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Chosen Company: Diageo Plc
[bookmark: _Toc216374185]Section 1 
[bookmark: _Toc216374186]Introduction of Company
Diageo Plc is a leading premium alcoholic beverage company in the world with an extensive portfolio of more than 200 distributed brands worldwide including Johnnie Walker, Smirnoff, Tanqueray, Captain Morgan and Baileys. The company has established its competitiveness in the volume of production capacity and advanced and efficient global supply chains and durable investment in brand equity, operating in over 180 markets. Over the past years Diageo has recorded a net sale exceeding US 20billion annually as a result of the high demand of premium spirits internationally and the competency of the company to achieve premiumisation strategies in the various consumer markets. The model of its growth is a combination of innovation, heritage branding and market expansion, which allows it to increase its portfolio in response to changing consumption trends, increasing middle-income and the global move toward high value categories. Nevertheless, to stay on this course there must be consistent penetration to emerging markets or frontier markets whereby high-end spirits are underrepresented, but lifestyle aspirations and urbanisation are on the increase. The above environment makes Diageo a company with the financial strength as well as strategic drive to go global and enjoy the benefits of the global experience and well-established marketing resources and established retail relationships to seize new growth patterns in markets that are moving towards the consumption of more sophisticated alcoholic beverages.
[image: ]
Fig 1: Company Highlights
Source: (Diageo Plc, 2025)
[bookmark: _Toc216374187]Market Analysis and Entry of that sector 
Industry overview and market size
The market of alcoholic beverages in Mongolia is not that large and still growing, and the overall sales are predicted to increase to approximately US$433 million in 2026 as compared to approximately US$372 million in 2021. There is a relatively small population of approximately 3.5 million, but almost 50 percent of the population resides in Ulaanbaatar, so the premium brands can scale with few distribution investment costs. As the GDP growth is expected to be between 5-6.6% by 2025, consumer spending power is projected to be high and therefore the market would be appealing to premium spirits to be targeted as opposed to mass-volume tactics (Salonen, 2024).
Consumer demographics and consumption patterns
The high urbanisation and young population of Mongolia favour the demand of high-quality experience. There has been a high level of exposure to spirits as the total alcohol consumption per adult is around 7.7 litres of pure alcohol (Abdulsalam and Abdullahi, 2024). The on-trade positioning, and online interactions are important channels through which the urban consumers who have been impacted by the culture of nightlife and social media exposure are becoming receptive to imported premium brands to convert quickly.
Distribution channels and logistics economics
Imports are shipped using limited centralised logistics points, which enables distribution to be efficient and relies on well-established partners. The average applied MFN tariffs stand at approximately 5 percent, but the costs of landing are increased by VAT and excise duties. Contemporary retail and hospitality outlets are expanding, yet domestic manufacturers continue to take over shelf space hence new entrants are forced to negotiate good terms of trade to have a presence (Gazzola et al., 2024).
Regulatory, taxation and public-health environment
The sale of alcohol, advertising and licensing is actively regulated in Mongolia. Though custom tariffs are moderate, VAT 10 and excise duty have an enormous impact on pricing initiatives of importers of spirits. Increasing public-health issues regarding the use of alcohol imply that businesses have to ensure high adherence to compliance and invest in responsible-drinking programs in order to establish long-term legitimacy.
Competitive landscape and incumbent strengths
APU JSC is a sector leader and holds about two-third of vodka market and a significant portion of beer distribution. This has guaranteed good relations with retailers and pricing strength that bar entry by foreign brands (Grant, 2024). Nevertheless, high-end imported spirits are yet to be developed, and it is an opportunity to grow a company capable of differentiation by quality and brand.
Digital, marketing and consumer acquisition dynamics
Having a population of approximately 2.90 million internet users (83% penetration) and more than 2.6 million active social media identities, the country provides a very digital consumer base. Such an environment helps in promotions that are cost-effective, brand stories and promotions influenced by influencers. Use of digital-first strategies aid premium brands to gain momentum in short time before full physical distribution is achieved.
