online gambling as it can have negative impact on both cultural and social norms that have been practiced by a particular country for long (Forró, Z., Cauwels, P. and Sornette, D. (2012)). 
Economic Factors
According to Fiedler and Wilke (2011), the dominance of online gaming in a particular country is correlated with the levels of the economic indicators e.g. GDP per capita in the area. It is, therefore, accurate to conclude that the growth of online gaming industry is directly linked with the growth of the world’s economy. However, in general, the online gaming is always not affected by the recession as it has always shown a steady growth (Kelly, M. and Williams, C. (2016)). 
Socio-economic factors
The development of Zynga’s online games has been received with mixed reactions as most conservative people have given it negative attitude. The online gaming has been played in America since the 19th century hence they adopted it already as part of their culture. Other countries adopted this system just recently hence a lot of wrong stereotypes have been created about it. The online gaming has attracted some notorious advertisements which are bothering players to visit their sites. Recently, there is an establishment of online schools where new players are able to learn and understand the rules of the games through videos and articles. The online gaming has become very popular in the whole world. Comparing the online gaming with the tradition gaming, it can be said that in online gaming, the communication is not that effective as it is done through chatting. It can be predicted that there shall be better effective communication methods for online gamers. The social media has played a very key role in improving the atmosphere of playing through incorporating special features (Forró, Z., Cauwels, P. and Sornette, D. (2012)) (Prodan, R. and Iosup, A. (2015)). 
Technological Factors
Technologically, the increase in the number of people that can access the internet in the world is one way through which technology is impacting the online gaming positively. Most people have already included online gaming as their hobby or their source of income. The number of the users is expected to increase annually at the rate of at most 8%. This means currently about one-third of the world population is able to access the internet, as a result, the number of potential customers for the online games is increasing significantly. Another technological factor that has affected the industry positively is the emergence of smartphones and tablets that enable people to play the games at their convenience. This means the number of people playing the games is also increasing as the access of smartphones and tablets increases. Lastly, the emergence of better internet connectivity like 4G, Wi-Fi and others which are 5 times faster than 3G will provide a conducive environment for online gaming (Forró, Z., Cauwels, P. and Sornette, D. (2012)).

Porter’s Five Forces.
The analysis of the Porter’s five forces will be aimed at defining the attractiveness of the online gaming industry and how the forces affect the industry. The forces include; the threat of potential new entrants, the bargaining power of suppliers, the bargaining power of buyers, the threat of substitutes and the extent of competitive rivalry. It is important for Zynga to develop strategies that will tally with the external opportunities and protect itself against threats such as competition (Barrow, P. and Kleiner, E. (2010).
The threat of potential new entrants
The entry barriers to Zynga are relatively low due to the fact that Zynga enables the new companies to use their already existing platforms so as to take part in the market as independent brands. This helps the new companies to avoid the expensive and involving procedures of developing the system from the start. The new companies also avoid the issues of being faced with the low customer turn up. This makes them use the Zynga network since there is already an established pool of customers. This ensures that the company spends less in starting up the business in the online gaming industry as this reduces the capital. This enables the new companies to easily venture into the business (Barrow, P. and Kleiner, E. (2010).
The bargaining power of suppliers
The main suppliers in the online gaming industry are the software providers, financial institutions, debit and credit card companies as well as jurisdictions (countries). Zynga, having a big market share does the software development and support by themselves (Kelly, M. and Williams, C. (2016)). This makes them independent from the software providers. The supplier power in the industry as far as payment is concerned is very low because the payment service suppliers have flooded the market; however such companies as Visa and MasterCard make it increase slightly. When the legalization of online gaming becomes favorable, the supplier power will be expected to decrease further. Considering all the factors, the supplier power is moderate in the industry (Kelly, M. and Williams, C. (2016)). 
The bargaining power of buyers
Due to the increase of the global internet penetration, there are so many people who are playing the online games online all over the world. This fact makes the buyer power to reduce considerably. Depending on the customer's location, the switching cost can vary; however, it is generally low. The buyer power is however been seen to rise due to some factors such as the similarities of the services which are offered by other companies in the market. Due to the fact that customers will move from one game to the other depending on the quality of the reward program, softer games, and bonuses, the buyers power has always been moderate in the industry (Barrow, P. and Kleiner, E. (2010).
