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1	EXECUTIVE SUMMARY

Askonas Holt Limited (“Askonas”) is one of the leading classical music agencies in the U. K. It works for international clients, representing them around the world with the geographical split of its income being 34% U. K., 39% Europe and 28% elsewhere (Askonas Holt Limited, 2014).

This business plan sets out the prospects for Askonas expanding into the U. S. A. by opening a New York office. It proposes a vision for the company, considers the market and risks, sets out a business strategy, organisational structure, projects financial details, and suggests appropriate marketing and human resource policies.

It recommends:
1. A two-day QUEST process to analyse outcomes and develop strategies;
2. Full research of U. S. opera market and artists;
3. Setting up a New York subsidiary;
4. Organising group in a matrix structure;
5. Target an eighth of the U. S. classical market within five years;
6. Adapting marketing to reflect the cultural differences in New York;
7. Engage American personnel aid cultural fit, communication, and compliance; and
8. Develop training programmes and inter-office secondments.




2	CORPORATE GLOBAL VISION AND GOALS

The proximity of continental Europe, the similar time zones and the linguistic abilities of staff makes working with clients and promotors across this region a relatively straightforward exercise for Askonas. Beyond Europe, as demonstrated by the lower proportion of income earnt, there are more barriers to undertaking business.

Whilst it is possible for Askonas to work with American promotors, the time difference, the cost of travel and the lack of personal contact means that this is generally limited to a few key concert halls and opera houses. Similarly, Askonas represents a number of high profile American musicians, but does not have the breadth and depth that exists in its U. K. roster.

Askonas already has a worldwide reputation as a London-based classical music agency. This plan sets out a vision for Askonas to become a truly global agency, starting with opening an office in New York. Such a venture will allow the company to better understand the U. S. classical music market, and to become an integral part of the New York opera scene, rather than merely exporting talent across the Atlantic. In this way it could capitalise on its existing expertise and benefit from being a local company in America with the strongest European connections. This would enable it to attract the best American talent, which in turn would strengthen its relationships with U. S. promoters. 

As Chinese tastes for Western classical music increase (Vanderklippe, 2017), the potential of a huge market opening in Asia in the future is a real possibility, and Askonas’ expansion to the U. S. A. and representing itself as a global enterprise could make it uniquely positioned to take advantage of an expanding Chinese market. 

3	FOREIGN MARKET RESEARCH

Stone (2018d) explains that it would be of great benefit to Askonas to explore this American market, to increase its U. S. A. income and improve its resources and reputation globally.
[image: ]
Source: Stone (2018d)
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Source: Statista (n.d.)



4	RISK ASSESSMENT

4.1	Hofstede’s Six Dimensions
Although the data collection and generalisation raise concerns over this analysis (De Cieri, 2008), Hofstede (1984) shows the six cultural dimensions of comparison for the U. K. and America.
[image: ]
Source: Stone (2018d)
[image: ]
Hofstede Insights (2018) 


4.2	STEEPLE Analysis
The STEEPLE environmental analysis (Kew & Stredwick, 2008, p. 6), which although needing to be continually updated (Analysis, 2016) highlights the following factors:
[image: ]
Source: Stone (2018d)


4.3	Porter’s Five Forces
Porter (2008) outlines the five forces of competition that shape strategy, although consideration of these five forces does not guarantee an inviolable and sustained competitive advantage (Dälken, 2014).
[image: ]
Source: Stone (2018d)

4.4	SWOT Analysis
Despite SWOT analysis providing little insight into unstable and volatile situations (Hill & Westbrook, 1997), it helps understand the internal and external environment (Doyle, 2011).
[image: ]
Source: Stone (2018d)

4.5	TOWS Matrix
Weihrich (1984) explains how SWOT analysis summarising the internal and external situation is used to formulate strategies in a TOWS matrix. As this is based on the results of SWOT analysis, it is subject to the same limitations.
[image: ]
Source: Stone (2018d)

4.6	Porter’s Diamond
Porter’s theory, although criticised for its generalisation (Hill & Hult, 2017), proposed that four national attributes affect competitive advantage.
[image: ]
Source: Stone (2018d)
4.7	QUEST
Quick Environmental Scanning Technique should also be undertaken (Du Toit, 1993), involving four stages: preparation; divergent planning; scenario development; strategic options identification. Such a two-day process, exploring possible options, is essential to the success of the organisation in an uncertain and changing environment.


