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1.  Executive Summary
It’s difficult to assess how strategies should connect, whether they should be deliberate or emergent, developed internally or externally or understand what will work most effectively in different industries and environmental contexts.  Evidence suggests there is no one-size-fits-all solution but there are frameworks that encourage thought leadership and to guide a set of harmonious organisational actions.  The success of strategy is likely to depend on management of multiple resource areas and feasibility is dependent on the ability to integrate people and processes effectively.  Feedback loops will be crucial in helping JCI improve autonomy, execution and customer value, helping to preserve the drive on cost-control, innovation, market penetration and quality.  

Jose Cuervo/JCI’s historic success in a static, mature industry comes from traditional manufacturing roots and classical, bureaucratic practices.  However, major portfolio brand aggregators have reshaped the landscape and this is no longer a sustainable approach to respond to emerging global opportunities and threats.  Porter’s 5 Forces analyses the micro-environment, whereas SWOT outlines both micro and macro-environmental factors for the business.  Organisational capability can improve by understanding the new forces, pulls and changing perceptions of employees and consumers across international markets, building upon core strengths.  Whilst JCI must be cautious about their relationship with corporate HQ, they should also take ownership for driving positive discussion to reduce cultural divides, employee detachment, coercion and top-down resistance.  Leadership must evolve to improve their styles, skills, empathy and levels of judgement to deliver higher performance and sustainability as new directions and VUCA conditions take effect. 

Corporate strategy through a KBV, discourse lens and congruence model will help the organisation address underlying cultural and structural challenges, building capability to respond more effectively to their competitive environment/s.  By getting closer to the needs of internal and external customers, JCI will be part of a parent group that has a clearer vision of where they are going in the long-term.  In order to reshape and flex itself to deal with new challenges, JCI must work with HQ to envisage and plan around longer time horizons, socialising corporate strategy, policy and practice, integrating business teams & processes and improving employee knowledge, welfare, engagement & development.  A focus on these areas will encourage innovation and value, discourage short-termism, create a framework to deliver successful hybrid strategies and staircased incremental growth around the core business and also mitigate risk around blue-ocean bold bets and less familiar adaptive, visionary or shaping environmental contexts.  

A new direction with corporate and competitive strategy would require support from both stakeholders and multiple strategic execution tools as the company adapts to more dynamic or complex environments.  15 recommendations have been developed across 7 focus areas to improve strategic direction, cohesion and organisational performance.  As strategic reflection can involve bias with analysis, interpretation and decision-making, author recommendations will require deeper discussion with key stakeholders.










2.  Introduction
Jose Cuervo is a large spirits distiller, headquartered at La Rojeña in the town of Tequila, Jalisco Province, Mexico.  The company has been under family rule since 1758, now co-owned by 6th and 7th generation descendants.  Juan Beckmann Snr has majority control but takes a backseat role as his son, Juan-Domingo Beckmann autocratically drives strategic direction and organisational performance.  The company has divisionalised operations in over 100 international markets where similar strategies are centrally managed across LATAM (Latin-America), EMEA (Europe, Middle East & Africa) and APAC (Asia-Pacific), with a strong focus on driving value-chain efficiency.  As a parent company, Jose Cuervo manages the LATAM region from HQ and Jose Cuervo International (referred to as JCI for the purpose of this report) manages all other global markets, leveraging the expertise of in-market distribution partners or (in key cases like the US, UK and Australia) support from Proximo Spirits, a vertically integrated distribution partner fully owned by Juan-Domingo Beckmann.  

Jose Cuervo has a diverse Tequila assortment, but the broader portfolio is narrower and lesser known than brands owned by competitors like Diageo, Pernod Ricard, Bacardi, William Grant & Sons, Brown-Forman and Beam Suntory (Appendix 7.1).  From inside experience and access to IWSR data, Jose Cuervo’s global Tequila market share typically fluctuates between 30 and 33% and they took steps to compete in Whiskey when they acquired Bushmills from Diageo in 2015.  Global annual group sales equated to Ps $25,958 million (or $1.37bn) in 2017, driven by the US & Canada (65%), Mexico (25%) and Rest of World (10%). Tequila (46%), other spirits (18%), “ready-to-drink” pre-made mixers (14%) and non-alcoholic/others (22%) make up sales at the category level (JCI, 2017).

This report will critique Jose Cuervo’s corporate and competitive strategies, paying particular attention to stakeholder power, environmental conditions, strategic models, structure, culture, management practices and leadership styles to develop recommendations for improved future performance.  Analysis will also draw upon personal experience in addition to learnings and theory from academic textbooks, journals, forums and other credible online sources. 


3.  Analysis
3.1  Strategic Levels
Johnson et al (2017 pp 10-12) advise that strategies can exist at 3 levels, co-dependent on each other to drive the right outcomes:  Corporate strategy defines overall scope and value, business strategy defines how individual units compete and functional strategies define how business components deliver.  Discord can influence an organisation’s i) ability to understand their position, ii) assess strategic choices and iii) manage strategy in action.  Poorly executed strategy may impact the environment, stakeholders, culture, innovation, profitability, acquisitions and the strength of alliances.  Johnson et al (2017, pp 18-19) explain that effective strategy considers issues using different perspectives and insights from a range of disciplines such as economics, finance, sociology and psychology.  The chance of failure may therefore increase if an organisation only relies on individual disciplines and/or inputs from limited functions and layers of management.  

At JCI, strategic position, choice and action is difficult to align given the power, time pressures and coercion from the CEO.  The C-Suite have defensive, short-term mindsets and a lack of overseas perspective with a refusal to travel outside Mexico.  Hostility fractures relationships and international teams don’t integrate well, aren’t always aware of outside developments, ideas must deliver quick returns and there’s usually a fight for budget, creating uncertainty and discontent.  The author ultimately believes JCI’s corporate focus should shift towards driving customer value above shareholder value, starting by recognising the changing desires and needs of consumers and employees.  

3.2  Creating Value:  RBV or KBV?
In environments of increasing dynamism and complexity, simple solutions can drive customer value, facilitating long-term success and resilience.  LondonBusinessSchool (2008a) believes value can be driven in 3 ways:  i) through position to identify attractive opportunities, stake out locations and create high entry barriers, ii) taking a resource-based approach to capture and control resources under a VRIN framework and iii) through opportunity logic which exploits a gap in the market for unserved need.  The RBV/KBV discussion is most interesting from a value creation perspective as an organisation’s outlook can shape the position and quality of opportunistic responses.