The threat of substitutes 
The most obvious substitute of the online poker is the offline poker which is offered in casinos and physical poker rooms. This substitute, however, does not offer any threat to the online gaming since the online games are easy to access, convenient and readily available. If other global games such as chess, bridge and droughts are considered to be potential substitutes for online poker, then the threat can increase slightly because of the existence of online sites that offer these games. However, since the online versions of these games are not common, they pose a very minimal threat. This makes the overall threat of substitute in the industry to be very low (Doole, I. and Lowe, R. (2012)).
The extent of competitive rivalry
The first factor that reduces competition in the industry is the absence of companies of relatively equal size and power. The next factor is the growth of the market. The online gaming industry is constantly growing (Prodan, R. and Iosup, A. (2015)). The poker companies are not fighting for the market share hence making the level of competition drop significantly. Since the main platform to venture into online poker industry which is software platforms, can easily be rented from the other service providers this makes the exit barriers very low, hence reducing the degree of competition in the industry. The overall degree of competition is determined by the price. The overall level of competitive rivalry in the industry can be termed as moderate (Barrow, P. and Kleiner, E. (2010). 
SWOT Analysis
Strengths
Zynga has the following strengths;
· It has a very strong user base with more than 300 million users who are actively playing online. It has good bait that retains the customers and increases the brand value concurrently that has a high possibility of making it the leading brand in the online gaming industry on social media. 
· It is currently the world's number one online social game services provider making it have a competitive advantage.
· They have partnered with other key gaming companies such as Bwin.Party is of positive importance to the company.
· They have released other downloadable games that even make its brand bigger in the world.
· Even though Facebook offered them the platform initially, currently they are not dependent on Facebook. After strengthening their user base, the company doesn’t pay revenue sharing fees.
· It has increased its growth by 75% due to the adoption of mobile usage.
· For the daily consumers who spend most of their time on mobile, Zynga has been ranked the 5th largest mobile platform (Doole, I. and Lowe, R. (2012)). 
Weaknesses
· The monthly online users of the company’s services reduced from 300 million to 290 users. This decline is not friendly since it seems some users prefer Zynga’s competitors.
· The relationship between Zynga and Facebook Inc. got weaker this influenced the number of active users hence the drop in Zynga’s revenue. This means they can only attract new users as the dominant users might be scared away.
· There are users are not willing to purchase the online social games on a repetitive basis. This negatively impacts the company's growth. There has been a constant loss of revenue since 2010. This has weakened the company (Doole, I. and Lowe, R. (2012)). 
Opportunities 
· The main opportunity is its ability to conquer the real gaming market in the USA. Through this, they can build an online ecosystem.
· The company can execute market expansion strategy to enter into other potential economies where it can employ its technical skills and introduce relevant playbook as the one introduced recently in the United Kingdom.
· Through the use of the social platform, the company can improve their advertising business. This means they will potentially have more brand advertisers who control enormous advertising budgets.
· In order to cover for more advertising revenue, the company can generate huge gaming revenue. This can especially be done through introducing 3D games.
· They also have opportunities to expand on other social platforms (Doole, I. and Lowe, R. (2012)). 
Threats 
· Most of the users of the Zynga's games are generally casual players. The irregularity will make the site stop performing as it has been performing especially as most investors are claiming the social gaming industry.
· The other gaming platforms are posing threats as they offer stiff competition to Zynga (Kelly, M. and Williams, C. (2016)).
Conclusion
Social games are being played by many people worldwide irrespective of their geographical locations. Zynga as one of the social games providers has launched several games including their franchises (Doole, I. and Lowe, R. (2012)). There are pieces of evidence showing that the online poker industry is lucrative at the moment this is due to the fact that there are low entry barriers and there is also medium rivalry and low threats of substitutes. The market is therefore highly attractive. However, since Zynga has its own software platform, it is more independent especially from the suppliers of software hence the need for long-run strategic planning.  The general analysis of the external factors influencing the online gaming shows a positive impact on the industry and will lead to the growth of the entire market (Barrow, P. and Kleiner, E. (2010). However, as the technology changes, Zynga will also be required to perform updates every time there are changes. They must, therefore, be ready to cope with the ever-changing technology. The adoption of tax regime by the government will lead to slower growth of the industry which might pick up after some time (Kelly, M. and Williams, C. (2016)).
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