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I.  Introduction and Decision Problem
Carlsberg is a brewing company which was founded in 1847 by J.C. Jacobsen. It has grown over years to be one of the leading brewery groups in the world. However, mid-2000s, the brewing industry globally, was faced with a process of intense consolidation, which saw a decline in the number of breweries. With the threat of becoming a target of an intimidating takeover, Carlsberg, in the early 2000s, decided to expand into the fast growing emerging markets in search of new fields of growth. Luckily, the strategy had paid off by 2008 and Carlsberg was among the top five breweries globally. It managed to become the market leader in Russia. Additionally, in China, with the largest market worldwide in terms of both size and population, Carlsberg managed to pull-off a market share of 55 percent in Western China (Witcher & Chau, 2010). The determined acquisition strategy applied in emerging markets was working well for Carlsberg in terms of their future growth and profits. Consequently, this case study focuses on the entry of Carlsberg into emerging markets. 
II. Situation Analysis (SWOT)

In emerging markets, Carlsberg can effectively use its SWOT analysis to make critical strategic decisions and therefore realize the business objectives. Below are the various components of SWOT analysis for Carlsberg in emerging markets.
A. Internal Analysis (Company)
B. Strengths

· The current strong financial position of the firm is one of its strengths which allow it to make further investments. 
· The company has a wide portfolio of products which allows it to expand its customer base and offset losses incurred from one category of products with the profits gained on the other.

· The fact that the company has been in the business for many years, it has a huge access to suppliers who can offer raw materials at low costs and therefore improving on the efficiency of the business (Haron, 2016).   

· The firm has high quality products which increase its brand loyalty, hence improving performance and competitiveness of Carlsberg in emerging markets.

· Being a global company, Carlsberg has different intellectual property rights that enable it to offer unique and exclusive products, posing a challenge to competitors who like imitating (Witcher & Chau, 2010). 
· The company has a locality advantage which improves its competitive positioning in different ways including improved convenience and superior brand image.
· The company prides itself in highly developed and professionally integrated IT infrastructure that improves its operations in addition to increasing knowledge of the most recent market trends. 
Weaknesses

· The organization has inadequate current assets which affect its liquidity position negatively and the overall performance of the business. 
· Over years, it has been criticized by environmentalists because of its poor management of waste and failure to integrate continuity in business operations.

· The organization has severally been accused of inability to understand the needs and expectations of customers which has led to poor strategic decision making process. With such a weakness, Carlsberg may not identify areas that need improvement effectively (Witcher & Chau, 2010). 
· In the Carlsberg in emerging markets decision making, too much time is wasted leading to costly delays in the introduction of new products. 

· One of the greatest internal weaknesses in Carlsberg is its organizational culture which in most cases does not align with strategic objectives and since the company wants to maintain its status quo, it does not want to change its long time culture (Kotler, 2011). 

C. External Analysis

1. Analysis of General Environment (Opportunities/Threats)

Opportunities

Currently, Carlsberg has a number of opportunities available in the market. 

· The huge growth in both the existing and potential customer segments is a vast opportunity for growth for the business.

· The organization’s ability to develop new technologies which assist in production of products and delivery process is another great opportunity that can be exploited to drive in the innovation in the operations of the business. This technological advancement will highly reduce costs, advance effectiveness and lead to fast introduction of innovative products (Haron, 2016). 

· Due to technological development globally, there is emergence of e-commerce and social media marketing. This can be a great opportunity for an organization that already has resources and a good reputation as Carlsberg in its entry in emerging markets if it ensures its presence in different social networking sites. 

· The increasing global interconnectivity is another opportunity for Carlsberg to penetrate into emerging markets internationally, target densely rich customer bases and increase profitability (Kotler, 2011). 
· Carlsberg can maximize of the grants provided by the government and other strategies to create friendly environment for business as an opportunity to enter in the emerging markets. 

To improve its performance in emerging markets, Carlsberg should make the most of the mentioned opportunities. Nevertheless, it should pay attention to the several threats that face it.
Threats

· The minimal number of skilled labor in the market is a big threat that can hinder Carlsberg from attracting talent with the right set of skills (Kotler, 2011). 
· Numerous brewing companies have come up hence increasing competition and affecting Carlsberg’s ability to maintain and expand its customer base. 

· Globally, regulatory framework keep changing while stricter regulations are introduced posing a major threat to Carlsberg in emerging markets as complying with the legal standards becomes complex (Witcher & Chau, 2010). 