5	INTERNATIONAL BUSINESS STRATEGY

There are many methods of engaging in international business, as outlined by Deresky (2017, pp. 257-264).

5.1	Exporting
Askonas currently works as an exporter of services to the American market, both in terms of working for American clients and servicing the American opera industry. As Deresky (2017, pp. 257-258) points out, this is a relatively low-risk, low-cost method of accessing a foreign market. The disadvantages are that the involvement with the U. S. market is less engaged and, as such, Askonas is viewed by many Americans as a foreign entity. Bartlett & Beamish (2011) elaborate, stating that a true multinational enterprise is one that has “substantial direct investment in foreign countries and actively manage[s] and regard[s] those operations as integral parts of the company, both strategically and organizationally”. This highlights the advantages to expanding the company’s operations: greater investment of resources could reap greater rewards for the company.

5.2	Licensing and Franchising
These options, explained by Deresky (2017, p. 258) are unlikely to be appropriate for Askonas, or improve the profitability of the company. Both strategies would involve earning income from the use of the Askonas brand. However, this could be seen as a dilution of the corporate expertise, or cashing-in on the company’s reputation. Although the income provided would be immediate, it would be limited, and could prevent further expansion by other means in the same territory.

5.3	International Joint Venture
Establishing an international joint venture with an existing agency of similar size and scope would be a method of exploring a greater level of opportunities, but with a greater level of investment and risk (Deresky, 2017, p. 263). Such collaborations already form part of the day-to-day operations of the agency on an informal level, when dealing with some European territories. There are two possibilities for such a strategy. One would be to join forces with another European agency to open a joint operation in New York. This would be an effective way of sharing the costs of such a venture, but it could lead to complications when business is referred back to Europe. Alternatively, a joint venture could be entered into with a New York agency that allowed both companies to earnt profit from each other’s territories. However, international joint ventures often fail, as reported by Nielsen (2002), for reasons such as differences in strategic motivation.

5.4	Acquisition of Existing Business
Acquiring an existing agency in New York could be a short cut to establishing a functioning business, as was the case in the beer industry when the Australian company Foster’s was acquired by South African company SABMiller (Deresky, 2017, p. 264). This would have staff that were already well-versed in the U. S. classical music scene, and it would come with a list of clients ready to service. On the down side, if the agency had a good reputation, the cost of the business would be likely to be high, and if the price was not high then Askonas could be acquiring a business with a poor reputation, staff and client base.

5.5	Set Up a New Fully-owned Subsidiary
The most straight-forward strategy, although one that would require significant investment and risk, is the setting up of a fully-own subsidiary in New York. As with acquisition, this would give Askonas complete control and allow it to realise all revenues of the U. S. venture. Given the nature of the business, and the cash resources currently possessed by Askonas, this would appear to be the best way to proceed. A separate subsidiary would ring-fence any losses for the new company, thereby limiting liability to the parent. It would also help work around any barriers to entry that are put in place, given the current political environment in the U. S. A. and President Trump’s protectionist policies (Libertypen, 2015).


6	INTERNATIONAL BUSINESS ORGANISATIONAL STRUCTURE

The organisation of a multinational enterprise can be arranged in a number of ways dependent on the nature and size of the business.

6.1	Foreign Subsidiary Structure
The simplest option for many businesses when expanding abroad is to treat the new territory as subsidiary to the parent company. Dividing off the international business in this way is often as the result of companies manufacturing at home for foreign sales (Hill & Hult, 2017, p. 400) This ensures that the parent has complete control over all aspects of the business, with finance, operations, marketing and human resources all dictated by head office. However, the foreign enterprise can be over-reliant on home-country managers and resources (Wild & Wild, 2016, p. 315). For Askonas this is unlikely to be the most appropriate. Organising the New York office in this way will give little advantage to the existing set-up and will make the U. S. company appear to be a British company trying to muscle in on the American market. It gives little opportunity for the U. S. office to adapt to local conditions and to establish a culturally appropriate method of doing business.
[image: ]
Source: Deresky (2017, p. 310)
6.2	Product Structure
The company could split its operations and manage them globally. This method is often employed by businesses who have domestic structures based on product divisions (Hill & Hult, 2017, p. 403), such as Askonas who divide their work between artist management (earning commission for work secured for clients) and projects (running tours for orchestras and similar groups). There is some benefit to operating tours on a global basis, but difficulties may arise when trying to effectively manage operations in two geographical locations.
[image: ]
Source: Deresky (2017, p. 311)

