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Welcome to Dawgen Global and our June 2020 edition of our Monthly Newsletter-
Dawgen Global Insights. 

This Newsletter has been produced to provide you with an overview of our firm 
and the wide range of services offered by Dawgen Global entities; whether audit, 
accounting, tax or advisory services.

Over the past 17 years, I can proudly say that Dawgen has significant experience 
and expertise that we draw upon, day after day, helping our clients to progress. 

Our Monthly Newsletter will demonstrate the strength of our firm and the unique 
and innovative approach we engender. This is communicated through client case 
studies on how our team have collaborated to help our clients succeed.

This issue of Dawgen Global Insights explores several management tools and 
strategies including an integrated approach to effectively manage real estate in 
the Retail industry. This Article talks about a methodical approach to managing 
the real estate that helps reveal potential opportunities and threats for the 
investors—real estate investment trusts, banks, asset managers, insurance 
companies, governments, family offices, and sovereign wealth funds.   

We also examine discusses Sustainability-based Management and the 
differences between Sustainability Leaders vs. Laggards.

Corporate commitment to Sustainability-based Management is strengthening. Even 
as organizations overall are strengthening their commitments to Sustainability, 
one cohort of organization is expanding its commitments far more aggressively 
than others. They have emerged as Sustainability Strategy Leaders, while others 
stand as Laggards. 

The Strategy Chessboard is also examined in this Edition of Dawgen Global Insights. 
This is a holistic Strategy Development framework developed by A.T. Kearney. The 
Article  focuses on the first Umbrella Strategy—Position and Conquer.  It provides 
an overview to the Strategy Chessboard, the Position and Conquer Umbrella 
Strategy, and the 4 Strategic Approaches under Position and Conquer.

I hope that you will find the information we provide in this Newsletter helpful.

INTRODUCTION TO OUR  
MONTHLY NEWSLETTER - 
DAWGEN GLOBAL INSIGHTS

Dawkins Brown
Executive Chairman                                                                                                                                         
Dawgen Global
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Corporate strategy

Current portfolio analysis

Workforce management

Occupancy management

STRATEGY

INTEGRATED
REAL ESTATE
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This Article discusses an integrated approach 
to effectively manage enterprise real estate in 
the Retail industry

ARTICLE OVERVIEW

The Retail industry is undergoing unexpected 
transformation, so is every other sector, owing 
to disruptive advancement in technology.  A 
variety of industries—such as health, banking, 
finance, supply chain and distribution, 
telecommunications, and higher education—that 
possess a significant amount of property assets 
find it challenging to manage their premises and 
property.  The task necessitates a structured 
approach to managing real estate, in order to 
bring value for organizations, employees, and 
landlords.  

This Article talks about a methodical approach 
to managing the real estate that helps reveal 
potential opportunities and threats for the 
investors—real estate investment trusts, 
banks, asset managers, insurance companies, 
governments, family offices, and sovereign 
wealth funds.   

An integrated and executable Real Estate 
Strategy includes 4 key pillars:

Detailed understanding of 
the Corporate Strategy1

2

3
4

Current portfolio analysis 

Workforce management 

Occupancy management 

Leadership needs to understand 
and integrate the impact of 
global Retail trends into a 
pragmatic and implementable 
Real Estate Strategy. 
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These changing times warrant integration of 
organizational and real estate strategies

CHANGING LANDSCAPE – OVERVIEW

Procurement (or leasing) of real estate by enterprises warrants 
a structured approach. 

A methodical approach to managing real estate 
is extremely beneficial for organizations, 
employees, customers, and landlords, but 

presents both opportunities and threats to investors 
(real estate investment trusts, banks, asset managers, 
insurance companies, governments, family offices and 
sovereign wealth funds).   

The Retail industry is undergoing expeditious 
transformation, so is every other sector, owing to 
disruptive advancement in technology.  A variety of 
industries—such as health, banking, finance, supply 
chain and distribution, telecommunications, and higher 
education—that possess a significant amount of property 
assets can draw immense benefits from creating and 
deploying an integrated Real Estate Strategy.  

Leadership needs to understand the effect of local and 
global trends on an organization’s industry.  They should 
then interpret and incorporate the impact of these trends 
into an integrated, pragmatic, and executable Real Estate 
Strategy; and envisage its potential alignment with their 
real estate requirements. 

All organizations can 
reap enormous value by 
developing an integrated 
Real Estate Strategy 
that is aligned with and 
derived from a robust 
Corporate Strategy.
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TRENDS – OVERVIEW 

Procurement (or leasing) of real estate 
by enterprises warrants a structured 
approach. 

Here are some global trends 
in the Retail and consumer 
industry impacting 
real estate 

The global trends in Retail industry today 
include: 

Consumers having the convenience of researching and buying products 
online, in addition to in-store purchasing.  

There is a progressive trend of e-commerce with many consumers 
relying on online medium instead of physical store.  For instance, online 
shopping during the 2015 Thanksgiving weekend accounted for almost 
29% of sales, up 12% over 2014.  

Mobile commerce is predicted to make up a large portion of e-commerce.  

However, as per PwC’s annual consumer survey, physical store still 
remains the preferred method for consumers in Retail, with 36% of 
the global sample visiting a physical store weekly, compared to those 
shopping weekly online via PC (20%), tablet (10%) or mobile phone (11%).

Shopping through physical stores offers the opportunity to experience 
the products on the spot, ensuring a good fit, and the satisfaction of 
immediate ownership.  

A large majority of consumers often research online but actually buy 
in-store. 

Despite frequenting 
the physical stores, 
consumers nowadays 
prefer a shopping 
experience that 
reduces ambiguity 
and inflexibility and 
boosts simplicity, 
productivity, and fun.
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Sweeping changes in 
consumer behavior and 
the challenges to Retail 
economic models are 
pushing the current Retail 
models to transform

TRENDS – IMPACT OF DECLINE IN   
          PHYSICAL STORES
Competition and consumer behaviors 
are forcing the Retailers to develop 
new tactics to engage the consumer in 
a profitable manner in future. 

The Retail model in the past required a store to sell a 
product at a substantially higher margin per physical 
building to compensate for real estate and other 

operating costs, and to deliver a successful return on 
investment (ROI). 

However, new pricing regimes and transforming consumer 
behaviors will put extreme pressure on Retail margins.  

With declining sales through physical stores, a reduction in 
real estate operating costs will be a decisive factor in keeping 
the stores profitable.

Market forces will eventually push the Retailers to explore and adopt 
new strategies to sustain profits from their physical stores.  
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TRENDS – CHANGES IN RETAIL          
          OCCUPIER PORTFOLIO

Intense rivalry and a gamut 
of online shopping solutions 
will likely push the Retailers to 
reassess their store requirements 
in future, evolving from larger 
stores to smaller store formats. 