Recommended market entry levers and timing
The most appropriate entry strategy will be a phased entry approach in which at the initial stage, it would start with exporting as an exclusive distributor to identify the market, then apply digital marketing to create visibility, and finally increase to experiential retailing or partnerships after premium traction has been established. In the event of stabilisation of growth, a joint venture model will build long term distribution strength with minimal early capital risk. The Fiscal 2025 results indicate that Diageo has net sales in the amount of $20.245bn, operating profit in the amount of 4.335bn and operating cash flow in the amount of 4.297bn, which are very stable as it concerns sales but lower in terms of profitability than it was in 2024.
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Fig 2: Financial Performance 
Source: (Diageo Plc, 2025)
[bookmark: _Toc216374188]Organisation and propose a new international market for expansion
In the modern international business world, multinational organisations have to constantly scan the opportunities arising to remain competitive and guarantee their long term growth. Diageo Plc is a globally reputed producer of premium brands of spirits and beers having a large portfolio comprising of Johnnie Walker, Guinness, Smirnoff, Tanqueray, and Baileys. Although Diageo has a wide international presence, it is not operating in Mongolia directly and, as such, it is a real market to expand (Kannan, 2025). As described in Diageo 2025 snapshot, the company boasts of global strength with a net sales of 20.2bn, dominating all the major spirit categories, and establishing a presence in 180+ markets with 200+ brands. But to maintain its market leadership, it is necessary to venture into new international markets where penetration is not that much. In this report, Mongolia is suggested as a new market of expansion by Diageo. The report will create a comprehensive global expansion strategy to meet the long-term global goals of Diageo using strategic analysis frameworks, market analysis, and performance parameters that are driven by sustainability.



[bookmark: _Toc216374189]Section 2 
[bookmark: _Toc216374190]PESTLE Analysis 
Political
The political situation in Mongolia is widely stable, liberal and as such it is open to foreign investments and also the indication that the state is sensitive to commodity cycles since mining constitutes majority of the state revenues of the state. A high growth in the near future (IMF 2025 real GDP = 5.5; World Bank 2025 forecast = 6.3) enables the IMF and World Bank to strengthen government revenues and consumer demand but changes policies based on whether they achieve the target of mineral exports or not (Quinn et al., 2024). Its domestic policies encourage foreign investment the government actively encourages foreign investment (there are special tax regimes such as free-trade zones and other incentives on qualifying projects) but the Investment Law in force expressly proscribes tobacco and alcohol as future tax-stabilised performance, in the direction of decreased predictability of the excise-sensitive business. 
Economic
Mongolia is a small yet rapidly expanding market: by the middle of 2025 it is estimated that it will have a population of about 3.5 million, with GDP per capita (nominal) of the low-thousands USD and IMF/World Bank projections of 56% growth by 2025 caused by mining (copper, coal) and urban consumption (Pantoja, 2025). The GDP of Mongolia is expected to increase by a strong rate of 6.6 in 2025 as an indicator of a strong and growing economy. The level of urbanisation is elevated about 70-73 percent of the population currently resides in urban centres (Ulaanbaatar is concentrated near a half of the population), so distribution economics are compressed and the first to use imported high-end products is concentrated. The inflationary pressure is still in play (IMF estimated consumer-price growth of about 8% in 2025) and thus retailers and importers should take prices and working-capital cushions with care. 
[image: ]
Fig 3: Mongolia GDP Forecast
Source: (Asian Development Bank, 2025)
Social
The demographic profile of Mongolia has a high potential to premiumisation as the median age in the country is approximately 27-28 years and approximately 59 per cent of the population is below the age of 30 years and this would form a large group that can be exposed to lifestyle and aspirational consumption habits. Social drinking has become embedded in the culture of the society-WHO/UN data shows that total alcohol consumption increased to approximately 7.7 litres of pure alcohol per adult (15+) by 2022, with spirits comprising of a significant portion of this consumption, and this provides Western spirits with a ready base to convert local vodkas and beer (Boiral et al., 2024). Rapid urbanization in Ulaanbaatar (nightlife, restaurants, and hotels) is rising and the use of social media is high, which allows influencer and experience marketing to gain momentum within a short time. 