6.3	Geographic Structure
Described by Deresky (2017, p. 311) as “the most common form of organizing foreign operations”, this structure seeks to address the problems outlined above by allowing each region to manage its own operations and is “favoured by firms with a low degree of diversification” (Hill & Hult, 2017, p. 402). For Askonas this could prove problematic. Wild & Wild (2016, p. 316) suggest that this method “is best suited to companies that treat each national or regional market as unique”, but classical music is a global industry, and the reason for expanding to the U. S. would be to utilise its already-considerable European expertise in the American market. By running the American business autonomously, it would, at least partially, negate the considerable advantages of cross-fertilisation between London and New York.
[image: ]
Source: Deresky (2017, p. 311)

6.4	Matrix Structure
In a matrix structure, “responsibility for operating decisions pertaining to a particular product should be shared by the product division and the various areas of the firm” (Hill & Hult, 2017, p. 404), which can “increase coordination while simultaneously improving agility and local responsiveness” (Wild & Wild, 2016, p. 317). By instigating this type of organisation, Askonas could get the best of both worlds. It could allow some degree of autonomy and adaptation for the local market conditions whilst maintaining a strong company ethos and communication across the group. Deresky (2017, p. 312) warns that the overlapping of horizontal and vertical management “often brings confusion, communication problems, and conflict”, however, a company the size of Askonas should be able to counter these effects with regular contact and training.
[image: ]
Source: Deresky (2017, p. 312)
Adapting this model to the specifics of Askonas’ business shows a combination of local management of artists and projects with a global reach that provides both economies of scale and an overview of the entire industry. The following outline indicates the organisation, with the possibility of future expansion to Asia:
[image: ]
7	FINANCIAL FORECAST

7.1	Six-year Financial Forecast
A forecast for the profit and loss account of the New York office is as follows:
[image: ]
This is based on the following assumptions:
i. Turnover will achieve the target of $3.6m in five years;
ii. Cost of sales is based on 25% of sales as per last published profit and loss account of London office (Askonas Holt Limited, 2014);
iii. Administrative expenses (excluding directors’ pay) is based on 60% of sales as per last published profit and loss account of London office (Askonas Holt Limited, 2014);
iv. Director’s pay is estimated as two directors in the U. S. A. office at $150,000 each comparable to pay of London directors (Askonas Holt Limited, 2014);
v. Interest payable is based on 10% of negative cash balance; and
vi. Tax is calculated at 25% of profit based on current estimates of U. S. A. corporate tax rates (Michel & Bowman, 2018).
7.2	Payback Period
Based on this five-year forecast, and the cumulative profit figures we can evaluate the payback period to be between years five and six (Atrill & Mclaney, 2015, p. 365). The number of months into the sixth year that payback is expected is calculated as:
[image: ]
Therefore, the payback period is 5 years and 1 month.

7.3	Discounted Cash Flow
Based on a rate of return of 10%, the Net Present Value (Atrill, 2017, p. 151) is calculated as follows:
[image: ]
As the NPV of the first six years’ profits are $29,000, and it is anticipated that positive cashflows will exist after this period, there is evidence to suggest that the project is viable.

7.4	Monthly Cashflow Forecast
In order to calculate the amount of capital required to start up the New York office (Collier, 2015, p. 345), monthly cash flows for the period prior to payback have been calculated as follows: 
[image: ]


These forecasts are based on the following assumptions:
i. Turnover will increase quarter by quarter to reach the estimated annual figure;
ii. Cost of sales, administrative expenses, directors’ pay and interest payable are spread evenly over the year. 
It shows the maximum capital required by the business estimated at $459,000, and so a borrowing facility of $500,000 should be arranged. Askonas Holt Limited (2017, p. 1) shows a cash balance of £498,520 at 31 July 2016, indicating that part of this requirement might be funded from the company’s existing resources. External capital could be raised by bank loan, or by issuing further share capital. The latter is something that could be offered to the new US-based directors of the company.