Market challenges will drive 
the Retailers to demand 
greater flexibility, briefer 
lease periods, discontinuity 
clauses, and store area 
modification options.  

Retail strategies will 
have to adapt with 
the changing real 
estate requirements 
while interacting 
with the consumer

The smaller stores may well be many and 
diverse—corresponding with the transforming 
shopping demands of consumers—as well 
as technology savvy to reinforce consumers 
shopping experience.  For instance, the smaller 
stores could be in the form of pop-up stores or 
mobile Retail trucks.  

Evolving store requirements warrant physical 
store-level strategy shifts, with e-commerce 
enhancing the integration between industrial and 
Retail real estate.

Retail occupier portfolios may change in the 
following manner: 

  Low space per store

  Increased demand for stores in new or growing consumer 
markets

  High demand for warehouses /distribution centers

  Shifting offices to cities with good infrastructure

  Shopping centers to provide additional value beyond 
shopping 

  Flexible lease agreements to respond to changing 
consumer behaviors
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A robust Real Estate Strategy is of great 
value for the occupants in implementing 
the desired strategic decisions

INTEGRATED REAL ESTATE STRATEGY – OVERVIEW

An integrated Real Estate Strategy assists the occupiers in implementing 

strategic decisions consistent with evolving markets and technological 

disruption, without having any negative effects on business operations and 

in line with their current portfolio. 

For the organizations to deal with 

imminent consumer trends, it is 

important to undertake frequent 

evaluations and adjustments in their 

Retail Strategy.  But often they face 

issues, such as: 

  The Retail Strategy is not translated into 
premises and property setting.

  There is disassociation between Corporate 
and Real Estate Strategies.

  A total disagreement between the two 
strategies prevails.

  There are cases of existing Real Estate 
Strategy lagging behind in meeting the 
needs of the business, resulting in high 
operating costs and unused premises. 

The approach below illustrates the 
critical pillars to a functional and 
executable Real Estate Strategy.

Corporate strategy

Current portfolio analysis

Workforce management

Occupancy management

1

2

3

4

A pragmatic Real Estate Strategy meets enterprise and customer requirements 
and streamlines operating costs.
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An integrated Real Estate 
Strategy offers immense 
benefits for the organization 
as well as the investors 

INTEGRATED REAL ESTATE STRATEGY – 
BENEFITS & INVESTOR IMPACT

Real estates can be divested and 
leased back to allow for the income 
to be passed on to the investors.

 The demographic variations in Retail practices 
and the evolving real estate strategies of their 
tenants.  This helps them in preparing their own 
leasing plans accordingly. 

 New opportunities, e.g., integrated Real Estate 
Strategy outcomes could be branching out of 
real estate assets into separate entities or sale-
and leaseback or strip-income transactions. 

 Using their real estate holdings to gain access to 
cash or investment in repositioning business.

Investors should be cognizant ofThe benefits of adopting an integrated 
Real Estate Strategy include: 

 Upgrading market access and the organization’s 
operational efficiency by promptly reacting to 
consumer demand.

  Flexibility in Retail affairs and office environment.

  Improved employee performance and enhanced  
consumer experience. 

  Viable premises cost management and de-risking of  
the organization’s property portfolio.
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Leaders need to have a detailed assessment of 
business requirements to create a premises 
strategy

CORPORATE STRATEGY – OVERVIEW 

Based on a thorough under-standing of business 
requirements, a premises and location strategy should 
be developed.  The occupants should outline a detailed 
location portfolio mix to achieve enterprise goals related to 
cost optimization, growth, locations, and risks. 

The key to developing an 
integrated Real Estate Strategy 
is to: 

 Understand and challenge the 
organization’s Corporate Strategy and 
Operating Model. 

 Defining the business or service model and 
product mix. 

 Identifying current and future strategic 
and financial goals.

 The Corporate Strategy also establishes 
the configuration of the business segments 
and operating units, such as Retail and 
administrative functions. 

 The Corporate Strategy will also pick up 
anticipated changes in operating models.

A robust strategy entails clear definition of premises requirements, initiatives to 
enable sustained optimization of portfolio, and alignment with financial goals.

PILLAR   Corporate Strategy
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CURRENT PORTFOLIO ANALYSIS – OVERVIEW

It is absolutely critical to undertake a thorough analysis of the current real 
estate portfolio, by: 

 Reviewing the current and future use of the properties.

 Ascertaining existing tenure category and conditions.

 Determining current rents, market conditions, and commercial options. 

 Evaluating the property opportunity analysis to include development and disposal options.

 Carefully reviewing the current and future operational and capital expenditures, tax and other accounts.

 Examining the performance and productivity yardsticks.

PILLAR   Current Portfolio Analysis

Another important element for the integration of 
organizational and real estate strategies is to 
evaluate the existing premises portfolio

The real estate portfolio analysis should encompass 
careful scrutiny of the portfolio-wide exit terms from 
current owned/leased premises.



14 DAWGEN GLOBAL INSIGHTS I JUNE 2020

WORKFORCE MANAGEMENT – OVERVIEW 

The plans for the integration of 
Real Estate Strategy should account 
for workforce requirements

While devising the integrated Real Estate 

Strategy, organizations need to also 

undertake the following: 

 Identify organizational and employee needs.

 Develop plans for workforce management.

 Analyze workforce behaviors.

  Determine the level of teamwork, group and individual 
efforts.

  Frequency of interaction between team members. 

 Evaluate infrastructure requirements to accommodate 
teams. 

 Define interaction and mobility needs/ standards. 

  For example, in-house, telecommute, country-wide 
and international travel. 

PILLAR   Workforce Management

A detailed understanding of 
the workforce objectives aids 
in developing a sound Real
Estate Strategy. 
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The integrated Real Estate Strategy and the 

associated plans should also incorporate:

  Demands of occupancy management.

  Capacity forecasting 

  Capacity planning in line with workplace standards.

  Space/facilities 

  Lease

  Contract negotiations

  Occupancy optimization.

OCCUPANCY MANAGEMENT – OVERVIEW 

PILLAR   Occupancy Management

Management and optimization of 
property occupancy is an integral part of 
Real Estate Strategy 

Premises demand 
forecasting is 
critical for optimal 
utilization of space 
and infrastructure.  
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SUSTAINABILITY-BASED 
MANAGEMENT: 
LEADERS VS. LAGGARDS



17DAWGEN GLOBAL INSIGHTS I JUNE 2020

Corporate commitment to Sustainability-based 
Management is strengthening.

Even as organizations overall are strengthening 
their commitments to Sustainability, one cohort 
of organization is expanding its commitments far 
more aggressively than others. They have emerged 
as Sustainability Strategy Leaders, while others 
stand as Laggards. 