Technological
The digital infrastructure and mobile penetration in Mongolia are now solid facilitators to contemporary market-entry approaches and it is estimated that the number of approximately 2.90 million internet users at the beginning of 2025 (now about 83% penetration) and about 2.6 million social network identities (now about 74% of the population), whereas the presence of established local e-commerce platforms (e.g., Shoppy.mn) and large retailers with online channels (e.g., Nomin Holding) offer instant omni-channel access to market (Aminu, 2024). The provision of IoT in globally based enterprises is expected to rapidly increase to an amount of $690 billion by the year 2030 with the resultant digitalization of industries. The scale of smartphone utilization and the increase in the use of digital payments can also lead to faster trial and conversion of the premium SKUs at a lower cost than in low-connectivity markets. 
[image: IoT market size reached $269 billion in 2023, with growth deceleration in  2024]
Fig 4: IoT Market Size
Source: (IoT Analytics, 2024)
Environmental
Environmental limitations are tangible and even more obvious: Ulaanbaatar is one of the most polluted capitals in the world during winter due to the use of coal in homes and urban geography, and the level of PM2.5 throughout the country is extremely high, and seasonal peaks dramatically harming human health and policy-making. There is a limited capacity of solid-waste management and plastic recycling (estimates indicate that every year the volume in landfills increases significantly, recycling rates are less than 20 percent of the required 20 percent), and therefore the importance of packaging and end-of-life strategies can be noted among the FMCG entrants (Perkins and Shortland, 2025).  
Legal
The alcohol legal regime of Mongolia is elaborated and actively applied: it has excise duties and licensing; (revisions of the excise law in 2022 gave different treatment to spirits), minimum purchase/onsite consumption age and prohibition of sale points and times; alcohol advertising and product-placement are also regulated and may be enforced (Dhlamini, 2025). There is a comparatively liberal customs and tariff practice (according to WTO data the average MFN tariff actually applied is only 5% on an average), but importers must also allow some VAT and excise duty (average VAT is about 10%, plus excise on spirits) and could have to pay other types of licensing or pre-approval measures proposed by regulators.
[bookmark: _Toc216374191]Porter Five forces
Threat of New Entrants
Though operationally easy, the economics of entry or markets into Mongolia are relatively small: in 2023 it imported 15.9 million hard liquor which limits the pool of revenue that new global players can enter, and means the relative cost of entry per dollar of revenue is higher (Ipsalat and Burciu, 2024). New entrants have thus a trade-off on whether to take a long, low-volume build-up or whether to invest heavily on the frontline to get niche premium.
Threat of Substitutes
Mongolian consumer tastes and preferences are highly geared to distilled spirits and traditional beverages, which increases the pressure of effective substitutes on western premium spirits: WHO/World Bank estimates have the total alcohol consumption of Mongolia at approximately 7.7 litres of pure alcohol consumption per adult (15+). The 2025 performance of Diageo demonstrates that its net sales increase is negative (by -0.1%), the operating profit decreases by 27.8 percent, and the EPS falls to 105.9 cents, which is a bad year of performance. This means that a fair share of the current consumption is already under coverage by the lower-cost local vodkas and other substitutes that need to be ousted by the premium brands (Balula, 2024).
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Fig 5: Performance of the company
Source: (Diageo Plc, 2025)
Bargaining Power of Buyers
The urban hospitality and retail buyers in Mongolia have quite specific demand spikes which are fueled by tourism and the urban night life: tourism projections and hotel analytics suggest a solid growth of the sector with the inflow of tourists and their expenditures (the GDP contribution of the travel and tourism industry is forecasted to grow by approximately 5.3%), and the buyers of modern retail and on-trade offer more bargaining power as they decide on which high-end SKUs to stock (Prasad, 2024). The big hotel and retail chains are thus able to negotiate good margins or promotional conditions with the suppliers.
Bargaining Power of Suppliers
The production capacity is localized and large: APU JSC alone has the capacity to distill and bottle millions of litres of liquor, and this implies that there are domestic suppliers and co-packers who are able to satisfy most of the local demand and whose bargaining power against importers is low, but suppliers competitive pressure is higher because of the domestically-produced supply. 
Industry Rivalry
In the Mongolian beverage industry the number of players in the market is high and there is already one firm dominating the market. The functional beverages segment of the world market is estimated to increase in 2024 by USD 143.5 billion to USD 238.1 billion by 2033, with a high growth rate of 5.73%. APU has traditionally held a majority stake (reported at circa 64 percent of the vodka market and circa half of the beer market in industry surveys), thus competition between legacy local players is fierce but international premium spirits is low at the moment of a first-mover premium importer structural advantage (Ye et al., 2025).
