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[bookmark: _Toc214052997]1.0 Introduction
Strategic marketing management involves the automatic monitoring and evaluation of a company's history with any changes in the macro marketing environment. Specifically, external environmental actors are essential to the development of competitive capacity for an organisation, the way in which markets behave and importantly defining what strategy to follow. For those pioneering companies, changes in their environment can create opportunities to develop an entirely new market and to assume the role of leader in the early stages of market development. In this case, follower companies typically gauge how they react to proven strategies adopted by the stamping companies and industries of a market. Therefore, understanding how macro-environmental forces work is vital in understanding competition that is evolving in a market or in any industry.
This report will explore this competitive behaviour across companies through a comparative study of Nestlé as an industry pioneer global player in the food and beverage industry, and Mondelēz International, which is recognised as a follower in many of the product categories including snacks, confectionery, and packaged food. Nestlé has an historical propensity to innovate early, invest in food technology as it relates to food and beverage development, and lead the way in sustainability initiatives, both of which are self-evident of a pioneering business. With Mondelēz typically adopting a fast-second approach to development, they will also be in a position to develop modifications of proven and lower risk innovations with shorter time frames.
The two macro-environmental actors identified for critique are technological actors and socio-cultural. The rationale for selecting these two actors, in particular, is that they will have the greatest impact on consumer expectations, product innovation across companies, and their competitiveness in the global industry.
[bookmark: _Toc214052998]2.0 Selected Macro-Environmental Actors
This report will use two of the macro-environmental actors located in the PESTLE framework: Technological factors and Socio-Cultural factors. A macro environment refers to the overall, broader economy and the external forces that affect it. These factors are important to use as within the global food and beverage industry, technological innovations drive product development, supply chain efficiencies and digital transformation. Likewise, socio-cultural changes are changing consumer demand, behaviour, and expectations. Technological and socio-cultural factors will provide several unique opportunities and threats to a pioneer firm such as Nestlé, and a follower organization such as Mondelēz. The barriers of using actors with differing strategic orientations will allow for an insightful comparison regarding how organizations respond to rapid environment changes.
[bookmark: _Toc214052999]3.0 Macro Actor 1: Technology
Technological change stands out as one of the key actors constituting the macro-environmental context affecting the global food and beverage sector. There is also an evolution in the pace of technology adoption in the market that is fast-tracking innovators and the laggars who follow, to remain competitive. For innovators like Nestlé, technology creates great opportunity for innovation leadership and changing industry practice and for being the first mover and gaining market leadership position. On the other side of the ledger there are substantial risk development costs associated with technology for firms, as well. When firms have a following opportunity, technology represents following opportunity, especially when the following firms take a meditatively risky approach in their strategies, such as Mondelēz.
[bookmark: _Toc214053000]3.1 Opportunities for Nestlé
Implementing an ongoing strategic decision process for technology and innovation can create numerous advantages for a company like Nestlé. Firstly, consistent strategy investment and execution of research and development (R&D) facilitate the firm's growth position in the forefront of food science including alternative proteins, personalized nutrition products, as well advanced food safety technologies and food sustainability related measures. Nestlé’s large global R&D network provides the firm with more opportunities to implement new product categories before their rivals which also allows for deeper market influence and leadership in first mover category development.
Secondly, the increasing dominance of digital systems for automation and intelligent manufacturing presents a tremendous opportunity for firms to address their organic product domain value chain and supply operations.
Third, digital consumer analytics allow Nestlé to segment markets more accurately and tailor product offerings in a more accurate manner.
[bookmark: _Toc214053001]3.2 Threats to Nestlé
While there are opportunities presented by technology shifts, there are also threats to pioneer organisations. The high level of investment in R&D and digital infrastructure results in high sunk costs, which increases financial exposure with failed innovations and unexpected shifts in consumer preferences. Moreover, technological leadership comes with rapid imitation from followers, which undermines Nestlé’s competitive advantage sooner than it did in the past. Increase in prices. Costs for many companies have increased due to raw material and transportation costs, supply chain constraints, and an overall inflationary environment.
The rapid advancement of technology creates a significant cyber risk, also. Since supply chain management processes have been elevated to a digitalisation process, there is a greater opportunity and risk of data breach and/or disruption to the firm's operations. Finally, the rapidly advancing technology rate creates the follow-on issue for innovators, or pioneering organisations, to continuously upgrade their capabilities. 
[bookmark: _Toc214053002]3.3 Opportunities for Mondelēz 
For Mondelēz, technological change offers a different set of possibilities. Instead of "leading" and "learning-by-doing," being a "follower" means that they have the opportunity to observe the technologies that "first movers," like Nestlé, adopt as successful or unsuccessful before committing resources. Mondelēz is engaging with technologies that carry less risk at lesser costs. Fast-second innovation strategies can allow the firm to use, not invent, digital tools, established automation systems, and product formulations that have been piloted and tested by innovators rather than incurring the development costs associated with being the first mover. Mondelēz can also use the relationships they built with suppliers and tech providers to gain access to new advanced manufacturing systems and logistics systems to advance their company, rather than exploring the benefits of forming partnerships that have already been validated by forerunners. They can capitalize on the benefits of using data analytics and their innovative digital visitor engagement strategies that are being or have been validated in market settings by early adopters.