This study, a combined effort between MIT Solan 
and BCG Consulting Group, addresses the reasons 
for the gap which separates Leaders from Laggards 
of Sustainability.   This article discusses the 
differences between these 2 groups in depth.

Strategic approach to sustainability is the main 
differentiator between Leaders and Laggards:

  Sustainability Leaders — Leaders act on their 
belief that Sustainability is already at the core of 
their business and is a necessity to respond well 
to shifting customer preference.

 Sustainability Laggards — Laggards view 
Sustainability in terms of risk management and 
efficiency gains. 

This strategic approach also acts as a differentiator 
as to how Sustainability Leaders deal with other 
business parameters, such as: 

   Response to challenges and opportunities in  
Sustainability.

   Approach to “terms” of competition in the 
context of Sustainability concerns.

  Transformation of management practices in  
response to Sustainability requirements.

Article Overview

This Article discusses Sustainability-based 
Management and the differences between 
Sustainability Leaders vs. Laggards

Leaders of Sustainability 
have succeeded in creating a 
compelling business case for 
Sustainability commitments—
and see them adding to their 
organizations’ profitability.
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Sustainability allows us to meet the needs of the 
customers without compromising the ability for 
future generations to enjoy natural resources

To succeed in Sustainability, 
stakeholder balancing and joint 
solutions are key, and both of them 
requires a structural approach.

SUSTAINABILITY – OVERVIEW 

A sustainable business, also known 
as a green business, is an enterprise 
that has minimal negative impact 
and potentially a positive effect on 
the global or local environment, 
community, society, or economy. 

A sustainable business is an organization that 
strives to meet the “Triple Bottom Line.”  The Triple 
Bottom Line (or otherwise noted as TBL or 3BL) is 
an accounting framework with three parts: Social, 
Environmental (or Ecological), and Financial.

Sustainable practices are those which:

 At a minimum do not harm the people or the  
planet and at best create value for stakeholders.

 Focus on improving environmental, social, and  
governance (ESG) performance in the areas 
in which the company or brand has a material 
environmental or social impact.

Hence Sustainability-based organizations 
participate in environmentally friendly or green 
activities to ensure that all processes, products, 
and manufacturing activities adequately address 
current environmental concerns while maintaining 
a profit.

Source: The Comprehensive Business Case for Sustainability, 

Whelan, Fink, Harvard Business Review, 2016

Economic

Social Environmental

Growth,Cost, 
Underemployment,

Revenue

Trade, Charitable 
contributions,

Employee welfare

Land use, Resource 
consumption,

Waste management
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SUSTAINABILITY – CORE ADVANTAGES

The preponderance of evidence shows 
that Sustainability is going mainstream.

Those companies that proactively make Sustainability 

core to business strategy will drive Innovation and 

engender enthusiasm and loyalty from employees, 

customers, suppliers, communities and investors.

There are 6 core advantages to Sustainability-
Based Management—these also drive business 
performance and bottom-line benefits

1

2

3

4

5

6

Executives can no longer afford to 
approach Sustainability as a “nice to 
have” or as solid function separated from 
the “real” business. As the expectations 
on corporate responsibility increase, 
and as transparency becomes more 
prevalent, companies are recognizing 
the need to act on Sustainability.

Stakeholder 
Engagement

Risk 
Management

Innovation

Employee 
Retention & 
Engagement

Customer 
Loyalty

Financial 
Performance
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SUSTAINABILITY – LEADERS VS. LAGGARDS

In business, what distinguishes Leaders from Laggards 
and greatness from mediocrity is the ability to uniquely 
imagine what could be.

The way in which companies 
drive Sustainability 
efforts separates them 
into 2 distinct groups—
Sustainability Leaders and 
Sustainability Laggards

In a survey of global corporate Leaders conducted by BCG and the MIT Sloan 
Management Review, it was revealed that an economic downturn caused more 
emphasis to be placed on Sustainability in companies’ corporate agendas.

Sustainability Leaders
Leaders act on their belief that Sustainability is already 
at the core of their business and is a necessity to 
respond well to shifting customer preference.

  Leaders are early recognizers of the competitive edge 
they are to gain through Sustainability.

  They respond adeptly to the shift in market demand 
towards Sustainable products/services.

Sustainability Laggards
Laggards view Sustainability in terms of risk 
management and efficiency gains.

  Observably, laggards restrict their Sustainability 
activities to short-term, strictly measurable 
investments such as resource efficiency.

  There must be very obvious reasons in the from 
or market or regulatory pressures on them to take 
concrete actions on Sustainability.
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Sustainability Leaders are seen to be confident 
in marking the link between Sustainability 
measures and profitability

LEADERS VS. LAGGARDS – COMPARISON OF VIEWS ON BENEFIT

Leaders not only claim that Sustainability Strategies are necessary to remain 
competitive, they also believe these strategies are helping them to gain a 
Competitive Advantage. 

Survey Question: What are the greatest benefits to your organization in addressing Sustainability?

0

20

40

60

% responding as top three benefit

Source: New Sustainability Study, Haanaes, MIT Sloan Management 

Review, 2011

What are the greatest benefits to 
your organization in addressing 
sustainability? Both groups see brand 

reputation as top benefit

Improved 

brand 

reputation

Increased 

competitive 

advantage

Access 

to new 

markets

Increased 

margins 

or market  

share due to 

sustainability 

positioning

Reduced 

costs due 

to energy 

efficiency

Better 

innovation 

of business 

models and 

processes

Better 

innovation 

of product/ 

service 

offerings

Improved 

perception 

of how well 

company is 

managed

Reduced 

costs due  

to materials 

or waste 

efficiencies

Improved 

regulatory 

compliance

Improved 

ability to 

attract  and 

retain top 

talent

Enhanced 

stakeholder/ 

investor 

relations

Reduced 

risk

Increased 

employee 

productivity

There 

are no 

benefits

Leaders see competitive advantage 
as much more important benefit of 
sustainability than cautious adopters

Laggards see benefits mostly in reduced 
costs due to energy and material 
efficiency and in risk mitigation

70% of Leaders attribute their success to Sustainability-oriented business strategies.

Sustainability Leaders gain the ability 
to respond to the market by providing 
new products and services valued by 
Sustainability-conscious consumers, 
thus increasing their sales.

Leaders

Laggards
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Sustainability Leaders weigh all Sustainability 
factors more heavily 

LEADERS VS. LAGGARDS — COMPARISON OF SUSTAINABILITY FACTORS 

Leaders and Laggards were asked how 5 specific considerations factor into 
how they think about Sustainability.  Across the board, we found Leaders 
weighed each consideration more heavily than Laggards did.

Source: New Sustainability Study, Haanaes, MIT Sloan Management Review, 2011

Sustainability Leaders are early recognizers 
of external pressures related to the adoption 
of Sustainability-driven management—
they readily and positively act upon those 
pressures.