8	INTERNATIONAL MARKETING PLAN

8.1	Standardised vs. Adapted
One of the key marketing issues is deciding how much the marketing plan for the New York office should replicate that of London. Schewe & Hiam (1998, p. 78) describe the possibility of a global marketing strategy, selling the same thing, the same way everywhere in the world, as opposed to adapting to reflect local needs (Wade, 2016). In order to make this decision, we must consider the “Four Ps”.

8.2	Product
The product (or in this case service) that the company would provide in New York would be very similar to that it provides in Europe, namely the representation of artists and arranging tours for larger groups. The American operations would expand to include the whole spectrum of the American classical music business, rather than just the top end, but in this way it would more closely mirror its current U. K. business.

8.3	Place
American agents provide their services from a central office (often in New York) making visits to individual performing centres for shows and meetings with artists and promotors. There is no difference between this and the way that Askonas currently operates in London.

8.4	Price
American agents are a little more expensive that U. K. agents. Typically, a U. K. agent charges 10% for opera work and 15% for concert work. In America these amounts tend to be 10% and 20% respectively. Whilst it would be possible to charge this higher rate in America this could cause problems across the organisation, with American clients feeling hard done by compared to their European colleagues and European artists facing a price rise for their American work. Despite the prevailing market conditions, it would make sense to have a standard pricing policy across the group, and this should probably reflect the existing commission rates charged in London.

8.5	Promotion
Promotion offers some scope for adaption, due to the slight cultural differences between America and the U. K. The main difference on the Hofstede analysis (see 4.1 above) of the two countries was long-term orientation. This suggests that when discussing careers projections and castings with artists and managements, the focus should be brought closer to the present. In addition, despite the similarity in Masculinity, this characteristic is expressed in different ways. As Hofstede (2018) suggests, “a key point of confusion … lies in the apparent contradiction between the British culture of modesty and understatement which is at odds with the underlying success driven value system in the culture”. American masculinity is more open and direct, and as such promotion can be more up front.

8.6	Effects Leading to Standardisation
A standardised approach is more economical, as existing procedures can be transferred from the London office. The market conditions are similar in London and New York, with classical music being a global market and many customers and suppliers doing business across national borders. The competition is largely local, with exception of IMG artists which operates in America and Europe. 



8.7	Effects Leading to Adaptation
There are sociocultural and political differences that imply a different way of doing business would be more effective. More direct communication, aggressively marketing artists to promotors would not be out of place in the way that it would in the U. K. and would be expected. The majority of agents in New York are local rather than global. This suggests that Askonas should ensure it undertakes business in a manner effective to the local environment, and that it could achieve a competitive advantage by being one of the few international agencies. The high level of service involved in the nature of Askonas’ work also suggests that it should interact with its clients in a manner appropriate to the American environment.

8.8	International Marketing Plan
Classical music is a global industry and as such, Askonas should to a large extent adopt a marketing plan that is uniform across the group. The products it supplies, the places it supplies it and the price it charges should be the same in New York and London. Promotion, however, should be adapted to local conditions as is done by many multinational enterprises (Yin, 2014). Askonas should emphasise the advantages to suppliers and customers of working with an international agency, thereby achieving a unique market position and a resultant competitive advantage. By charging slightly lower London commission rates in New York, it could undercut the local competition. Adapting its style of doing business to a more overtly aggressive and direct method of communication, employing local staff, would reduce the risk of culture clashes and ensure that it quickly attains its growth potential. 







9	INTERNATIONAL HUMAN RESOURCE STRATEGY

As with marketing, the management of human resources can be undertaken in a number of ways:

9.1	Different Approaches
An ethnocentric policy would see human resource practices transferred from the London office to the New York office, with expatriates managing the subsidiary. This has the advantage of economies of scale and transferring knowledge. However, it could mean that the new office is viewed as a foreign entity by the market and, with President Trumps increasingly protectionist stance, the organisation may find itself at a disadvantage.

A similar approach is geocentrism, whereby the organisation adopts single policies across the group that are applicable to all offices. The disadvantage with this one-size-fits-all approach is that there is inevitable compromise and the HR policies will not be exactly right for any location.