[image: ]
Fig 6: Beverages Market
Source: (IMARC Group, 2024)
[bookmark: _Toc216374192]SWOT analysis 
Strengths
Diageo enters the Mongolian market in terms of obvious financial and brand power: the company demonstrated its net sales of $20,245 million in the previous fiscal 2025, which is supported by a huge and diversified base of world spirits of premium quality, including Johnnie Walker, Smirnoff and Tanqueray (Niesten et al., 2024). This scale provides three short-run benefits to a market-entry programme. First, Diageo has a greater purchasing and marketing strength enabling it to recoup initial marketing and regulatory expenses smaller competitors could not; second, its global supply chain, and experience in 180+ markets lowers the operation learning curve of complex importing and compliance procedures; third, established brand names in premium markets shorten the consumer adoption timeframe in urban centres where aspirational signalling processes are the drivers of trial. Those strengths imply that Diageo can now use higher-margin strategies of premium things and maintain brand equity despite local rivals fighting on the price.
Weaknesses
Although Diageo has a robust top line sales, its recent profitability pressure reveals the areas of weakness that may inhibit aggressive investment in a small frontier market. In 2025, the operating profit of the firm reduced to a record low of 4,335 million, which is significantly lower than it was in the previous years, and the management has declared a 500-million-cost-saving initiative to boost margins (Canal Vieira et al., 2024). This lower operating leverage and active cost containment will mean capital allocation will be questioned; Mongolia, with a population of less than 3.6 million is a small revenue opportunity compared with other locations and thus it will be more difficult to afford high fixed commitments such as local production facility. Moreover, the globalisation of Diageo portfolio may introduce complexity to prioritisation of SKUs and pricing in small markets increasing the risk of either not investing sufficiently in brand development or over-saturation in SKUs which muddles the focus of distributors.
Opportunities
Mongolia has some quantifiable demand-side and digital leverage, which Diageo can capitalize on. The nominal GDP of the country is estimated at approximately 25.1 billion in the year 2025 and the projections of growth have been strong, which helps to increase urban disposable incomes which are focused on Ulaanbaatar. This macro trend is supplemented by high digital penetration: the number of internet users in the start of 2025 was approximately 2.90 million, which means approximately 83 percent online penetration, which facilitates cost-effective online marketing, CRM and online e-commerce collaborations (Anuno et al., 2024). To Diageo, such numbers suggest a programmable scaling of premium trial via on-trade activations channelled by influencers with selected social campaigns, direct-to-consumer sampling voucher channelled through the urban retail and hospitality channels; these data-based innovations eliminate the classical risk of creating a nationwide coverage of awareness, which is compacted within a limited area of geographical coverage.
Threats
Material downside risk is caused by structural market constraints and the regulation of public-health. The total observed and unobserved levels of alcohol consumption per adult are also among the larger regional rates (WHO and other country compilations list total consumption at 7-8 litres of pure alcohol per adult in recent years), which attracts regulatory and civil-society attention to the matters of availability and advertising. In addition, the alcoholic beverages market is highly concentrated around domestic incumbent APU JSC that is historically mentioned as holding a dominant portion of vodka market and majority of beer distribution content, which increases the cost and difficulty of securing prime on-trade and retail locations (Mowat, 2025). Combined with increased regulatory focus on harmful drinking and established suppliers locally, this implies that Diageo has to invest in compliance, community programmes, and perhaps even higher trade terms to convince distributors and hospitality partners to focus on imported premium SKUs.
[bookmark: _Toc216374193]Conclusion 
The joint information of the PESTLE, the Porters Five Forces, and the SWOT analysis reveal that Mongolia is a strategically favorable but operationally challenging growth frontier to Diageo. Connections with the strong macroeconomic spring, fast urbanisation, and the digitally-active youth generation provide a good demand environment of premium spirits and the open investment environment and the growing retail infrastructure of Mongolia facilitates the easy market penetration. Nonetheless, the monopoly of APU JSC, the growing regulatory dissection concerning alcohol drinking, and the limited population in the country demand a gentle and relationship-based entry approach that emphasizes brand differentiation and rigorous capital investment. The global scale, strong portfolio and distribution skills provide Diageo with obvious competitive advantage, yet long-term success will rely on the ability to navigate through the excise regulation, create a local legitimacy, and transform the current consumption of spirits into premium segments. 