Survey Question: To what extent do each of the following 5 considerations factor into how your 
organization thinks about Sustainability? 1 = Not at all; 5 = To a great extent

1

2

3

4

5

Mean on a scale of 1 to 5 Leaders

Laggards

To what extent do each of the following 

considerations factor into how your 

organization thinks about sustainability?

Laggards are most concerned with 
economic sustainability and taking a 
long-term perspective

Leaders more likely to factor in the 
environment when thinking about 
sustainability

Economic 

sustainability 

of the 

organization

Environmental 

issues

Increased 

emphasis on 

long-term 

perspective

Corporate 

social 

responsibility 

issues

Customer 

health and 

well-being

Employee/ 

leadership 

health and 

well-being

Sustainability Leaders weigh all Sustainability 
factors more heavily 

LEADERS VS. LAGGARDS — COMPARISON OF SUSTAINABILITY FACTORS 

Leaders and Laggards were asked how 5 specific considerations factor into 
how they think about Sustainability.  Across the board, we found Leaders 
weighed each consideration more heavily than Laggards did.



23DAWGEN GLOBAL INSIGHTS I JUNE 2020

Sustainability Leadership requires substantial 
Change efforts as the human side of 
Sustainability outweighs the technical aspects

LEADERS VS. LAGGARDS – COMPARISON OF VIEWS ON BENEFIT

Managing the human dimension of making Sustainability an integral part 
of business is more of a challenge than any other technical aspects.

Part of this can be ascribed to lack of familiarity with environmental issues, something that has 

changed in the recent years.

A closer look at the Sustainability Leaders’ way 
of managing Change reveals the following. 

  To drive Sustainability internally, Sustainability-
Leaders assign managers to dedicated roles, focused 
on Sustainability and rely on line Leaders and non-
Leadership employees more than other companies do. 

  In a Sustainability Leader organization, the top 
management teams determine the overarching 
Sustainability Strategy. However, they also have specific 
executives focus on Sustainability initiatives, ranging 
from Chief Sustainability Officers to managers in 
certain functions (e.g. Supply Chain Management or 
units focused on Sustainability-oriented offerings or 
customers).

  They take special effort to increase the awareness 
around Sustainability at a board level and further 
cascade it across the organization, so employees across 
the organization can collaborate on and partake in 
Sustainability measures.

After getting their organizations 

aligned towards Sustainability, 

Leaders see their customers as 

the next important constituent 

group. Leaders respond quickly 

to the growing number of 

customers who want to buy from 

brands that are good to them as 

well as the environment. 

As accounting standards are evolving, organizations are realizing that 
Sustainability Leaders deliver value to intangible assets of business and reduce 
indirect costs.
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Our survey revealed how 
Leading organizations 
approach Sustainability 
and the striking difference 
in their thinking and 
implementation of 
Sustainability.

Being a Leader need not 
mean the company is 
embracing every aspect of 
Sustainability—they are 
Leaders as long as they drive 
the agenda of Sustainability 
within their own sectors.

The high level of integration of Sustainability 
into Strategy and the enthusiasm in its execution 
separates Leaders from others

SUSTAINABILITY LEADERS — OVERVIEW

Companies are increasingly incorporating Sustainability into their business 
operations. 

Sustainability Leaders: 

Leaders act on their belief that 

Sustainability is already at the 

core of their business and is 

a necessity to respond well to 

shifting customer preference.

The philosophies, commitments, strategies, 
and actions of the Leaders are seen to be 
based on a deeper and critical understanding 
of the influence of Sustainability on business.

Tapping the Sustainability Potential
They tend to have reorganized the potential for Sustainability 
Strategies to deliver new customers for their goods and services. This 
also allows them to increase their market share and profit margins in 
the existing markets.

Competitive Advantage

They see Sustainability Strategies as means of gaining Competitive 
Advantage.

Structure and size

They are large, global or regional players by structure and size.

Industry segment

They are mostly companies within the resource-intensive industries.

Humane focus

They adhere to broader definitions of Sustainability paying attention 
to human and worker rights, as well as community health and Security.
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Global markets as well as the Sustainability 
Laggards have started gravitating towards 
Sustainability Leaders

SUSTAINABILITY LEADERS — SUPPORT GROUPS
Various external influencers of businesses have started mounting the 
pressure to adopt Sustainable practices. 
As Sustainability is already part of their core strategy, Leaders are responding to these pressures 
with ease and adeptness.

Governments
Governments continue to work towards carbon reduction and other targets. 

Government Legislations are mostly at a national or local level, but the global nature of business 
means, local rules can be far reaching. 

Example: Legislation requiring electronic producers to recycle their products at the end of their 
lives do not only affect European companies. Any business wanting to sell in this market must be 
compliant. 

Institutional Investors
Institutional Investors and Pension Funds have started looking at their investments through a 
Sustainability lens. Companies are pushed to disclose their climate change related risks through The 
Carbon Disclosure Project. This now represents investors with some $64 trillion under management. 

Some banks are introducing Sustainability related loans, and even private equity firms are starting 
to consider the Sustainability risks and opportunities in potential acquisitions.

Employees
Employees are driving the agenda. As job candidates they are holding potential employers under 
increasing scrutiny regarding their track records on Sustainability.

Sustainability credentials are having an increasing influence on how top talents’ view the employer.

Customers
Customers are a powerful force in shaping the new business landscape.

Many companies are having to adopt more serious Sustainability measures after their customers 
started demanding sustainable products.

In the years ahead, when companies are reviewed for Accountability, their environmental 
social impact will gain prominence—measurement & reporting standards will also evolve. 
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Laggards are now catching up after seeing the 
benefits reaped by the Leaders and the way 
markets have responded to their efforts

SUSTAINABILITY LAGGARDS — OVERVIEW 

Two survey findings, as part of this study, suggest that the Sustainability 
Laggards have begun to recognize that the world is headed in the direction 
of Sustainability Leaders.

When respondents 
were asked, “Is pursuing 
sustainability-related 
strategies necessary to 
be competitive?”, 80% of 
them, from the resource 
intensive industries said 
“yes”. While response 
from participants from 
other industries like 
media, and IT was not 
obviously positive, they 
all responded by saying, 
“no, but will be in the 
near future”. 

They recognize that the 
Sustainability Leaders 
offer a provisional blue 
print on how to evolve 
their management 
practice and corporate 
strategy around 
Sustainability.

When it comes to 
planned increases in 
Sustainability related 
investments, Laggards 
are trying to catch up 
with the Leaders. 

This was reflected in our survey results which showed a 24% increase in the share 
of Laggards who planned to increase their spend on Sustainability during 2010 - 
2011. During this period, the share of Leaders remained relatively flat. 

Survey Question: Is pursuing Sustainability-related strategies 

necessary to be competitive?
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Consumer Products

Construction

Financial Services

Industrial Services

Technology and 
Telecommunications

Health Care

Media and Entertainment

Is pursuing 
sustainability-
related 
strategies 
necessary to be 
competitive?