RBV philosophies suggest organisations should sensibly manage the most valuable tangible/intangible assets to drive sustainability in distinct markets.  Competitive advantage is accomplished through analysis of the internal environment, emphasising efforts around company resources and capabilities (Johnson et al, 2017, p97).  VRIN criteria state that the most effective resources are those that are valuable, rare, inimitable and non-substitutable (Kraaijenbrink et al, 2009), which may be challenging for organisations who don’t have these resources already.  Furthermore, Kraaijenbrink et al (2009) imply that competitive advantage through RBV principles can often be temporary as environments change.  Contrarily, the KBV advocates organisational knowledge is most valuable in driving value, strategy, positioning and competitive advantage as globalisation increases and environmental conditions evolve.  Johnson et al (2017, p98) summarise that RBV is more about “what organisations have and do well”.  KBV is more about “what organisations know”, prioritising skills, abilities, learning capacity and additional factors of the external environment.  Conner and Prahalad (1996) as cited in Evagelia (2008) imply knowledge is the basic element of resourced-based theory explaining that unique historic conditions, causal ambiguity, social complexity and tacit knowledge are probable characteristics leading to sustainable competitive advantage, arguing how some firms own more resources than others and still don’t build a competitive advantage.  JCI’s larger competitive portfolio owners have grown to drive value through RBV approaches, but the author suggests it’s more effective for JCI to differentiate and build value upon KBV principles as they strive to adapt and compete in their environment/s.

3.3  Environmental Context & VUCA Risk Management
Johnson et al (2017, p33) highlight that the remote and industry (macro) environments and the operating market and competitive (micro) environment can be subject to both static and dynamic influences.  JCI currently operate in a mature industry with relatively static, predictable, cyclical behaviour and tight controls.  Categories like Tequila, Gin, Rum, Whisky and Vodka frequently result in low single-digit annual growth.  Furthermore, consumer trends can last up to 10 years before on-trade and off-trade establishments look for variation.  The main industry VUCA challenges relate to unpredictable FOREX volatility, consumer purchasing power, the rate of technology adoption, speed of product innovation and global supply chain issues which impact the production and quality of raw materials (Reuters, 2018).  

Mintzberg et al (2009, pp 304-306) explain that in a contingency view, environmental dimensions can be classified into 4 groups where each has a different association with static or dynamic behaviour:  Stability (stable to dynamic), Complexity (simple to complex), Market Diversity (integrated to diversified) & Hostility (generous to hostile).  Martin Reeves as demonstrating in TED (2014) builds on this by explaining classical concepts of strategy are therefore increasingly being scrutinised.  Plans and behaviours can become quickly outdated as competitive environments evolve around 6 environmental change enablers (Figure 1).


Figure 1:  Environmental Change Enablers
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(Mintzberg et al, 2009, p30)

Reeves supports Mintzberg’s “strategy beast” perceptions (Appendix 7.2a) by suggesting environmental diversity requires different strategic approaches to suit the needs of a situation.  The “strategy collage” model (Figure 2) outlines 5 distinct environmental contexts with alternative ways of developing strategy.

Figure 2:  The Strategy Collage
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TED (2014)

This model helps to partially negate Porter (2004)’s argument that explicit strategies and backwards looking environmental assessments are more desirable than implicit, emerging strategies in the modern era.  JCI’s strategic approach is primarily based around planning and patterns, reflective of classical “Planning School” processes (Appendix 7.2b) that takes top-down leadership seriously in shaping or mature environments.  However, as JCI diversify their competitive interests, emergent strategies may become more effective in adaptive, visionary, shaping and renewal environments, requiring a stronger need for regular environmental scanning.  Managers must therefore be attentive so policies/practices remain relevant and robust.  Snowden & Boone’s (2007) Cynefin framework exposes how VUCA conditions require a need for pre-emptive and re-active strategies as situations change and complexity with decision-making increases (transitioning through simple known-knowns to complicated known-unknowns and complex, chaotic and disordered unknown-unknowns).  The Cynefin framework allows leaders to envisage new concepts and diagnose problems around unfamiliar or wildfire events in contextually appropriate ways.  There are weaknesses with JCI’s ability to respond to such challenges as teams are not yet proactive, skilled or resourceful enough to prepare for uncertainty.  Systems are old, processes are manual, resources are stretched thin, relationships can be strained, few development practices exist and the C-Suite is impatient, volatile, short-sighted and resistant to fresh ideas. 

3.4  Environmental Analysis:  Current Internal & External Challeng


1

Figure 3:  Porter’s 5 Forces micro-environmental overview
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A summary of the main STP strategies, competitors, strengths, development opportunities and threats can be found in (Appendix 7.3).  SWOT is commonly used at JCI, but mostly through an external lens.  It offers many benefits as an analytical tool but can lack direction, be subject to personal bias, may oversimplify and equally weight problems (Firth, no date) and is often a top-down, reactive approach.  As a former JCI consultant, the author identifies a lack of internal focus on resources and knowledge, urgency around positive processes that need better global alignment and understanding of how leaders aspire to develop strategy around factors they control (Stavros & Cole, 2013).  A supporting SOAR framework (Figure 4) would be useful as a dynamic, collaborative, forward-looking, positive approach that identifies strengths, measures performance, frames strategic thinking and builds creativity around a 5P marketing mix (People, Portfolio, Place, Process & Profit).  ASQ (2016) state that building on strengths can often be more effective than correcting weaknesses, however, in JCI’s case, critical internal cultural failures will need to be addressed as a prerequisite for building stability.  Appreciative organising around SWOT factors will support the understanding of broader strategic opportunities, whilst allowing the business to focus on developing structure, leadership and involvement to tackle a narrower set of high-impact priorities (Black et al, 2017).

Figure 4:  SOAR Model Analysis
[image: ]
(Stavros & Hinrichs, 2009 as cited in Missouri, no date)

3.5  Current Structure & Strategic Capabilities
JCI’s current strategic capability is low.  Corporate strategy is not well socialised outside of Mexico and despite internal desire for more involvement, planning and analysis is either outsourced or conducted at Mexico HQ.  JCI’s management team is composed of several consultants from the MD down to the marketing executives.  Primary reasons for this are a need to move quickly, desire to reduce long-term wage structure and directives to reduce CAPEX as international HQ relocated to a more tax efficient environment.  The downside is a self-fulfilling lack of internal capability as frugality around permanent headcount creates generalists and discourages knowledge retention.  