Two alternatives are polycentrism and regiocentrism, which allow each subsidiary or region to develop its own human resource polices. This allows the company to fit precise to the needs of the market, although it could cause problems if one office considered itself to be getting less beneficial treatment than another.

9.2	Convergence and Divergence
Evidence shows that in multinational enterprises there is variation in HR practices across different countries (Henderson, 2011, p. 216). Although there are some practices that could be viewed as universally best practice, often the cultural differences in a given country mean there is a necessity for some degree of variation and, if not a completely divergent set of policies, at least some form of strategic choice.

9.3	The Best Fit for Askonas
Although the world of classical music is small, there are still cultural differences that exist between New York and London. At its heart is the significant level of public subsidy that exists in the arts in Europe compared to the negligible amounts that exist in America. This moves arts in the U. S. A. firmly into the realm of commercial business, even though many are run as not-for-profits. Coupled with the inherent cultural differences in New York society compared to London, HR policy should be tailored slightly to allow the company to attract and retain the best talent. Ex-patriate postings between offices could be of great benefit if undertaken strategically, increasing knowledge of both markets and facilitating easy communications between the offices.


10	RECOMMENDATIONS

Based on the above report, the following recommendations are made:
1. Undertake a two-day internal QUEST process to analyse possible outcomes of and alternative strategies for a New York subsidiary of Askonas. This will equip the management team for the inherently volatile and unpredictable nature of setting up a new office in New York.
2. Fully research the U. S. opera market and artists to add to the already-considerable in-house knowledge. The current U. S. business focuses on the top level of the industry, and this knowledge base needs to be deepened.
3. Set up the American business as a newly-formed subsidiary. This will limit liability and protect against future moves by the U. S. A. towards protectionism.
4. Organise the enlarged group in a matrix structure. This is ideal for Askonas, given the level of division between projects and commission and the global nature of the industry.
5. Aim to achieve an eighth of the U. S. classical market within five years. This is an achievable goal and one that would see the New York office approaching breakeven in the same time frame.
6. Marketing should be similar to that of the London office but adapted to reflect the cultural differences in New York. Whilst reflecting the global nature of the industry it is important to understand the important cultural differences between the countries.
7. Engage a number of American personnel for the New York office to aid cultural fit, communication and compliance. This too will help counter both explicit and implicit protectionism in America, and it will ensure that the company is best suited to the local environment.
8. Develop programmes for staff development and inter-office secondments to ensure an effective and aligned work environment. Broadening the possibilities for staff will not only improve their skillsets but act as an aid to recruitment.
[3,890 words]





11	APPENDICES

11.1	Askonas Holt Limited Profit and Loss for the Year Ended 31 December 2013*
	
	£
	£
	£
	
	£
	£
	£

	Turnover:
	
	
	
	
	
	
	

	Artist management
	4,497,339 
	
	
	
	4,031,039 
	
	

	Project management
	2,740,659 
	
	
	
	4,337,292 
	
	

	Sundry
	8,560 
	
	
	
	10,140 
	
	

	U. K.
	
	2,455,261 
	
	
	
	2,089,943 
	

	Europe
	
	2,790,428 
	
	
	
	3,093,437 
	

	R.O.W.
	
	2,000,869 
	
	
	
	3,195,091 
	

	
	7,246,558 
	7,246,558 
	7,246,558 
	
	8,378,471 
	8,378,471 
	8,378,471 

	
	
	
	
	
	
	
	

	Cost of sales
	
	
	(1,748,997)
	
	
	
	(3,194,482)

	Gross profit
	
	
	5,497,561 
	
	 
	 
	5,183,989 

	Administrative Expenses:
	
	
	
	
	
	
	

	Depreciation of owned fixed assets
	
	(65,358)
	
	
	
	(66,801)
	

	Depreciation of leased fixed assets
	
	0 
	
	
	
	(27,375)
	

	Profit/loss on disposal of fixed assets
	
	24,412 
	
	
	
	(1,986)
	

	Loss on foreign exchange
	
	(27,164)
	
	
	
	(32,376)
	

	Operating lease rentals
	
	(215,757)
	
	
	
	(215,757)
	

	Plant and machinery
	
	(4,033)
	
	
	
	(4,451)
	

	Auditor fees
	
	(21,504)
	
	
	
	(21,504)
	

	Directors' pay
	
	(1,047,052)
	