80%

75%

71%

62%

60%

56%

55%

50%

48%

29%

54%

54%

51%

51%

17%

20%

24%

26%

30%

25%

34%

32%

36%

51%

38%

39%

28%

44%

Trends indicate that those companies which are now Laggards may join 
the Leaders category in the near future and the topic of Sustainability 
will soon become mainstream.
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strategic 
process

Think big and 
lateral

Portfolio Strategy

STRATEGY CHESSBOARD – 
POSITION AND CONQUER
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The Strategy Chessboard is a holistic strategy 
framework composed of 4 Umbrella Strategies—
We focus on 1st of the 4 Umbrella Strategies

ARTICLE OVERVIEW

Position and Conquer

Identify and Adapt to 
Profit Patterns

Redefine the Industry

Deploy Battle Strategies

Reinvent the Industry

Grow the Core, Go for 
More

Maintain Foresight 
and Flexibility

Position to Build a 
Competitive Advantage

1

1

2

2

3

3

4

4

Under Position and Conquer, 
we conduct strategic 
analysis to determine our 
organization’s optimal 
position in the industry and 
develop a strategy to pursue 
that position.

The Strategy Chessboard is a holistic Strategy 
Development framework developed by A.T. Kearney.  
It first presents a 2x2 of 4 Umbrella Strategies:

Each Umbrella Strategy is each further divided into 4 more 
Strategic Approaches.  The composite of 16 Strategic Approaches 
and 4 Umbrella Strategies forms the “chessboard.”   The Strategy 
Chessboard is useful in navigating through the plethora of strategic 
thinking philosophies and frameworks, to determine the optimal 

choice for your organization’s particular situation.

This Article  focuses on the first Umbrella Strategy—
Position and Conquer.  It provides an overview to 
the Strategy Chessboard, the Position and Conquer 
Umbrella Strategy, and the 4 Strategic Approaches 
under Position and Conquer:
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The foundation of the Strategy Chessboard is 
a 2x2 of 4 core Umbrella Strategies

UMBRELLA STRATEGIES – OVERVIEW 

Based on the decisions of evolutionary 
vs. revolutionary and adapt vs. shape, 
we can represent a 2x2 matrix of  
4 core Strategic Approaches, known 
as our Umbrella Strategies.

As Strategy Development begins, we must first perform 
a critical assessment of our industry’s predictability and 
then decide on whether we intend to adapt our position 
within the industry or shape the industry.

Co
m

pa
ny

’s
 d

es
ir

e,
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ee
d 
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d 

ab
ili

ty
 (D

N
A)

 to

Shape the 
industry

High 
analytical 

predictability

Low 
analytical 

predictability

Adapt 
“within” the 

industry

Redefine 
the Industry

Maintain 
Foresight 

and 
Flexibility

Position and 
Conquer

Reinvent 
the Industry

Industry predictability for a relevant time horizon

We should be aware that 
predictability differs 
significantly over time 
and among industries.

Source: The A.T. Kearney Strategy Chessboard, 
A.T. Kearney, 2011
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Each Umbrella Strategy 
has a set of 4 prevailing 
strategic options that 
can be pursued

UMBRELLA STRATEGIES – DETAIL 

Each quadrant represents an 
Umbrella Strategy, each with its set 
of 4 prevailing strategic options that 
can be pursued.

Co
m
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ny

’s
 d

es
ir

e,
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ee
d 

an
d 

ab
ili

ty
 (D

N
A)

 to

Shape the 
industry

High analytical predictability Low analytical predictability

Adapt 
“within” the 

industry

Redefine the Industry

Maintain Foresight and FlexibilityPosition and Conquer

Reinvent the Industry

Industry predictability for a relevant time horizon

Conduct strategic analysis and 
scenario analysis to determine how 
the industry can be shaped to benefit 
both the industry and our organization

Conceptualize an attractive industry 
future, develop a roadmap to make 
it happen, and craft a role for our 
organization to play

Conduct strategic analysis to determine 
our organization’s optimal position in 
the industry and develop a strategy to 
pursue that position

Institutionalize a strategic process 
focus on pursuing a portfolio of 
strategic initiatives, which accelerates 
learning and provides flexibility with 
limited capital investment

Not all organizations have the 
right capabilities—e.g. desire, 
need, culture, influence, size, 
ability—to shape its industry’s 
overall development.
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Pursue global 
industry 

endgame 
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High analytical predictability Low analytical predictability
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industry value 

chains
Company’s 
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(DNA) to

Identify and 
adapt to profit 

patterns
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products

Change 
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conduct

Deploy battle 
strategies

Implement an 
evolutionary 

strategic 
process

Think big and 
lateral

Portfolio Strategy

Within each Umbrella Strategy, we can 
further refine the approach into 4 Strategic 
Approaches—this forms the Strategy Chessboard

STRATEGY CHESSBOARD

Each Umbrella Strategy can be represented by its own 2x2, thus forming 16 
Strategic Options.  Putting together all the Umbrella Strategies and Strategic 
Options, we construct the A.T. Kearney Strategy Chessboard.

Although clear boxes are created in the 
framework, note that in actuality these 
strategy theories are not all mutually exclusive.

Source: The A.T. Kearney Strategy Chessboard, A.T. Kearney, 2011
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Each Umbrella Strategy is best suited for a 
specific type of situation—in this article , we will 
focus on Position and Conquer

STRATEGY CHESSBOARD – STRATEGIC SITUATIONS

Under the right situations, each quadrant can deliver tremendous growth 
to companies that embrace its Umbrella Strategy.  Some typical industry 
evolution patterns help determine in which quadrant we want to play.

Redefine the Industry
This quadrant offers the opportunity to change the 
industry. Innovative companies will pursue these 
strategy when the opportunity arises.

Reinvent the Industry
The central theme within this quadrant is imagination 
and courage.  Here, we have the opportunity to create 
something novel and make it happen.  

Maintain Strategic Flexibility
In this quadrant, industry leaders are prepared to 
benefit from multiple potential outcomes.  

Position and Conquer

This quadrant focuses on finding an attractive 
industry position and building a Competitive 
Advantage.  Perhaps half of all companies in 
an industry will pursue strategies here.

A high-level analysis allows us to 
pick the appropriate quadrant—
selecting the specific strategy 
comes down to understanding 
the organization’s unique 
strategic situation.
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Within the lower-left quadrant, “Position and 
Conquer,” we determine how to position ourselves 
in the industry and then conquer that market

1. POSITION AND CONQUER

OVERVIEW
Under this approach, we conduct strategic analysis to determine our organization’s optimal position 

in the industry and develop a strategy to pursue that position.