The author deems some of the outsourced duties have potential to be absorbed internally.  Lean ambitions result in role burdens as cross-functional, low-value, high-volume activities get prioritised above needle-moving growth initiatives.  There’s undoubtedly opportunity to better utilise an outsourcing decision matrix to improve performance (MindTools, no date).  Ulrich & Smallwood (2012) convey that it’s important to develop and permeate a talent culture, enabling employees to focus on more creative, insightful and stimulating value-add work through immersive experiences.  After addressing waste and re-organising roles & responsibilities, Mintzberg et al (2009, p270) explain that companies should only then outsource where there’s a lack of core competence or where suppliers have a distinct competitive advantage with scale, cost structure and performance incentives. 

Kim & Mauborgne (2009) align on the need for structure to follow strategy as environments evolve under the ‘reconstructionist’ view. JCI’s organisational structure is designed for operational scalability but confines progress (Figure 5), reflecting a regionalised, functionally aligned and hierarchical TOFU structure (ModernMarketingPartners, 2014), but suffers from inertia and lacks integration (dangerous when reflecting on intense global rivalry, threat of entrants and high customer bargaining power).  Given the lower sales (but high growth potential) of APAC and EMEA, Mexico HQ currently pay little attention to overseas affairs.  This must change to realise the potential of international markets.  A flexible, elastic organisational structure could better accommodate new product mixes and unity of global business divisions (Town, 2015).


Figure 5:  Jose Cuervo’s Organisational Structure
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3.6  Governance, Stakeholders & Power Bases
Corporate strategy formulation evolves around understanding the role, priorities and power of stakeholders.  Johnson et al (2017, p133) indicate that the desires of all stakeholders should define an organisation’s purpose, but in reality, synergies may not exist and the needs of a few may be reflected.  Jose Cuervo adopt a shareholder model focused on volume/profit, neglecting consumer care, long-term socio-economic impact and employee wellbeing in the name of self-interest and power.  JCI’s leadership team have little support or control on major initiatives which is concerning given their greater market perspectives.  By re-aligning the power-interest matrix (Figure 6) and having more balanced stakeholder influences, new chains of governance could scrutinise strategy and activities to improve accountability and decision-making.  This should immediately change for JCI to avoid stagnation, drive growth and adapt, shape or become visionary in new environments with higher degrees of uncertainty.  

Figure 6:  Current and ideal state power-interest matrix
[image: ]
An adaptation of Mendelow’s Power Matrix (Kaplan, 2012)

Being family owned, strong cultural factors exist that are likely to disturb the appetite for power and tradition.  Johnson et al (2017, p183) reveal how power bases can resist change if projects are not interesting to stakeholders in other business units, where negative spillovers and cultural entrenchment can also have a strong influence over strategy.  Hofstede’s cultural dimensions comparison (Figure 7) helps rationalize why clashes endure.  Large gaps in Power Distance, Individualism, Uncertainty Avoidance and Long-Term Orientation justifies the friction between Corporate HQ in Mexico and International HQ in UK.  Mexico’s appetite for short-term wins, power, authority and assurance is counter-intuitive to the UK’s desire for longer-term results and creative freedoms to manage ambiguity.  Whilst this disrupts organisational cohesion in the present, it’s a blessing to develop future perspective, balance and sustainability through better understanding and cooperation (Ding et al, 2009).  

Figure 7:  Hofsetede’s Cultural Dimensions:  Mexicos vs UK
[image: ]
Hofstede Insights (2018)

To design appropriate strategy, power doesn’t have to be hierarchical and can come from functional know-how or the resources that control networks (Johnson et al, 2017, p136).  Autonomy would benefit JCI as they are more connected to local markets with a greater understanding of how best to compete.  French & Raven (1959) explore factors that influence social behaviour, opinions, attitudes, goals, needs and values of people who exert power vs those recipients who respond to it.  The author judges Jose Cuervo’s CEO adopts a misguided authoritarian people strategy to develop progress and legitimacy.  As a result, international managers expect coercion rather than being creative and positive about their own ideas for growth.  Johnson et al (2017, p197) clarify how high levels of legitimacy can work against rationality and innovation.

3.7  Designing Corporate Strategy 
As previously outlined, corporate strategy is guided by starting conditions, overall scope and value creation (Johnson et al, 2017, p10).  Clarity is essential because it i) sets expectations by devising the means that facilitate growth (Latham, no date) ii) has downstream effects on strategic choices at the business level and iii) builds a structure around SBU alignment and allocation/integration of resources.  JCI should therefore evaluate the internal root elements of strategic performance around Nadler & Tushman’s congruence model (Figure 8), exploring relationships between culture, structure, people and activities.  This could improve the focus on geographic scope, diversity of products/services, acquisitions and development/efficiency of resources.  All these pillars are vital for alignment at Jose Cuervo.  

Figure 8:  Nadler & Tushman’s Congruence Model
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(MercerDelta, 2004)

Jose Cuervo have defended their manufacturing legacy with traditional planning school approaches that reflect the Design and Experience lens of strategy (Figure 9), but lately, diversification has taken them down a new path, indicative of learning or entrepreneurial school techniques.  Recent competitive strategy in action seems more driven by reactive, experimental ploys in an industry where shareholders recognise they are too niche and losing ground/bargaining power with bigger distributors and portfolio owners.  The organisation is further fragmented after attempts to vertically integrate or acquire other businesses for portfolio expansion.  Without a socialised corporate strategy and change in leadership style, JCI could risk an identity crisis, loss of focus and greater susceptibility to long-term shareholder pressure.  Mintzberg et al (2009, p234) develop a case for not needing clear strategies in their critique of the design school, suggesting emergent strategies can be incrementally fruitful in the learning school, but they also raise concerns that no clear strategy can result in organisations muddling along, being purposeless and risking disorderly growth as central direction dissolves into tactical manoeuvring and/or negative long-term outcomes.  The author believes JCI are approaching this crossroads under leadership of the CEO.  

Figure 9:  4 strategic lenses for organisational perspectives
[image: ]
Johnson et al (2017, p190)

It may be fair to assume that environmental pressures, combined with the CEO’s cultural traits created an aspiration for quick-fix-wins around the “Variety” lens without moving too far from the “Experience” lens in the core portfolio.  In a culturally diverse, disconnected workforce, Jose Cuervo should re-orient the strategic focus through a Discourse lens, concentrating on activities designed to improve direction, leadership styles, communication transparency, collaboration, innovation and culture.  Additionally, the organisation should support this through “Expert” and “Informational” forms of influence (French & Raven, 1959), promoting motivation, knowledge transfer, creativity, confidence, trust and buy-in towards more productive practices.  In doing so, legitimacy and referent influences would develop naturally to eliminate coercion and short-termism.