· Over the past few decades, there has been a rise in inflation which has led to increase in production cost while affecting profits (Kotler, 2011). 
2. Analysis of Industry Environment (Five Forces Model)

Application of the five forces model can assist Carlsberg in Emerging markets to determine the attractiveness of the industry and understand its ability to compete in the market. In addition, this analysis can be used to make strategic decisions which can enhance performance of Carlsberg in Emerging Markets and guarantee survival. To start with, threat of new entrants reveals how new players in the market will enforce threats to the presented markets. To reduce threat of new entrants, Carlsberg in emerging markets should ensure uniqueness in its products Haron, 2016). It should have substantial capital to invest in product differentiation for a unique experience to the new customers. In order to face low threat of new entrants, Carlsberg in emerging markets must ensure that the existing regulatory framework inflicts challenges to the new companies entering the market. These strict measures and requirements will discourage the new players from entering the market. To tackle the threat of new entrants, Carlsberg in emerging markets should develop brand loyalty by ensuring effective customer relations management. In addition, it should invest much on research to get important data concerning customers and come up with inventive products to set strong demarcation basis (Murray, 1988). 
In tackling the threat  of substitute product or services, Carlsberg in emerging markets should emphasis on how it would offer better products and services that those of the available substitutes. In addition, by working on loyalty, Carlsberg in emerging markets can raise its exchange costs. To ensure that customers do not use the substitute products, Carlsberg in emerging markets should improve its products quality to make sure there is strong differentiation basis (Murray, 1988). 
In tackling rivalry among existing firms, Carlsberg in emerging markets must focus on the inherent needs and expectations of customers. It should also ensure long-term customer relationships and invest in research and other activities to realize new customer segments. On the other hand, to effectively deal with the threat of bargaining power of suppliers, Carlsberg in emerging markets should reinforce its position early by ensuring that it has a big number of suppliers (Murray, 1988).  In addition, having long-term contractual agreements with suppliers from different regions will not only increase Carlsberg in emerging markets bargaining power but also improve efficiency in its supply chain. Lastly, Carlsberg in emerging markets can face a great challenge dealing with the bargaining power of buyers. However, to effectively deal with the threat, the organization should increase and expand their customer base. Additionally, Carlsberg in emerging markets can implement strategies such as building loyalty, introducing new products and raising switching costs to make its competitive position in the market stronger (Kotler, 1997). 
3. Analysis of Competitors
Around the world, Carlsberg faces numerous competitors even as it tries to enter in emerging markets. Some of its major competitors include Greene King, Pride, Diageo and Harboes Bryggeri among others. Like Carlsberg, all its competitors are multinational premium drinks with collections of beverage alcohol brands which range across beer, wine and spirits. Carlsberg in emerging markets have to come up with strategies to outdo these other companies which are also entering the same markets. 
IV. Intra-Option Analyses

A. Option 1: Status Quo (No change in current strategy)

Status quo is one of the major adaptive strategies in business. However, it has both advantages and disadvantages.  On the positive hand, status quo ensures avoidance of battles between the company and strong competitors. On the other hand, if status quo is not combined with the principle of being open to any new opportunity, it can be highly costly to the company. 

B. Option 2: excellence program
Excellence program in Carlsberg in emerging markets is significant in ensuring increase of margins. Secondly, it is easy and cheap to implement because it does not require heavy investments. It is also effective in streamlining and optimizing the internal processes of the organization. However, excellence program can be disastrous to the company because it is focused on one direction but not diverse. Second, the internal processes are optimized only on local demands, posing a great threat to the company. Lastly, the program did not undergo proper testing but was implemented after succeeding only in Europe (Haron,  2016).  
C. Option 3: Markets 
Carlsberg works in different markets which signify different stages of growth. The different markets ensure that the company stays afloat in the market being able to balance between loses and profits in different markets. Having markets in different stages of growth enables the company to have continuous growth. However, there is a risk in having such different markets in different stages because in case on inflation, the company would be at high risk. Additionally, the different living standards of consumers can affect consumption of beer (Kotler, 1997). 
V.  Inter-Option Analysis and Recommendation

Several factors can influence Carlsberg in emerging markets. Such factors include technological factors, social factors and economic factors. Although all factors are important in influencing Carlsberg in Emerging markets, the economic factors are the most important because according to research, economic components have the highest effect on profitability and overall appeal of Carlsberg in emerging markets. Therefore, based on both the external and internal analysis, this proposal will offer recommendations which will enable the company to make strategic decisions that will improve its core competencies and potential and minimize chances of threats and risks. Therefore for Carlsberg in emerging markets should highly strengthen distribution network, come up with unique ways of marketing and strengthen its value network (Haron, 2016). 
VI. Implementation Plan


In implementing businesses for Carlsberg in emerging markets, several factors are considered. To start with, for proper implementation of the business plan, all aspects of business management should be business driven. This implies that business process management initiatives are all driven from the IT department.  In addition, Carlsberg has to implement strong governance for process design aimed at minimizing demand for changes which can hurt the business. However, Carlsberg has a keen focus not to standardize markets and not to neglect cultural differences which can highly affect business (Kotler, 1997). 
VII. Plan for Assessing the Performance of the Firm after Implementation 


Performance of the firm after implementation shall be assessed through its rate of growth, profitability and expansion of customer base. In addition, turn-over profits of both the company and those of competitors are also used in assessing at Carlsberg in emerging markets to measure its influence in the new market. Customer feedback shall also be an important way of assessing performance of the customer reactions team (Kotler, 1997). 
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