Position to Build a Competitive 
Advantage
Here, we identify and capture a leadership position 
within the industry—or an attractive market niche. 
This form of strategy is largely based on thinking 
of Michael Porter, who pioneered the thinking 
behind achieving a Competitive Advantage and 
Competitive Strategy.

Deploy Battle Strategies
Here, we increase market through tactics inspired 
by battle strategies.  Military strategic thinking is 
largely inspired by the teachings of Sun Tzu in the 
Art of War.

Grow the Core, Go for More
First, focus on growing the core business.  Then, 
expand into adjacent businesses or pursue step-
out strategies.

Identify and Adapt to Profit 
Patterns
We adapt to capture emerging opportunities for 
profit in new areas.  One way to effectively adapt 
new opportunities is to anticipate shifts in industry 
profit patterns.

The primary strategic options 
used here include:

Companies within 
this quadrant seek 
attractive, easily 
defensible strategic 
positions, alongside 
wel l - formulated 
battle strategies 
that grow relative 
market share.
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THOUGHT LEADERS
Porter
Kroger and Moriarty

QUADRANT
Position and Conquer

STRATEGY
Position to Build a Competitive 
Advantage

With this approach, we identify and capture a 
leadership or niche position within the industry

POSITION AND CONQUER – POSITION TO BUILD A COMPETITIVE 
ADVANTAGE

OVERVIEW
Identify and capture a leadership position within the industry—or an attractive market niche.

This approach is an excellent complement to other strategic approaches.

This form of strategy is largely based 
on thinking of Michael Porter, who 
pioneered the thinking behind 
achieving a Competitive Advantage and 
Competitive Strategy.

His seminal framework, Porter’s Five 
Forces, tells us to analyze 5 industry 
forces—Suppliers, Customers, 
Substitutes, New Entrances, and Internal 
Rivalry—to identify strategic positions 
and strategic moves that will strengthen 
our position.

Numerous other thought leaders have 
developed refined models on top of 
Michael Porter’s thinking.  An example is 
niche-based competition, by Fritz Kroger 
and Michael Moriarty of A.T. Kearney.  

They identified 9 niche strategies—
regional, target group, product, brand, 
speed, innovation, cooperation, market 
splits, and counter-niches.  

The appropriate niche strategy to purs-
ue is dependent on the industry’s level 
of consolidation. 

We’ve developed an in-depth 
presentation on Porter’s Five Forces: 
https://flevy.com/browse/porters-five-
forces/porters-five-forces-235  
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This approach is based on strategies inspired by 
military strategic thinking

POSITION AND CONQUER – DEPLOY BATTLE STRATEGIES

OVERVIEW
Increase market through tactics inspired by battle strategies.

The Art of War is now considered management literature—likewise, 
many “Art of Business” adaptions have been published.

Business competition is often compared to warfare and thus strategists often transfer 
military insights into competitive action.  Strategies for attack, defense, flanking, and 
guerilla warfare can be applicable in marketing and general business strategy.

Military-based strategic thinking is largely inspired by the teachings of Sun Tzu in the 
Art of War.  Sun Tzu’s philosophy leads us to many basic business principles, including:

• Capturing the market without destroying it.

• Avoiding competitors’ strengths and attacking their weaknesses.

• Leveraging knowledge and deception to maximize the power of business 
intelligence.

• Utilizing speed and preparation to overcome competition.

• Using alliances and strategic control points to mold opponents and make them 
conform.

• Developing leadership to maximize employee potential.

Carl von Clausewitz, another military strategist, developed a set of flexible principles 
to govern thinking about war.

• His ideas impacted many CEOs, including Jack Welch of General Electric.

QUADRANT
Position and Conquer

STRATEGY
Deploy Battle Strategies

THOUGHT 
LEADERS

Sun Tzu

Clausewitz

Welch

McNeilly

El-Kadi
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Focus first on growing the core business—
then expand into adjacent businesses

POSITION AND CONQUER – GROW THE CORE, GO FOR MORE

OVERVIEW
Focus on growing the core business.  Then, expand into adjacent businesses or pursue step-out 
strategies.

Growth can stem from many 
sources, particularly new 
markets, new products, and 
increasing existing market 
share.

QUADRANT
Position and Conquer

STRATEGY
Grow the Core, Go for More

THOUGHT LEADERS
Andrew

Wernerfelt

Zook

Viguerie, et al

Deans

Kroger, et al

Whereas strategic trends have varied over time, with 
diversification being the focus in the 1970s and 1980s and 
globalization in the 1990s, the prevailing strategic focus 
has been to first focus on growing the organization’s core 
business before entering new businesses.

The core capabilities and competencies can be leveraged 
to generate and capture new, adjacent business 
opportunities.

Here are a few schools of thought within this strategy:

• Chris Zook: various models to evaluate close, 
midrange, and distant adjacencies prior to pursuing 
diversification.

• Kroger and Deans: first focus on optimizing operations 
and organization by exploiting strategic levers—then 
stretch to achieve major growth.

• Patrick Viguerie: he defines 3 horizons of growth—
defend the core business, build the emerging 
business, create viable growth options.
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With this approach, we adapt to capture emerging 
opportunities for profit in new areas

POSITION AND CONQUER – IDENTIFY AND ADAPT TO PROFIT PATTERNS

OVERVIEW
Adapt to capture emerging opportunities for profit in new areas.

By correctly and adeptly 
applying profit patterns, 
we can increase our 
competitiveness by 
increasing our profit 
generating capability.

QUADRANT
Position and Conquer

STRATEGY
Identify and Adapt to Profit Patterns

THOUGHT LEADERS
Slywotzky

One way to effectively adapt new 
opportunities is to anticipate shifts 
in industry profit patterns.  Because 
major trends create similar effects 
across industries, it becomes possible 
to develop skills and techniques to 
recognize industry profit patterns.

In The Profit Zone and Profit Patterns, 
Adrian Slywotsky, et al. delineate 
30 strategic prediction models, 
categorized into 7 families of patterns:

• Mega

• Channel

• Knowledge

• Value chain

• Customer

• Product

• Organization

Slywotsky and team also outline 22 
models that are likely to generate 
profits, depending on the industry and 
specific situation. 
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A ten step process is used to create 
an organization

ORGANIZATIONAL DESIGN APPROACH

Vision and 

Business 

Architecture

Select

Defining 
Capabilities 

and 
Competencies

Deep Design

Clarifying 

Design 

Criteria

Key People

Options

Implement

Evaluate

Learn

In this guide, we will focus on the first three elements of the process.
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The proposition is central to the 
organisation design

ORGANIZATIONAL DESIGN APPROACH

Egg is a ground-

breaking e-partner 

that helps you grow by 

making the most of your 

money and your life.
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VISION AND BUSINESS ARCHITECTURE