After reflecting on the strategic lens, one must evaluate scope and direction (Johnson et al, 2017, pp 243-250).  As a corporate parent Jose Cuervo have practiced all directions in Ansoff’s growth matrix, but they don’t execute to maximum potential given their resourcing limitations.  Figure 10 summarises Jose Cuervo’s short-comings in each quadrant.  Being dominant in the Tequila market, they have delivered a certain degree of product innovation and breadth of market penetration but attempts at deeper medium to high risk market development (attracting different consumer types) and broader diversification are lacklustre as they still depend on low value products in the “release” need state (despite changing consumer trends and prolonged growth in the premium segment).  Furthermore, Jose Cuervo don’t have great bargaining power in the high traffic, global travel retail or online channels, leaving gaps for competitors to exploit. 

Figure 10:  Jose Cuervo’s Challenges with Strategic Direction
[image: ]
To help expedite growth, McKinsey (1996) state the best companies consider the 7 degrees of freedom and pour resources into bundling their capabilities, stipulating that a company should distinguish between those changes that make money from those needed to play the game.  JCI’s biggest opportunities lie with adaptive and revolutionary change (Balogun and Hope-Hailey, as cited in Johnson et al, 2017 p478) in five areas, prioritising i) attracting new customers, ii) innovating products & services, iii) innovating the value delivery system, iv) improving industry structure and v) moving into new business arenas.  

3.8  Developing Future Competitive Advantage 
Appendix 7.4 outlines Jose Cuervo’s legacy competitive/positional strategies in greater depth but blue ocean strategies (Figure 11) modernise Porter’s approach so activities can be both differentiating and low-cost as a company pursues value innovation.

[image: ]

Kim & Mauborgne (2014)


In a static industry needing to better embrace digitisation, there are opportunities for JCI to develop ‘greater economic pies’ and first mover advantage in uncontested market spaces (Denning, 2017).  Jose Cuervo have tested various diversification ideas with limited success, including themed bars, Cholula Hot Sauce and tours in Mexico.  JCI could aspire to drive new Blue Ocean digital strategies either in isolation or in cooperation with competition to rejuvenate the industry.  

Cuervo understand the psychology behind consumption but haven’t explored ideas around consumer involvement through gamification and AI/virtual/augmented reality, connecting more geographically dispersed groups through subscriptions, virtual tours, reward programs or by developing technology solutions that promote challenges and shared experiences across different need states (Figure 12).  JCI could therefore build and protect intellectual property, whilst creating new revenue lines and customer loyalty.  LondonBusinessSchool (2014) suggests competitive advantage may evolve where the scarce resource is organisational attention and capacity to focus on emotional connections.  In a slow-pace industry with tight plans and controls, it can be easy to get trapped with the same management practices that make logical, hyper-rational decisions without thinking about intuition, creativity and judgment.  This requires a shift in mindset, buy-in from stakeholders and systematic adoption to support the cause.



Figure 12:  Need States 
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JCI (2015a)

3.9  Organising Change & Dealing With Resistance
CMI (no date) examine how cultural influences can cause problems with strategic responses when the need for change arises.  Managers may become trapped in familiar routines, assumptions or politics.  ChangeFactory (2014) reveal how revamping culture is not so much perplexing as it is meticulous and demanding of convincing leaders.  Brusati (2013) explains how the Cultural Web (Figure 13) is an effective tool to gauge the position of organisational culture, helping management focus on dynamics that will improve strategy formulation, planning, performance and competitive advantage.  An organisation’s day-to-day behaviour can be understood around a model that asks questions around 6 core areas:

Figure 13:  The Cultural Web
[image: ]

Johnson & Scholes (1992) as cited in Brusati (2013)
OPM (no date) imply that most change management programs concentrate on tackling change barriers in the outer circles with limited success and without community interactions in “The Paradigm” being a central focus, there will be no lasting change.  Furthermore, Johnson et al (2017, p473) outline how Balogun & Hope-Hailey developed the ‘Change Kaleidoscope’ framework to identify key contextual variables and design choices as organisational contexts evolve (OpenTuition, 2017).  In Jose Cuervo’s case, it makes sense to initiate (and set a precedent) for change by tackling paradigm barriers head on with the Cultural Web model.  Three of the eight variables of the Change Kaleidoscope (readiness, power and diversity) are all functions of culture and will be easier to adapt upon stable foundations.  As cultural harmony develops over time, the Cultural Web can be phased out in favour of a more sophisticated ‘Change Kaleidoscope’.
KotterInternational (2015) explains the distinction between change management and change leadership is significant when attempting to drive new outcomes.  Change management (a set of planned and deliberate processes, tools and mechanisms) is associated with smaller changes and designed to make sure stakeholders buy into the change, the process stays under control and the project stays on budget.  Change leadership is fundamentally different, articulating a vision for the future, mobilizing resources and creating an engine to inspire and empower stakeholders for larger scale, multi-variate, urgent changes.  Johnson et al (2017, p476) suggest four different styles of change leadership are most suited for driving improvements to organisational capability and readiness (Participation, Collaboration, Direction and Persuasion). 
As JCI contemplate both hybrid incremental growth strategies and bold bet diversification projects that take the business into new playing grounds, change management and change leadership will go hand in hand as project scope, risk and complexity evolves.  Lorsch (1986) as cited in Mintzberg et al (2009, p284) suggests managers must also accept the importance of flexibility to unfreeze belief systems where communities can ask key questions, challenge views and suggest new ideas.  Kotter’s 8-step implementation model (Figure 14) can be adapted around steps 4 & 5 to incorporate a stronger focus on “unfreezing” (from Lewin’s 3-step process), helping JCI define more robust guiding principles to execute formal change programs. 
Figure 14:  The structure, benefits and risks of Kotter’s 8-Steps
[image: ]
4.  Conclusion
Strategy formulation is multi-dimensional and there must be connections to a clearly defined common cause in order to drive purpose, fit, value and sustainable outcomes (Porter, 1996; Johnson et al, 2017, p8).  JCI’s traditional planning school approach has helped develop the core Tequila business for centuries but cannot be relied upon to help them evolve and compete in more dynamic, complex, diverse or hostile globalised environments.  Different environmental contexts require different strategic approaches so policies and practices remain both relevant and robust.  