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[bookmark: _Toc216374195]4 expansion method
Exporting: Export exporting entails Diageo supplying completed high quality spirits through its world production centres directly into Mongolia via an appointed distributor. This approach will be suitable in the small demand setup in Mongolia, where almost half of the population is located in Ulaanbaatar, which can be easily distributed with a small amount of fixed investment. The comparatively low rates of applied tariffs and good 2025 economic perspective of the country (Quantum growth of real GDP is estimated between 5 and 6.6%) favour the importation of premium goods. 
Company's advantage and disadvantages 
Advantages for Diageo
Exporting will enable Diageo to venture into Mongolia with reduced financial risk because it will be able to utilize its current international production facilities instead of investing in the local production. This is a strategic advantage since Mongolia has a small population of approximately 3.5 million people and the demand is concentrated in Ulaanbaatar and hence does not require so many infrastructure. Exporting also helps Diageo to live up to the global quality standards and at the same time launch high-margin premium spirits within a rising economy that is predicted to grow by more than 5 percent in 2025 (Bányai et al., 2025). 
Disadvantages for Diageo
Even though the risk is low, the exporting aspect denies Diageo the power to control vital areas of the value chain, especially in terms of distribution, pricing implementation and store visibility, which is highly reliant on performance of the local distributor. This is a significant weakness in a market with so powerful domestic brands like APU JSC that already has a better retail access and brand recognition (Vieira, 2025). Exporting also exposes Diageo to increased logistics expense, excise expenses and possible currency fluctuation, which is able to reduce the margins on imported spirits. 
Franchising: The form of franchise in Mongolia would be by Diageo licensing their brand idea including branded bars, tasting lounges or experiential retailing spaces to the local operators who operate the day-to-day operations (Buyl et al., 2025). The youthful, highly connected population of Ulaanbaatar and good social-media coverage has seen branded experiential spaces being very successful in creating the perception of premiums. 
Company's advantage and disadvantages 
Advantages for Diageo
Franchising will allow Diageo to fast track brand awareness and interaction with consumers in the Mongolian market at an exceptionally lower cost as compared to establishment of company-owned establishments. Local franchisees will provide the capital, compliance, and maneuvering around the licensing regulations which is beneficial in a highly controlled alcohol market (Gjikolli, 2024). Diageo maintains strategic ownership of brand guidelines and marketing policies besides enjoying a recurring income in terms of franchise fee and royalty. 
Disadvantages for Diageo
The franchising model also restricts direct customer experience and service provision as well as compliance practices which means that Diageo is exposed to reputational risks in case franchisees do not meet the global standards of operating practices. The regulations regarding alcohol in Mongolia are constantly changing, so franchise partners might not be able to ensure compliance without the constant attention. Secondly, Diageo loses control on the financial strength and operating capability of its franchisees; poor performing franchisees might undermine the brand image and drag in the market. 
Joint venture: Joint venture in Mongolia would entail Diageo collaborating with a local distributor/beverage company to share resources, ownership, and responsibilities. The given model is appealing in the environment, where the domestic players, particularly APU JSC, the prevailing producer of vodka and beer, own the majority of the retail access and logistics channels (Gathogo, 2024). 
Company's advantage and disadvantages 
Advantages for Diageo
Joint venture will provide Diageo with instant entry into the local market experience and less learning curve in the regulatory environment and excise laws and the cultural aspects of alcohol drinking in Mongolia. Working with a partner with a good relationship helps Diageo to gain shelf space, on-trade placements and fast distribution coverage that would otherwise take years to establish on their own (Katsaliaki et al., 2025). Shared investment minimizes financial and exposure, and allows Diageo to join more profitable activities including local bottling or exclusive distribution arrangements. 