The concept must reflect today’s and 
tomorrow’s businesses

Financial Present

Account Relationship

Commerce and Content

Protect & Invest

Financial Future

Lending Saving

Gateway 
to the 

Customers

Portal

Gateway 
tothe 
World
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Understanding what is needed from each 
business line supports the architecture

VISION AND BUSINESS ARCHITECTURE

PORTAL
FINANCIAL 

PRESENT

FINANCIAL 

FUTURE

COMMERCE 

AND CONTENT

RAISON D’ETRE

• Architect the egg 
experience

• Deliver Customer 
Value 

• Leading UK 
online bank

• Maximise the 
customer’s 
financial present

• Leading UK online 
FS intermediary

• Maximise the 
customer’s 
financial future

• Stage the non-FS 
experience

• On-line UK retail 
leader

THROUGH • Interface • Banking product • Investment 
product

• GI product

• Communities

• Retail

ROLES AND 

RESPONSIBILITIES

• Marketing budgets

• Middleware 
that makes the 
products talk

• Content 
Aggregation

• Products that 
talk

• Prod. Dev. and 
Innov.

• Content 
Development

• Product 
development and 
innovation

• 3rd Party 
providers

• Content 
Development

• Category 
development and 
management

• Sourcing and 
building

• Dealmaking

MEASURES

• Overall Value

• Cost of sales

• Customer count 
and profit

• X-sell (x-buy)

• Audience 
aggregation

• Overall value

• Product 
contribution

• Bank profitability

• CI ratio

• ROA

• Content creation

• Overall Value

• Product 
contribution

• Content creation

• Overall Value

• Profits

• Content creation

TERMS OF TRADE

• Customer P&L

• Product discount 
= acquisition cost

• Product P&L

• Provide 
competitive 
product offer

• Product P&L

• Provide 
competitive 
product offer

• Product P&L

• Provide 
competitive 
product offer
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Locating the killer app is essential

VISION AND BUSINESS ARCHITECTURE

Innovation in Features Innovation in Packaging, Pricing
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admin.
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Engine
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The business architecture is driven by the need to 
support the concept and proposition

VISION AND BUSINESS ARCHITECTURE

CUSTOMER

COMMUNICATIONS CENTRE PORTAL

FINANCIAL PRESENT FINANCIAL FUTURE COMMERCE AND 
CONTENT

PRU RETAIL
BANK 

OPERATIONS

TRANSACTION
PROCESSING 

TPA’S

TRANSACTION
PROCESSING 

TPA’S

TRANSACTION
PROCESSING 

TPA’S

THIRD PARTY 
PROVIDERS

THIRD PARTY
RETAILERS
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The business architecture is driven by the need to 
support the concept and proposition

CLARIFYING DESIGN CRITERIA

Balance:
• Checks and balances in weight

• Competitive weight

Transparency:
• Devolved P&L

• Clarity of measurement

• Value

• Differentiated from Pru

Thin organization

Capable of delivering core proposition 

to customer “help you understand you”

Don’t fix what isn’t broken

Care for the “heart” of the organization

Compliant and fast

Two Pillars:
• Customer

• Product

Separation:
• Separate models in separate structures

• Future-proofing

• Adaptive and scalable

• Clarity of core, non-core, and outsource-able

Competency based (e.g. retailing, 

category management)

Able to grow rapidly: organically and 

acquisitively

Suited to managing international 

business

One banking license



46 DAWGEN GLOBAL INSIGHTS I JUNE 2020

A combination of frameworks guide 
the nature of how the business is 
configured (Venkat Matrix)

CLARIFYING DESIGN CRITERIA – VENKAT MATRIX

Supplier Alliance

High

High

Low

Low

Service Centre

Outsourcing
Partner

Alliance

The Core

Importance of Knowing

Prime

Purpose
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Competency Requirements Lead to 
Organisation Designs

DEFINING CAPABILITIES AND COMPETENCIES

Process

• COMPETENCY 1

• COMPETENCY 2

• COMPETENCY 3

• COMPETENCY 4

ENABLER

WHATS & WHYS

• What we must do

• Why we do it

INSOURCE/OUTSOURCE

WHAT/ WHY

DIFFERENTIATOR

BUSINESS ARCHITECTURE
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DEFINING CAPABILITIES AND COMPETENCIES

ORGANIZATION

INDIVIDUAL

PROCESS
High level capabilities that 
must be possessed by the 
organization as a whole

Competencies existing 
in pools to support key 
processes

Skills required by an 
individual:

• Generic

• Specific

We will define 
competencies at three levels

Initial focus will only define individual skills for 
key roles.
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Organization capability requirements reflect 
customer needs

DEFINING CAPABILITIES AND COMPETENCIES

CUSTOMER NEEDS
CRITICAL SUCCESS 

FACTORS
ORGANIZATION CAPABILITY 

REQUIREMENTS

• Easy access to information

• Organization

• Commentary/editorial

• Context and objectivity

• Currency

• Convenience

• Low cost

• Relevance

• Entertainment

• Customization/ personalization

• Relationship with others

• Creativity

• Information

• Insight

• Customer and market focus

• Creative vision

• Marketing expertise

• Sales expertise

• Alliances and acquisition 
management

• Customer relationship 
management

• Ability to manage supplier 
relationships

• Customer support

• Differentiated content:

• Quality and variety

• Strong brand name

• Extensive distribution channels

• Eyeballs

• Data utility 
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At a process level, we define the key processes 
required to deliver the business proposition

DEFINING CAPABILITIES AND COMPETENCIES – 
PROPOSED INCA PROCESSES

Processing/

TPA

Create and Manage 
Products

Create and Manage 
Products

Create and Manage 
Products

Financial Present Process

Portal Process

Financial Present Process

Commerce and Community Process MANAGE 
CUSTOMER 
INTERFACE 
AND PRODUCT 
INTEGRATION

Deliver support to the business 
processes
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DEFINING CAPABILITIES AND COMPETENCIES – “PORTAL” PROCESS 
DEFINITION

The “Portal” process requires strong 
space management and technical ability

Corporate 
Brand Identity

Develop 
 innovative value 

proposition

Manage Website

Sales and     
Marketing

Customer Service           
and Support

Package 
content to 
manage 

customer 
 experience

PROCESS
COMPETENCY DESCRIPTORS

• Strategic planning

• Market, customer behaviour and 
(competitor) analysis

• Develop customer insight

• Develop overall proposition and 
message

• Arbitrate media mix for sales and service 

• Forge non-product partnerships

• Agree copyright terms

• Create web-specific content

• Acquire/develop software e.g. search 
engines

• Guidelines for design and update sites

• Develop supplementary services, 
e.g. E-commerce, portal services, 
communication services