As a corporate parent Jose Cuervo do explore all the directions in Ansoff’s growth matrix, but don’t always do them with appropriate due diligence and they have failed to establish suitable org structure, culture and SBU integration through a central head-office management unit.  The international SBU lacks VUCA capability, creativity and suffers from employee detachment.  JCI are not yet proactive, skilled or resourceful enough to deal with many environmental obstacles, tackling strategy through an external lens with little internal focus.  Short-termism, cultural divides, power structures, leadership styles, resourcing and information flows need to be addressed as a priority at the corporate level in order to drive top-down strategic improvement at the business and functional levels.  Hofstede’s cultural analysis tool may explain reasons behind a cultural divide, but coercive leadership must be relaxed to allow international stakeholders to drive growth in the markets they are more closely connected to.  Mexico HQ must consider moving toward a stakeholder governance chain with realignment of the power bases to get the best returns from their workforce, working with JCI to determine whether more of the key change projects can be absorbed internally.  By scaling back strategic outsourcing and applying more trust and structure to empower the workforce, micro-level product, competitor, customer and supplier strategies could become more fruitful, easier and cheaper to formulate with existing resources.

The author’s assessment of Jose Cuervo/JCI supports Caglar, Pandrangi & Plansky (2012)’s belief that if organisations are poorly designed, lack agility, dis-empowering or overly penny-wise, they are unlikely fit for sustainable growth.  The growth potential of JCI’s international markets will not be realized until structural failings are resolved.  Approaching strategy from a KBV perspective and through a discourse lens (prioritising ‘expert’ and ‘informational’ forms of influence) could offer the strongest argument for developing harmony and core capability in a mature, saturated industry.  This will likely encourage improved sense-making and competitive strategies at the regional level, allowing new hybrid strategies to flourish as JCI aspire to grow market share in APAC and EMEA.  Multiple strategic tools (see recommendations) will inevitably need to be used in parallel as market dynamism and complexity evolves.  By prioritising actions to improve strategic response, JCI could develop skills and create new (perhaps uncontested) demand in many countries, in turn driving consumer loyalty and profit, which can then be later reinvested back into growth and development of other assets.  Knowledge acquisition will become a fundamental driving factor of change and long-term RBV strategies to help JCI compete with the biggest competitors.  








5.  Recommendations
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7.  Appendices
Appendix 7.1:  JCI’s Product Portfolio
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(JCI, 2017; Proximo, 2018)



Appendix 7.2a:  The Strategy Beast
Porter (2004, p xxi-xxii) states that every competitive firm has a strategy to help them analyse an industry, predict industry evolution, understand competitors and understand its own position through processes that can either develop explicitly through planning or implicitly as functional activities evolve from within.  Mintzberg et al (2009, p17) refers to the ‘strategy beast’, helping explain why there is a lack of uniformity with the definition and framework for success:
· “Strategy can concern both organisation and environment
· The substance of strategy is complex
· Strategy involves both content and process
· Strategies are not always purely deliberate
· Strategies exist on different levels
· Strategy involves different thought processes”

As a result, Mintzberg discusses how people see strategy through a variety of lenses, drawing attention to a 5P framework (Plan, Ploy, Pattern, Position, Perspective) and 10 different schools of strategy formulation.



Appendix 7.2b:  The 5P’s and 10 Schools of Strategy
Mintzberg et al (2009, pp 9-15) summarise how “plans” are intended courses of action to get from A to B, “patterns” represent realised behavioural consistency over time, external “positions” locate products in particular markets, internal “perspectives” considers the grand vision of a firm and “ploys” are often specific manoeuvres intended to outsmart a competitor.  According to Mintzberg, 10 schools of strategy can exist and be applied to different contextual settings.  

[image: ]
Summarised from Mintzberg et al (2009)


Appendix 7.3:  JCI SWOT Analysis
	Company
	Jose Cuervo (+International)

	Industry
	Spirits

	Sectors
	Value, Premium, Super Premium

	Primary Categories (high volume)
	Jose Cuervo Tequila (Blanco, Reposado, Anejo, Extra Anejo varieties) & Bushmills Irish Whiskey (Blended & Malts)

	Secondary Categories (low volume)
	1800 Tequila, Kraken Rum, Boodles Gin, Three Olives Vodka, Margarita Mix & Others

	Slogan
	Who's in?

	USP
	Family owned for 7 generations.  Largest Tequila brand in the world with 33% market share in the Tequila category

	Segmentation
	1. Tequila:  Primarily male and female clubbers/party goers in the value segment with alternative strategies in a growing Premium & Super Premium categories
2. Whiskey:  25-50 y/o sociable, male consumers (regular whiskey, craft beer and/or wine drinkers)

	Target Group
	1. Tequila, Rum & Vodka:  Young, urban dwellers from low to middle income households
2. Whiskey:  Mature, independent, relaxed or discerning drinkers from middle income households

	Positioning
	1. Tequila: The oldest, trusted original Tequila brand
2. Whiskey:  Hard-Work, Determination, Heritage, Authenticity, Craftmanship and Belonging

	Strengths
	1. Good Tequila mix at affordable prices (low to moderate price points)
2. Strong brand strength & profitability as a global brand leader
3. Powerful global distributor relationships with a presence in over 100 international markets
4. Popular advertising strategies through celebrity endorsements, TV and Social Media
5. Lean organisation with low overheads

	Weaknesses
	1. Low market share in the Global Travel Retail channel
2. Limited brand recognition/penetration in emerging markets
3. Difficult to change consumer perception of the Tequila brand image, away from a cheap "shot culture" drink
4. Despite strong growth forecasts, Irish Whiskey cannot yet compete with the volumes and popularity of Scotch Whiskey (Taylor, 2017)
5. Alternative taste preferences and new cyclical trends in the on-trade can quickly emerge from trending cities 
6. Shallow pockets compared to broader portfolio owners like Diageo, Bacardi, Brown-Forman and Pernod Ricard
7. Slow to react to growth opportunities in the online channel
8. Cultural divisions and lack of international collaboration
9. Narrow spirits portfolio
10. Under-motivated corporate workforce, bogged down in low value tasks
11. Dated, manual processes and systems
12. International team lacks trust and development
13. Internal strategic planning skills are lacking
14. Autocratic, coercive leadership and decision making from CEO