	
	
	(927,003)
	

	Other staff pay
	
	(2,551,344)
	
	
	
	(2,438,928)
	

	
	
	(1,444,762)
	
	
	
	(1,286,595)
	

	
	
	 
	(5,352,562)
	
	
	 
	(5,022,776)

	Other operating income
	
	
	10,669 
	
	
	
	7,945 

	Operating profit
	
	
	155,668 
	
	 
	 
	169,158 

	Investment income
	
	
	0 
	
	
	
	(102)

	Interest receivable
	
	
	3,403 
	
	
	
	2,007 

	Interest payable (lease charges)
	
	
	0 
	
	
	
	(12,444)

	Profit before tax
	
	
	159,071 
	
	 
	 
	158,619 

	Tax
	
	
	(58,071)
	
	
	
	(58,664)

	Profit after tax
	
	
	101,000 
	
	 
	 
	99,955 

	Dividends
	
	
	(60,000)
	
	
	
	(50,000)

	
	
	
	41,000 
	
	 
	 
	49,955 



Source: Askonas Holt Limited (2014)
* The last published accounts to include a full profit and loss account

11.2	Askonas Holt Limited Balance Sheet for the Year Ended 31 December 2013

	
	£
	£
	
	£
	£

	FIXED ASSETS:
	
	
	
	
	

	Tangible Fixed Assets:
	
	
	
	
	

	Computer equipment
	47,877 
	
	
	56,427 
	

	Fixtures and fittings
	15,300 
	
	
	12,679 
	

	Motor vehicles
	0 
	
	
	5,937 
	

	
	 
	63,177 
	
	 
	75,043 

	
	
	
	
	
	

	CURRENT ASSETS:
	
	
	
	
	

	Debtors:
	
	
	
	
	

	Trade debtors
	730,404 
	
	
	626,437 
	

	Other debtors
	64,425 
	
	
	37,926 
	

	Prepayments and accrued income
	308,691 
	
	
	329,334 
	

	Deferred tax asset
	12,846 
	
	
	17,256 
	

	
	 
	1,116,366 
	
	 
	1,010,953 

	Cash
	
	939,508 
	
	
	1,058,263 

	
	
	2,055,874 
	
	 
	2,069,216 

	
	
	
	
	
	

	CURRENT LIABILITIES:
	
	
	
	
	

	Creditors:
	
	
	
	
	

	Trade creditors
	(334,084)
	
	
	(502,534)
	

	Corporation tax
	(35,806)
	
	
	(52,433)
	

	Other taxes and social security
	(316,485)
	
	
	(308,277)
	

	Directors' current accounts
	(118,092)
	
	
	(365)
	

	Other creditors
	(104,389)
	
	
	(73,868)
	

	Accruals and deferred income
	(115,278)
	
	
	(152,865)
	

	
	 
	(1,024,134)
	
	 
	(1,090,342)

	
	
	
	
	
	

	
	
	1,094,917 
	
	
	1,053,917 

	
	
	
	
	
	

	CAPITAL AND RESERVES:
	
	
	
	
	

	Share capital
	
	179,116 
	
	
	179,116 

	Premium
	
	83,580 
	
	
	83,580 

	Other reserves
	
	62,005 
	
	
	62,005 

	Profit and loss account
	
	770,216 
	
	
	729,216 

	
	
	1,094,917 
	
	
	1,053,917 



Source: Askonas Holt Limited (2014)
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Total U. S. A. opera market

Estimated at $1.14 for 2017 (Opera America, 2017, p.
54).

Recent trends

Market stabilised after recent falls in audience due to
9/11, financial crisis and change in consumption with
the advent of live cinema broadcasts (Service, 2014).

Total U. S. A. agency commission

Potential agency turnover of $28.5m, based on artistic
costs of 25% (Opera America, 2017), and Askonas’
10% commission rate.

Askonas’ U. S. A. target

If Askonas achieved an eighth of U. S. A. commission
(New York is currently dominated by seven agents),
this would amount to $3.6m, compared to its
worldwide turnover of £7.2m (Askonas Holt Limited,
2014).
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Power Distance (acceptance of unequal power distribution)
Both countries rank low, indicating a desire for people to be treated equally, with
the USA’s indicating more deference to senior staff.