• Develop supplier pricing model for 
portal

• Customise content

• Manage advertising on own life

• Co-ordinate overall marketing strategy

• Co-ordinate integrated customer pricing 
model

• Co-ordination of advertising/ PR

• Customer sales

• Advertising sales

• Billing

• Technical support/helpdesk

• Order tracking mechanisms

• Customer Relationship Management
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DEFINING CAPABILITIES AND COMPETENCIES 
– COMPETENCY POOLS

 Process level competencies are 
defined by competency pools

PROCESS

Competency 
Pool A

Competency 
Pool B

Competency 
Pool C

Competency 
Pool D

CO
M

PE
TE

N
CY

 P
O

O
LS

The competency pools required to support a 
process will evolve over time.
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For each key process, we will define competency 
pools in four categories

DEFINING CAPABILITIES AND COMPETENCIES – 
COMPETENCY DEFINITION FOCUS

Processing/

TPA

Create and Manage 
Products

Create and Manage 
Products

Create and Manage 
Products

Financial Present Process

Financial Present Process

Commerce and Community Process

COMPETENCY 
DEFINITION CATEGORIES

Deliver support to the business 
processes

Strategic:
Skills to set direction for the business

Operational:
Skills to manage the business on a 

day-to-day basis

Technical:
Skills to deliver and maintain 

technical functionality

People:
Skills that need to be exhibited in 

personal style
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DEFINING CAPABILITIES AND COMPETENCIES – 

A COMPETENCY BASED MODEL

PORTAL

RISK EXPOSURE

BACK OFFICE 

CUSTOMERS

Homer NBIBank

COO CFO

P1 P1 P1P2 P2 P2P3 P3 P3

COMPETENCY POOLS

COO CFO
STRATEGY & MOTIVATION
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DEFINING CAPABILITIES AND 
COMPETENCIES

International 
Development

Commerce & 
Community

CEO

CAO
COO

Build
Strategy

Brand

What & 
Why

How 
Well

How

Futures

PR/IR

IT

Architecture

Financial 
Future

Portal

Bank

Statutory 
Reporting

M&A

Finance

HR Risk

Compliance

Disaster Recovery

The structure offers 
balance at the top
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The 
Board

Executive  
Management 
Committee

Operations
Portal

Operations

COO

NED’s

CEO COO

CFO

CFO

Advisors

Financial 
Future

Customer & 
Portal Head

Financial 
Present

Retail
Web 

Execution

On-line 
Marketing

Off-line 
Marketing

Strategy

CH
AI

R

DEFINING CAPABILITIES AND COMPETENCIES

Council tables are developed to highlight 
key decision making bodies

Level 0 Level 1 Level 2 Level 3

The table model envisions multiple roles for individuals, with key individuals 
providing linkage.
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CAPABILITY ANALYSIS OVERVIEW

Capabilities analysis is a source of 
strategic insight into an organisation

Provides a vital insight to a company’s ability to follow or implement a 
potential strategic option.

Helps client prioritize and focus on key capabilities for strategic 
options.

Is a key input to the option development and evaluation process:

Options to fill capability gaps are often resource constrained.

The chosen route to fill gaps, e.g. build, buy, ally has implications for time, 
cost and ease of implementation.

Many clients overlook the importance of a capabilities analysis—it is 
key to demonstrate implications for the chosen strategy.
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Analysis strengths and weaknesses

ANALYSIS PROCESS

Review 
analysis 

regarding 
capability 

identification
Capabilities 
validation:  

questionnaire 
(100 internal)

Analyse 
capabilities 

survey results

Validate 
results with 

strategy 
group & 

executive 
managers

Validated 
capabilities

List of 
capabilities

Validation 
by strategy 

group

Gemini 
industry 
experts 
develop 

capabilities 
along value 

chain

Develop list 
of industry 
capabilities

Conduct 
capabilities 

survey 
internally 

and 
externally

Choose 
competitors 
to compare

Design capabilities survey

Internal Input

External Input

Selected 
400 in 

company

Gemini 
consultants 
(who have 

worked 
on similar 
projects)

Interviews 
with top 

managers

Analysts, 
head 

hunters & 
journalists
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STRENGTHS AND WEAKNESSES ANALYSIS – ILLUSTRATIVE OUTPUT

OVERALL CAPABILITIES SUMMARY
Percentage of respondents 
rating capability as Good, 
Best in Industry or World 

Class Across Industry
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VENKAT MATRIX

Venkat matrix helps identify differentiating 
versus parity capabilities on which client can 
compete...

The Venkat 
matrix ranks an 
organization’s 
capabilities by:

Strategic importance to 

future option:
• “Core” . . . to achieve 

competitive differentiation.

• “Necessity” . . . to be the 
business.

• “Support” . . . to be in any 
business.

Core
“. . . to achieve
competitive 
differentiation”

Necessity
“. . . to be in
business”

Support
“. . . to be in 
nay business” 

Weaker
(Needs catching up)

Equal
(As good as most)

Stronger
(Best-in-class)

St
ra

te
gi

c 
Im

po
rt

an
ce

Relative Position

Differentiation 
Zone

Cost Centre

Investment 
Centre

Profit Centre

Parit
y Zone

…as well as gaps in capabilities required for future strategic options

Relative position (vis-à-vis 
competitors):

• “Stronger”:  best-in-class.

• “Equal”:  as good as most.

• “Weaker”:  needs catching up.
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Core competencies are firm-specific skills that 
enable differentiated value delivery

CORE COMPETENCIES

Core competencies and closed linked to a company’s end products.

The system can be compared to a tree.

Its roots are a firm’s core competencies, its trunk the core product platform, the branches are 

the businesses, and the leaves are the end products.

End Products End Products

Business
1

Competence
1

Competence
1

Competence
2

Competence
2

Core Product 1 Core Product 3 Core Product 2

Business
3

Business
2

Business
4

1 4 7 102 5 8 113 6 9 12
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CORE COMPETENCIES EXAMPLE: HONDA

Honda Motor Company leveraging core 
competencies into new products

Honda Motor Company:  Core competency in engine and powertrain design/integration 

has given them an advantage in producing automobiles, motorcycles, lawn mowers and 

generators.

HONDA MOTOR COMPANY’S 1996 STRATEGIC ARCHITECTURE

Some End
Products

Business
Units

Core
Products

Core
Competencies

Elite
Gold Wing

Shadow 
1100

Silky 125
TRX

Honda
Accord
Prelude
Accura
Integra

All-Terrain Vehicles
Chain Saws
Dirt Bikes
General Purpose
Engines
Lawn Mowers
Lawn Tractors
Marine Engines
Mini Tractors
Outboard Motors
Portable
Generators
Power Carriers
Power Sprayer
Garden Tillers
Snow Blowers
Snow Mobiles

Honda
Motor

Company

Honda
Motor

Company

Automotive
Engines

Automotive
Engines

Honda
Motorcycles

Motorcycle
Engines

Engine
Know How

Power Train
Know How