	Opportunities
	1. Young people are increasingly favouring clear liquids above darker liquids, expecting more innovation with different flavour combinations
2. Pub culture growing rapidly in developing countries
3. Strong demand growth for Rum in APAC
4. Develop stronger consumer connections online and develop new strategic partnerships with customer centric B2C platforms
5. Need to better understand price sensitivity in different markets.
6. Internal research (JCI, 2015b) implies some markets like Greece, France and Germany have clearer linear relationships between price and supply/demand economics, whereas others like the UK, Spain and Netherlands may not result in significant behavioural changes as game theory factors come into play (regional price strategies, reactions of competitors etc).
7. Develop the teams closer to the market challenges and empower them to perform and make independent decisions
8. Re-organise organisational structure and re-evaluate leadership styles 

	Threats
	1. Shifts in trends from value to premium and super premium liquids could put the core Tequila business under threat
2. Acquisitions from competitors can limit growth of the total portfolio
3. Economic outlook and country risk due to changing forex rates, political landscapes, market restrictions and regulations
4. Fake products developed in the APAC region can damage brand reputation and stunt growth in markets like the Phillippines
5. Religious and cultural beliefs in Asian countries stunt sales growth
6. Climate change can impact global supply chain challenges with the production of Agave and other grains
7. Low employee motivation, engagement and involvement could harm attrition, knowledge retention and long-term resilience
8. Lack of land, slow production times

	Key Competitors
	1. Portfolio Owners:  Diageo, Pernod Ricard, William Grant & Sons, Bacardi, Beam Suntory & Brown-Forman
2. Tequila Brands:  Sierra, Don Julio, Patron, Ocho, Sauza & Casamigos
3. Irish Whiskey Brands:  Jamesons & Tullamore Dew



Adapted from (Arif, 2013; Nava, 2013)
Appendix 7.4:  JCI’s Legacy Competitive Practices 

	Competitive Strategy
	Comment
	Reference/s

	Porter's 4 Generic Strategies
	For centuries, Jose Cuervo have built their success around being a specialist, low-cost producer for the wide market with their Especial Gold and Silver range, controlling the rate of innovation, creating high entry barriers with their dominance in the Tequila region
	Porter as cited in Kryscynski (2012)

	Porter's Value Chain
	Strong focus on developing efficiency around infrastructure, HR, logistics, operations, marketing, sales and profitability
	Mintzberg et al (2009, p109)

	Interactive
	Cooperation between competitors in hypercompetitive environments e.g. the Don Julio-Bushmills brand swap with Diageo.  In return for cash, new customers and improved portfolio diversity, Diageo gained a high performing premium Tequila brand (2X Bushmills revenues) with unchallenged access to push Vodka in Mexico
	Bray (2014)

	Differentiation - Premiumisation
	Jose Cuervo mainly prioritise 2 portfolio positions to drive growth; i) differentiation through 1800 and ii) low price, volume driving products (Especial & Bushmills). Hybrid strategies can be better used to acquire market share.  They are partially explored but imperfectly executed, e.g. products have been developed for exclusive but narrow market entry (Steamship in Global Travel Retail or Cinge/Black in the US), are insufficiently marketed or are too niche for mass-market appeal in premium and super-premium segments (Platino or Reserva).

Hybrid strategies offer greatest potential for balanced and scalable diversification without having drastic adverse effects on JCI’s core business model.  Incrementality can be supported through Bowman's Strategy Clock and Mckinsey's staircase to growth model
	Mckinsey (1996);

Bowman (2008) as cited in Mulder (2018)

	Differentiation - Backwards Integration
	Jose Cuervo have vertically integrated with Proximo Spirits in the US, UK & Australia (AUS by acquisition) to build a stronger distribution foothold in LATAM, EMEA & APAC.  However, additional complexity can be difficult to reverse and cause undesirable effects on relationships, time and profitability in the absence of organisational capability.  Proximo still have a long way to go to build up credibility, processes and financial efficiency as a new entrant.  Jose Cuervo risk self-cannibalization which is counter intuitive to current short-term profit objectives. 

Stuckey & White imply vertical integration should be considered in light of 4 factors:  1 - a risky, unreliable, failing vertical market; 2 – Companies in adjacent stages of the industry chain have more market power than those in your stage; 3 – Integration would create or exploit market power by raising barriers to entry or allowing price discrimination across segments and 4 – the company is young and must forward integrate to develop a market. Cuervo’s response seems naïve and closely related to factor 2 alone. 
	Stuckey and White (1993); 

Denning (2017);

Johnson et al (2017, pp 253-254);

House (2018)

	Positioning Maps
	JCI adopt the centrality - distinctiveness model for the entire portfolio, but only utilise it for top 10 volume markets, reflecting on perceptions around price, flavour and mood.  Low return and high potential markets are less understood, lacking comparison across categories and geographies.
	Dawar & Bagga (2015)



image2.png
Societal

e Changing
Customer
Preferences

* Population Trends

* Social Feedback
Loops

Governmental

* New Legislation

Economic

¢ Interest Rates
* Exchange Rates

® Real Income
Changes

Competitive

e Technology
Adoption

* New Competitors

® Price Changes

¢ [nnovation Rates

Supplier

e Cost Changes

e Supply Changes
e New Suppliers

Market

* New Product Uses
* New Markets

* Obsolescence
Rates





image3.png
Classical

Analyse, Plan & Execute

ePredictable, Strong Brands
sLimited Technology Change
*High Regulation

Adaptive

Experiment, Select, Scale
& Iterate

eTurbulent & Adaptive
eDifficult To Forecast

Visionary

Envisage, Distinguish,
Realise & Exploit

*New Product Mix
*Shape & Predict

Shaping

Influence, Collaborate,
Orchestrate & Evolve

*Can Influence But Not Predict

*Ecosystem Of Many
Companies Reshaping
Industry

Renewal

Focus, Freeing Resource
& Transitioning

*Out Of Touch With
Environment

eHarsh Conditions

*Focus On Survival Not
Advantage





image4.png
Threat from
Competitors

(MEDIUM)

Bargaining

Sower of Power of
Suppliers Customers

e (HIGH) (HIGH)

Bargaining Intensity of

Rivalry

Threat of
Substitutes

(MEDIUM)





image5.png
Intensity of
Rivalry

Threat from
Competitors

Bargaining
Power of
Customers

Bargaining
Power of
Suppliers

Threat of
Substitutes

Very intense. Brand aggregators are a major threat to sustainability as they can drive
competitive advantage through innovation, acquisitions and large marketing budgets

High margin industry will attract new competitors but lack of available land and cultivation

times in the Mexico will create entry barriers for Tequila. Main threat comes from
diversification into other spirits categories

Difficult to attract other types of drinker to a niche, unconventional Tequila but easy to lose
them elsewhere. Good brand loyalty exists only for the value segment and release need
state. Wholesale and GTR customers have economies of scale and expertise breaking into
new markets. Online remains small but is growing and could reach 5% of volume by 2030

Jose Cuervo produce their own Tequila, control the supply chain and are currently the
market leader. Portfolio diversification into other categories may increase the bargaining

power of suppliers

Competition within Tequila is widespread, but it's niche appeal results in fewer brand

successes. The main threat is going to come from competitors who can tackle innovation
in the high-growth premium and super-premium segments more effectively





image6.png
SOAR Model Analysis (Appreciative Inquiry)

Strengths: What can we build on? Aspirations: What do we care
S deeply about?