Individualism (personal over societal motivation)
Both countries rate highly, with the UK’s drive for personal fulfilment corresponding to
the “American Dream” mentality.

Masculinity (achievement over quality of life)
UK and USA are on the masculine side. The main difference is Americans’ openness
to discuss success compared to the modest Brits.

Uncertainty avoidance (threatened by ambiguity)
UK is slightly more accepting of unknown situations compared to Americans, a
difference heightened by the 9/11 terror attacks.

Long-term orientation (preferring change over tradition)
The biggest difference, with UK being ambivalent, and USA respecting tradition, reflecting
their deeper-held beliefs of “good” and “evil”.

Indulgence (how little desires are controlled)
Both countries are similarly lacking restraint, with a work-hard play-hard ethos, and USA
having high levels of drug addiction for a wealthy country.
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Social
i.  Culturally, as indicated by Hofstede, the UK and USA are well aligned
ii. The difference in long-term orientation should shape the way the company operates
in the USA
iii. This difference in long-term outlook could be used by Askonas Holt to provide a
unique market position and competitive advantage

Technological
i.  The Internet has made opera a global business
ii. Time differences, language barriers and lack of personal contact still impact on
business, and a US presence would benefit Askonas Holt
iii. Linking information systems with the London office would provide a greater
resource than other US agencies

Economic

i.  President Trump’s Protectionist policies have led to tariffs being placed on certain
sectors, but there is no indication of this occurring in the arts

ii. Brexit and other factors has seen large movements in the US-dollar-British-pound
exchange rate. These fluctuations could be mitigated by moving US operations to
New York, as suggested by Stone (2018c)

iii. Recent reductions in US corporate taxation has made doing business in the USA
more profitable

Ecological
i. Less need for transatlantic flights with office in New York

Political

i. New York and the arts community is less aligned with President Trumps
protectionist policies, with 59% of the state voting for Hillary Clinton in the last
election (New York Times, 2017)

ii. If sentiment moves towards favouring USA companies, Askonas Holt would be
better placed if it had a US subsidiary

iii. A US office would be more aware of political changes affecting company, industry
and clients, including tax, immigration and funding

Legal
i. A US subsidiary would ensure awareness of and compliance with all relevant USA
legal requirements and limit any liabilities

Ethical
i.  Providing employment for American arts personnel and servicing American artists
would portray the company in a good light morally and help in dealings with
companies seeking to satisfy US philanthropists
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Threat of new entrants

Other new entrants to the US market would not have Askonas
Holt’s international reputation or network of contacts

Bargaining power of suppliers

Opera companies will seek to limit their artistic
costs, but generally they will understand that to
secure quality artists they need to pay
appropriate fees

¥

Rivalry among existing competitors
This is the key issue for Askonas Holt.
The New York agency environment is
competitive, but their expertise and
contacts should make them able to
cope with this threat

*

Bargaining power of buyers

Many artists are competing for a limited amount of
work, and most are happy to pay generally
accepted rates of commission. In the rare instances
of superstar clients negotiating reduced
commission rates, the level of income has more
than compensated

Threat of substitute services

the main alternative for an artist is to work without an agent.
Although this is possible, it is time consuming and creates a
poor impression with opera companies
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Strengths

Understanding of international opera market
Knowledge of opera repertoire

Excellent client servicing systems for arranging
visas, travel etc.

Strong reputation in operatic community

Opportunities

Large market of domestic American opera
companies for Askonas Holt to engage with

Large number of American singers for Askonas
Holt to service and earn commission from

The possibility of discovering new artistic talent at
an earlier stage in their development

Engaging with a wider arts community, including
arts management personnel, arts administration
bodies and philanthropists

Weaknesses

Less knowledge of American operatic market
Ignorance of American artists beyond those who
work internationally

Lack of experience arranging visas for American
artists

Threats

The current New York agents may react strongly to
the entrance of Askonas Holt into the domestic US
market

Some US houses may be reluctant to deal with a
company they perceive to be a foreign agency

US singers may prefer to deal with local agents
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WO - Mini-maxi

.

Arrange in-house training sessions for
transferring staff to understand US market
Engage staff who are prepared to travel

extensively in order to acquire new knowledge
base

Use existing contacts in Europe and larger US
companies to advise and promote Askonas Holt
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