Disadvantages for Diageo
Although it has its advantages, a joint venture will give Diageo less control in the operations, branding and the overall long-term strategic path (Gillespie, 2024). There is the risk of conflicts in case the local partner focuses on domestic brands or preserves the local practices that would not aim at the Diageo premium positioning or global compliance. Profit-sharing arrangements lower the financial rewards of Diageo in comparison to wholly owned models, and disputes on resource distribution or development priorities may slack performance. 
Wholly Owned Subsidiary: Wholly owned subsidiary would force Diageo to form a separate legal establishment in Mongolia either as a special import/distribution office or local bottling/packaging plant. This technique offers maximum control and is however associated with the highest financial investment. Considering the limited market size (population of about 3.5 million) but rapidly developing economy, the GDP of which is expected to increase over 5% as of 2025, a fully owned operation will provide the chance to control compliance, pricing, logistics and marketing processes with full autonomy. 
Company's advantage and disadvantages 
Advantages for Diageo
Wholly owned subsidiary will ensure that Diageo can exercise absolute control of its brand presentation, distribution plan, and customer interaction in Mongolia. In the absence of the intermediary margins, Diageo enjoys a larger portion of profitability and it is able to directly practice premiumisation tactics, including base brand events, regulated pricing, and regular retail activation, to reinforce high-end positioning. Complete authority over compliance further promotes regulatory credibility in a market where the alcohol laws and excise conditions are changed quite often. 
Disadvantages for Diageo
The main downside of wholly owned subsidiary is that large amounts of capital would be necessary to create a legal entity, license, construct a distribution network and staff with a local workforce. The rate of investment payoff may be sluggish in a small market like Mongolia in which the overall sales of beverages are relatively low and located in one metropolitan area. Diageo has all the operational and regulatory risk either; any change in excise or advertising bans or restrictions on imports can have a direct impact on profitability. 
[bookmark: _Toc216374196]Relevant strategic models discussed in class to formulate a market entry strategy
Porter's Diamond Model
Factor Conditions
The factor conditions are mixed but may be of potential attraction in the entry of Diageo on the high-end spirits in Mongolia. By the year 2024, the GDP per capita (nominal) of the state of Mongolia will be about US 6,050 meaning that there is an increase in average income as compared to previous decades (Provasi, 2024). Special focus is given to Mongolia though despite its reliance on the resources, mining makes up a significant part of the national output, urban labour force and growing services sector can offer the human resources and infrastructures which are favourable to import-oriented consumer goods. Moreover, the growth of foreign direct investment and trade openness is an indicator that the logistic, distribution and import facilities are becoming more efficient to manage the imported consumer goods.
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Fig 7: Porter’s Diamond Model
Source: (EPM, 2018)
Demand Conditions
The domestic demand in Mongolia has favourable prospects to high end international spirits. In 2024, the economy recorded a real GDP growth of 5.0 percent and is expected to increase to about 6.3% in 2025, indicating the growing consumer buying power. As household income and urbanisation increase, the proportion of consumers exposed to global consumption patterns is also increasing, which is opening the consumer to high-end imported goods (Houghton, 2024). Although the population size is small (around 3.5 million), the urban population is concentrated, particularly in the capital city and the large cities so that it is possible to significantly aggregate demand in the hospitality, retail and lifestyle markets. With the given trends, Diageo can take advantage of a market where the demand conditions are shifting: as the incomes of many consumers increase and the taste changes, Diageo can potentially charge aspirational premium spirits, so a niche positioning approach will give them opportunity (World Bank, 2025b).
Related and Supporting Industries
In the case of an imported-spirits company, such as Diageo, the availability of strong related and supporting industries is highly essential. It is also seen that Mongolia has good indicators. Services sector has also expanded significantly in the country as a result of the country diversifying into non-mineral sectors and comprises of; wholesale/retail, hospitality, transport and logistics all of which the beverage distribution can be used (Poon et al., 2025). The increasing receptivity of foreign goods, the rising turnover of trade, and the growth of foreign direct investment are all aspects that indicate that the supporting industries (logistics, distribution, retail import-channels) are operational and becoming better. These factors would imply that Diageo would have a good chance of finding trusted importers, distributors, wholesalers, and retailers, reducing entry barriers. 