+  What are we most proud of as an organization?

+  What makes us unique?

«  What is our proudest achievement in the last year or
two?

. How do we use our strengths to get results?

. How do our strengths fit with the realities of the
marketplace?

+  What do we do or provide that is world class for our
customers, our industry, and other potential
stakeholders?

. When we explore our values and aspirations, “what are
we deeply passionate about?”

*  Reflecting on our Strengths and Opportunities
conversations, who are we, who should we become,
and where should we go in the future?

. What is our most compelling aspiration?

. What strategic initiatives (projects, programs and
processes) would support our aspirations?

Opportunities: What are our stake- Results: How do we know we are

Q holders asking for? succeeding?

+ How do we make sense of opportunities provided by the

external forces and trends?
*  What are the top three opportunities on which we should + Considering our Strengths, Opportunities, and Aspirations,

focus our efforts? what meaningful measures would indicate that we are on
*+ How can we best meet the needs of our stakeholders? track to achieving our goals?
+  Who are possible new customers? + What are 3 to 5 indicators that would create a scorecard
* How can we distinctively differentiate ourselves from that addresses a triple bottom line of profit, people, and
existing or potential competitors? planet?
*  What are possible new markets, products, services or * What resources are needed to implement vital projects?
processes? + What are the best rewards to support those who achieve
*+  How can we reframe challenges to be seen as exciting our goals?
opportunities?

. What new skills do we need to move forward?




image7.png
Co-Owner & Primary Shareholder

Juan Beckmann Snr

Co-Owner & CEO

Juan-Domingo Beckmann Jnr

Cuervo & Proximo MD JCI MD

Global Finance & Shared

Distillery Manager
¥ g Services Director

LATAM APAC & EMEA

JCl Team
Marketing
Marketing Manager
Marketing Intern
Commercial
2 x Commercial Directors
4 x Commercial Managers

Cuervo Team
Marketing
Marketing Manager

Production Team Corporate Finance Team
Logistics Team Corporate HR

IT Support

Commercial
1 x Commercial Directors
3 x Commercial Managers

Proximo Distribution Team
Finance Director
Accountant

Finance Analyst

L

HR Consultant
Closely and culturally connected business units in a Mexico HQ
Office Manager

PA/Admin Assistant
Strategy Consultant

GTR Team
Global Travel Retail Director
Global Travel Retail Manager

Bushmills Team
Finance Director
Marketing Manager
Customer Service Manager
Brand Ambassador
Production team
Logistics team





image8.png
Current State

High Power/High
Interest (key players)

C-Suite
Founder

Ideal State

High Power/High
Interest (key players)

C-Suite
Founder
MD





image9.png
United Kingdom

. 97
81 82
69 bb 69
51
35 35
I i I I I

Power Individualism Masculinity Uncertainty Long Term Indulgence
Distance Avoidance Orientation




image10.png
Strategy

People

Activities

Structure

Culture

Performance




image11.png
Design Lens

e Logical process
of analysis &
evaluation

Experience Lens

e OQutcome of
people's taken
for granted
assumptions
and ways of
working

e Bubbling up of
new ideas
from a variety
of people in
and around
organisations

Discourse Lens

e Important for
understanding
and changing
strategy and
for managerial
power and
identity





image12.png
Market Present

Market Future

Market Penetration

Lowest Risk

Vertical integration (Proximo) is not only slow but
potentially cannibalistic to volume as they disrupt
relationships with wholesalers

Lack of review of investment markets

Product Present

Product Development
Medium Risk

Product innovation from a ‘mainstream’ player in an
‘unconventional’ market has limited potential without

major brand repositioning (Tequila is a significantly
smaller category than Whiskey, Vodka, Rum and Gin by
value and volume)

Product Future




image13.png
Red Ocean vs. Blue Ocean Strategy

Red Ocean Strategy @ Blue Ocean Strategy

Create uncontested market space.

Make the competition irrelevant.

Create and capture new demand.

Break the value-cost trade-off.

Align the whole system of a firm’s activities

in pursuit of differentiation and low cost.





image14.png
Younger age

‘To experiment and feel a
sense of boldness’

‘“To be happy
‘To feel superior ) together and
and stand out’ ' . RN be informal’

‘To feel
powerful and

Y ‘To enjoy unity
respected’

and feel at ease’

‘To feel informed ‘To feel comfortable
and in the know’ and to reflect’
Older age

Value Volume




image15.png
Routines &
Rituals

Control
Systems

The
Paradigm

Org

Structures

Power
Structures

Successes, failures, leaders & villains. Shared internally and externally to

Stories determine what is important to an organisation
Symbols Logos, offices, jargon, job titles, reward structures, décor, dress codes....all a
y reflection of hierarchy and perceived status
Power Influence the core assumptions and beliefs within the organisation. A few people
Structures have the greatest influence on decisions, operations and strategic direction

Organisational

Reflects the unwritten lines of power and influence that indicate whose
contributions are most valued. Explains relationships between roles and

Structures determines levels of teamwork
Control Demonstrates what is critical to performance and how performance is rewarded
Systems (financial systems, quality systems, rewards)
Routines & Behaviours, activities and events that reinforce the current culture and signals of
Rituals acceptable behaviour

. Central area that summarises and emphasises the behaviours in the other
Paradigm

elements of the web





image16.png
3. 4. . 6.