[bookmark: _Toc214053003]3.4 Threats to Mondelēz
In addition to the potential loss of market share and reduced positions as a competitor by adopting norms that rapidly changing technology sectors typically require rules later than their competitor, there exists a reliance on technology suppliers or licensing agreements that may limit the organisation's ability to establish customised solutions and develop proprietary advantage. Follower organisations may experience a risk with their consumers perceiving their firm as having a lower level of innovation, and resulting in lower brand equity in the relevant markets. Finally, follower organisations can also be pressured to adapt faster to new standards set by their pioneer, and therefore they will still be affected when the new standard is established without any strategic planning for adaptation or future adaptability.
[bookmark: _Toc214053004]4.0 Macro Actor 2: Socio-Cultural Environment
The socio-cultural environment states a vital force of consumer expectation which precipitates consumer purchasing behaviour. Environmental trends in this context alter power in the dynamics of the global food and beverage industry. Changes in consumption and preferences cause organisations to shift positions in competitive markets. For leading firms like Nestlé, the socio-cultural environment is a vehicle to take an active role in the transformation of markets and adapt with their consumers as norms change. For following firms like Mondelēz, the socio-cultural environment represents an opportunity of selective adaptation and niche marketing. There are risks however with the notion of delayed market development and brand image.
[bookmark: _Toc214053005]4.1 Nestlé's Opportunities (Pioneer)
The social and cultural environment provides important opportunities to Nestlé, especially as global consumers become more aware of their purchasing decisions and are searching for healthier, more transparency-related, and ethical products. Health and wellness has become one of the dominant influencers within the consumer behavior in the food and beverage space, and rising health consciousness among consumers is promoting consumer interest in food with less sugar, salt and artificial ingredients. Nestlé has already pivoted to take advantage of this trend, from investing into product reformulation, focusing on nutrition research sooner, and offering more products in the health space.
[bookmark: _Toc214053006]4.2 Threats to Nestlé
If there is an unexpected surge in plant-based snacks, that provides a first mover with a challenge to quickly reformulate and invest in R&D. Finally, first mover companies often struggle with balancing global standardisation with culturally sensitive marketing, exposing themselves to reputational risk, especially in local markets.
[bookmark: _Toc214053007]4.3Opportunities for Mondelēz (Follower)
Opportunities exist for Mondelēz with rising demand for healthy snacks, sustainable packaging, and culturally specific flavours, that allow Mondelēz to improve innovation efficiency and minimize risk. For example, when first movers demonstrate the dietary benefits of reducing sugar, or use of native environmentally responsible sourcing, Mondelēz can act so much easier with a more targeted and less costly effort. Similarly, the follower is able to work in focused niche segments that much larger first movers may ignore, or where cultural preferences and emerging trends are present. Similarly, observing market reactions on pioneering strategies also allows Mondelēz to adjust communication messages and product features for a better fit for consumers. The company's long history in the region – combined with its local-first strategy, robust supply chain, sophisticated route-to-market infrastructure and high levels of investment – represent key competitive advantages.
[bookmark: _Toc214053008]4.4 Threats Facing Mondelēz
Socio-cultural changes were equally, if not more, of a burden for follower firms. When pioneers set standards and norms in the industry, Mondelēz may find it difficult to catch up to the scale and visibility of a sustainability or health campaign. This creates a possibility of a brand image of being less responsible or less in touch with consumer values, especially so in markets where ethical consumption is a high priority.
Additionally, follower organizations may enter certain product categories later, which restricts their ability to influence consumer preference. The other threat is competitive pressure whereby consumers seeking healthier or more ethical alternatives, puts pressure on follower firms to show adequate and credible commitments to these values, which poses a challenge against pioneers who are already activating these environments on a larger scale. Finally, socio-cultural trends are constantly evolving, and delays in catching up with the pioneer firms may result in strategically misaligning the organization or a reduction of market share.
[bookmark: _Toc214053009]5.0 Strategic Responses to Technological Change
Technological changes are prominent drivers of strategic choice and will considerably affect food and beverage organisations as firms will need to accommodate technological change by implementing new and advanced production techniques to ensure competitiveness. To expand upon the analysis presented earlier, this section assesses how Nestlé as a pioneer and Mondelēz as a follower strategically engage with technological change. Their strategies demonstrate core differences in long-term competitive advantage. 