Firm Strategy, Structure and Rivalry
The application of Porters diamond to Mongolia indicates that Diageo international strategy and structure would fit well in the country competitive situation. Since the local competition within the high-end spirits sector is minimal, the majority of domestic firms within the industry focus on traditional or low-cost spirits and beverage manufacturers, a first-mover benefits of a global premium player (Dijkstra-Silva, 2024). Since the Mongolian consumer base is small but is expanding with a growing openness to imports, Diageo has the opportunity to leverage its global brand commitment, quality assurance, and marketing experience to help establish a certain level of differentiation. Competition at home is fairly low, which implies that there will be fewer issues with enterprising price wars; Diageo instead can use its differentiation strategy, stressing on quality, established tradition, and aspirational branding (Mager, 2024). 
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[bookmark: _Toc215244818][bookmark: _Toc216374198]Triple Bottom Line to identify key performance indicators (KPIs) and success metrics
People
The social context of Mongolia needs KPIs to quantify the commercialization of the market and social responsibility since people consumption patterns and health issues determine the legitimacy and the rights to operate. On the demand side, 7.74 litres of pure alcohol per capita of total adult (15+) alcohol consumption in Mongolia implies that the country has an established culture of spirits that Diageo can convert to premium products in a responsible manner; on the population side, the capital city of Ulaanbaatar is the largest concentration of alcohol drinkers (metro population 1.7-1.73 million in 2023-2024), implying that the greatest number of high-value drinkers are served by urban-based programmes (Sangroya et al., 2025). 
Planet
The environmental KPIs should capture the acute urban environmental issues of Mongolia and also the carbon and packaging footprint of imported drinks (World Bank, 2025a). Ulaanbaatar is also very susceptible to air-quality issues (according to the IQAir, in 2024, the city has an average concentration of PM2.5 of approximately 25.7 µg/m 3, which is about 5 times higher than the annual threshold offered by the WHO), and Diageo must also ensure that its logistics processes emit the lowest possible level of emissions, as well as ensure that its packaging materials do not contribute to urban waste (MacKenzie et al., 2024). 
[image: African brands Leveraging Triple Bottom Line Sustainability framework]
Fig 8: TBL Framework
Source: (Adekoya, 2025)
Profit
The profit KPIs should track the market traction, channel profitability and payback on the entry investment to the market in terms of the scale of the Mongolian economy: in 2024 the nominal GDP was reported to be about USD 23,586 million and the tourism, as a high-value demand source of premium spirits, has recovered to about 808,900 international arrivals in 2024 (Mongolian official figures) and has given the company attractive sales channels of duty-free and hospitality (Geoghegan, 2025). 
[bookmark: _Toc215244819][bookmark: _Toc216374199]Triple Bottom Line to analyse the impact and progress of the expansion initiative
People Impact
The profit KPIs should track the market traction, channel profitability and payback on the entry investment to the market in terms of the scale of the Mongolian economy: in 2024 the nominal GDP was reported to be about USD 23,586 million and the tourism, as a high-value demand source of premium spirits, has recovered to about 808,900 international arrivals in 2024 (Mongolian official figures) and has given the company attractive sales channels of duty-free and hospitality (Penttilä, 2025). 
Planet Impact
Environmentally speaking, the growth of Diageo has impacts on carbon emissions, packaging waste and logistics efficiency in a landlocked nation whereby environmental forces (especially air pollution and urban waste) are high. The initial effect of import-based logistics is scope-3 emissions, but the improvement in CO2e/case/delivery rates can be assessed annually through the decline of the exchange of freight routes, shipment consolidation and collaboration with suppliers (DataReportal, 2025).   
Profit Impact
The financial effect of the expansion may be measured by comparing the market penetration, revenue and profitability trend with the economic situation in Mongolia and the well-being of the market demand. The immediate boost in revenues will be on the premium on-trade outlets like high-end hotels and duty-free, which will be backed by increasing tourism inflow and an upper urban middle income (IQAir, 2025). The organic sales increased by 1.7%, operating profit decreased by 0.7% and EPS were reduced to 164.2 cents in 2025. Profitability is enhanced when brand awareness increases, distribution becomes more competitive and product mix to high margin SKUs including Scotch whisky and tequila.
[image: ]
Fig 9: Company Metrics
Source: (Diageo Plc, 2025)
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