Create Vision Communicate Create Short-
For Change Vision Term Wins

» Top-down model suited towards driving urgency, inspiring visions, shared beliefs, harmony and consistency
in larger organisations (Madsen, 2016)

« Strong at recognising internal change champions to help guide and embed vision (EPM, 2018a)

« Allows freedom to create feedback loops (if desired)

B e n e ﬁ t S » Can break change projects down into agile steps and showcase the benefits of change early in the process

» Can be mechanistic and may lack clarity on how to sustain change \

* Risk of resentment and resistance if communication lacks emotional consideration (EPM, 2010b)

» Formal change models reliant on hierarchy can dampen the effects of change (Johnson et al (2017, p490)
obstructing informal adaptations that employees would naturally make in response to emergent threats

» Transformational processes can alternate between cycles of concentrated energy bursts and periods of
energy diffusion (Mintzberg, 2009, p354)

» May not always work effectively when trying to build long-term competitive advantage through people as
resistance can lead to short-term results and poor talent retention

» Can be weak at encouraging bottom-up feedback (Johnson et al, 2017, pp 484-485). As emotive,
community spirited beings, humans desire a sense of belonging, appreciation and a feeling of worth

(Schaefer, 2014) /





image17.png
Area of Focus Action

Governance Consider a stakeholder governance model for driving key objectives and initiatives
that impact APAC & EMEA markets.
Understand principles of the Strategy Collage and Cynefin Framework to recognise
how to plan in different environments or prepare for VUCA events

Environment
Combine SWOT with regular SOAR environmental assessments to help the
international business identify priorities and to build on current strengths

Develop corporate strategy around a KBV, discourse lens and Nadler & Tushman's

congruence model. Socialise the outputs across the global workforce to drive
integration. Grant JCI autonomy to develop systems, processes and strategies
around Ansoff's Growth Matrix for international markets.

Corporate
Strategy

Re-evaluate organisation structure & job design to ensure the foundations are in

place to attract and retain the best talent. Reduce scope and remove the complexity
of managing Global Travel Retail away from JCI business unit

Organisational
Structure

Roll out centrality-distinctiveness positioning maps more widely to evaluate
performance drivers across low return and high potential markets

Use Bowman's strategy clock as a central tool for planning hybrid competitive
strategies and explore greater potential around portfolio differentiation, e.g. colour,

Competitive ingredients, packaging and consumer engagement

Strategy

Examine relationships, cannibalisation impact, viability and opportunity costs of
vertical disintegration for Proximo Spirits, particularly with immature operations in
APAC and EMEA

Explore the feasibility of blue ocean digital strategies to develop organisational
capability, intellectual property and deeper emotional connections with consumers

Realign Power Base - move more roles into the “keep informed”, “keep satisfied” and
“key players” categories to boost productivity, morale and performance.

—

Create better feedback loops and develop leadership/influencing styles within the C-
Suite to understand overseas perspectives, moving away from coercive behaviour

—_
—_

Culture &

Leadership Promote a safe-to-fail talent culture so JCI can freely explore new ways of

developing market share

-
N

Understand workloads/capabilities and use an outsourcing decision matrix to identify
waste and allocate internal resources effectively to key projects. HQ to understand
the development and mentoring needs within JCI, creating the necessary training
programs and task force teams

-
w

Initiate change with the Cultural Web to build foundations before transitioning to
more sophisticated Change Kaleidoscope techniques

Change
Management

Adapt Kotter’s 8 Steps for Change with Unfreezing tactics from Lewin's 3-Step
process to drive successful cooperation and execution of deliverables
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Process Brief description

A model that seeks to attain a fit between internal capabilities and

Conception external opportunities/expectations to help develop unique strategies

Introduces the notion of delineated planning procedures, training and
analysis alongisde a set of ideas and hierarchical structures

Narrowed the focus and argued that only certain, defendable (generic)
strategies in the economic marketplace are desirable in any given
industry. As a result, supporting analytical tools could be developed to
assess conditions

Analytical

Centralises power and seeks to define strategy flexibly as mental states,
processes and outcomes unfold. Recognises the softer, idiosyncratic
elements of leadership such as intuition, judgment, wisdom, experience
and insight

Visionary

A process of decision making based on cognitive psychology,
understanding the experiences and mind of a strategist and what gives
rise to complex or creative strategies. More about the "how" than the
"what"

Strategies emerge, learn and evolve over time in a more complicated
and irrational world. Competencies and capabilities underpin the
process where positivity is driven through the workforce to create new
ideas and adaptive responses

Emergent

Characterised through influence, bargaining and compromise at the
micro and macro level, emphasising power and politics to negotiate
favourable strategies and alliances inside and outside the organisation

Negotiation

Focuses on developing deliberate strategy around ways of working and
common interests, considering the influences of cultural norms and
beliefs to maintain stability and community spirit

Collective

Defining strategic responses according to different dimensions of a

Reactive . )
centrally commanding external environmental

A model that evaluates the configurative state of the organisation and
surroundings to use transformation (dramatic leaps) as a core continuous
strategy for revolution and control of the change process. Resulting
strategies may create plans, patterns of behaviour, positions,
perspectives or ploys each in context to its own situation

Transformation

Limitations

Competences may not be distinct to the organisation, context or time.
May deny incremental development, niche organisations can narrow their
perspective, existing structures can influence strategy and limit
participation from non-senior stakeholders

Reduces creativity, may not be appropriate for predicting the course of
an environment or dealing with uncertainty, can cause employee
detachment

Strong concepts and frameworks dominate literature but mostly
developed for the benefit of consultants

Can be a personal, dictatorial construct that ignores collective and
cultural needs

May form from loose collections of research, biased information
processing/decision making, distorted interpretations and strategies may
be difficult to attain and change when no longer viable

Uncertainty around who is the architect of strategy, where in the
organisation it best takes place and how deliberate strategy can be. May
create a blame culture, lack of accountability, strategic drift and complete
disintegration of strategy

Ploys can sometimes draw upon illegitimate practices and clandestine
moves to subvert competition and resist authority. Power bases and
political games can form to create divisions, maximise personal gain and
result in inefficient allocation of resources. This type of strategy can miss
patterns and create high levels of resistance, waste and distortion as
interests change. May not be good for resolving cultural conflicts or
during periods of major change in larger organisations.

Strategy takes the form of a perspective which can be interpreted
differently across cultures. Culture can be a prism that blinds managers
to evolving external conditions (strategic inertia). Strategies of this
nature can therefore be inflexible as shared beliefs can create strong
resistance when change is needed

Organisations may form in response to the environment but find it
increasingly difficult to respond to the environment. Vague and dynamic
abstract dimensions create signals that can be unstable or too complex
to be fully understood. May emphasise bias and distortion, discouraging
experience and learning. Organisations who survive may end up in
clustered niches with similar life-cycle strategies and less ability to create
competitive advantage through differentiation

Interrupts periods of organisational stability. May be difficult to move
away from entrenched behaviours in quick time frames. Intricate,
nuanced behaviour may not work effectively for all business ventures
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