[bookmark: _Toc214053010]5.1 Nestlé (Pioneer) Strategies
Nestlé, as a pioneering organisation, leverages a proactive and innovation-based approach to technological change. Nestlé’s strategy contains a core focus on continued investment in research and development (R&D). The company operates one of the world’s largest private R&D networks in the food industry and as such, can continually examine untested food technologies, including alternative proteins, functional ingredients and technologically advanced formulations enforced by a scientific application. Profound product innovation and scientific advancement are applied in areas such as personalised nutrition and food safety analytics, with Nestlé's investment strategy to guarantee they remain at the forefront of the food and beverage industry.
A further strategic response is to increase partnerships and acquisitions. Nestlé works in partnership with start-ups, biotechnology companies and digital health platforms to facilitate the innovation process and gain access to the partner's knowledge. This boosts and supports Nestlé’s first-mover advantage in that it enables the company to experiment quickly and enter new market segments much earlier than through the reliance of internal research and development alone. 
[bookmark: _Toc214053011]5.2 Mondelēz (Follower) Strategies
Mondelēz takes a more cautious, efficiency strategy approach to technological change. Given its follower posture, the company focuses on technology that has already been validated and proven by the pioneers, which allows it to reduce risk and upfront investment cost. Mondelēz tends to use a fast-second innovation approach, in which it watches the pioneers innovate, and uses the same approach to enter the market with the same strategy in its own way, at a more economical cost.
[bookmark: _Toc214053012]5.3 Comparative Discussion
The Nestlé approach is that the firm is proactively investing in R&D, digital infrastructure, and partnerships for various technologies, positioning itself as a market leader with a plan to shape standards within the industry. However, this approach necessitates a commitment of financial resources, but it is also associated with greater strategic risk exposure for the company. 
Conversely, Mondelēz appears to be leveraging technologies once they have received a level of acceptance or legitimacy through implementation. The benefit is that the firm will have lower levels of hypothesis testing, uncertainty, and cost. The downside is that they forgo the opportunity for technology leadership and are likely reacting to significant or disruptive technology much less successfully or timely.
[bookmark: _Toc214053013]6.0 Strategic Responses to Social and Cultural Changes
[bookmark: _GoBack]Socio-cultural forces impact and affect organisational strategy in the global food and beverage sector. Simply put, shifts in consumer values around health, sustainability, ethics, and cultural identity push all firms to change their product portfolios, communication approaches, and operational practices. In this section, we evaluate how Nestlé and Mondelēz respond to socio-cultural shifts and what this means strategically on behalf of pioneer and follower organisations. To manage culture change, the first step is to observe and understand your organization's culture as it is now, and to determine which values will best align with your strategy and structure.
[bookmark: _Toc214053014]6.1 Nestlé Strategies (Pioneer)
As a pioneer, Nestlé adopts anticipatory strategies concerning emergent socio-cultural expectations prior to a widespread norm. Digital transformation is also an important element of Nestlé’s technology strategy. The organization has automation, robotics and digital quality control in its manufacturing sites to automatically increase operational efficiency. Supply chain management tools minimise waste, and improves demand forecasting, and Nestlé has also partnered with advanced analytics providers who analyse consumer trends to help to identify the latest trends for each market to adapt and tailor their product portfolios.
[bookmark: _Toc214053015]6.2 Mondelēz Strategies (Follower)
Mondelēz has the ability to take selective action, as well as to incur lower strategic risk and provide some flexibility and/ or responsiveness to local or regional micro-trends. However, being a follower can limit consumer perceptions of prestige, and lower the likelihood of consumers viewing as responsible or outcome oriented, particularly with the social and cultural expectations. These more focused goals allow Mondelēz an opportunity to show social responsibility, without the expenditure often associated with being a sustainable pioneer.
Nestlé's role in progressiveness is more associated with social and cultural trends, enhancing its commitment to societal cause advocacy, while better positioning itself to capitalize on socio-cultural trends in the marketplace. However, this process is ongoing and requires continual ramped-up spending in reformulation, fast leading product, transparency, and sustainability, and is faced with higher operational costs and marketplace scrutiny.
[bookmark: _Toc214053016]7.0 Conclusion
This report has described how technological and socio-cultural macro-environmental actors influence strategic decisions by pioneering and follower organisations in the global food and beverage industry. Using Nestlé as a pioneer organisation and Mondelēz as a follower organisation, the analysis has shown that changes in the external environment provide opportunities and threats, however the impact differs substantially based on the firm's strategic direction.
Establishing first-mover technological positions allows pioneers to innovate and shape industry behavior, however exposes significant investment cost risks and risks of imitation by both followers and other industry outsiders. Followers in turn benefit from risk managed adoptions of already established technologies but may be slower in their responses to evolving disruptive developments. However, pioneering organisations must manage these new technological ramifications under greater scrutiny and with potentially greater sourcing costs due to increased ethical sourcing protocols.
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