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From resources and positioning to competitive advantage to

performance advantage is the core of strategic thinking

Strategy and antecedents of performance advantage felaXousug loetueen Uk O ok o
acuesse

Antecedents Competitive advantage Performance advantage

Market position

Value advantage Return spread

Price advantage Financial value

Resource base

/
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The Netflix case / -

Netflix opened its Internet store for DVD-per-mail rentals

Subscription based model

Video streaming on demand

2012 Own video production

Personalized user experiences and video recommendations

Automatic video creation with generative Al
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Over time, also Otto initiated multiple business transformations 5 I ITI -.TI-ITI
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The Otto case

Werner Otto founds his
retailing business with mail
order catalogs in Hamburg.
It became a symbol for the \‘ T
German economic miracle i e N The company embraced
after WWII 2\ 0 N e-commerce early on

and launched its online
shopping platform
“Otto.de”

To compete with global
players, Otto starts
becoming a platform
instead of being a
direct B2C retailer itself

e g
s ot e vkt

The board decided to
further recreate Otto as
an internationalized and

technology-driven online
brand

INFORMATION TECHNOLOGY
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advantage would you like your company to possess?
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Classic examples Jucllesern

Industry Former market leaders New market leaders
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Smartphones
NOKIA
(onnecting People
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Digital camera market KOdak

CRM-Software O ORACLE salesforce
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Additional examples

Industry Current market leaders New market leaders?
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What is strategy: Five elements that form a whole
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Arenas: In which markets do we want to be active in?

Vehicles/Systems: What is our operating system?

Economic Logic/Financials: How will we obtain revenues and profits?

Staging/Timing: What will be our speed and sequence of moves?
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Example 1: McDonald’s \@ks ALRseuk Q\@rmreuts & Scusces
f

Company Markets Competitors

~

Fast food restaurants Burger King, Pizza Hut, Subway

Restaurants in general Maredo, Marché, Movenpick

/
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Example 2: Google

Some products Markets Competitors

[ Google Search engines and advertising Microsoft Bing, Yahoo!
[ Cstoor Education Moodle, Eloomi, Coursera
[ 2| Chromecast Home entertainment Apple TV, Amazon Fire TV, Sky
[ GOOGLE WORKSPACE Online workspace Microsoft Teams, Zoom, Skype
[ A, Android c.‘ Chrome Web and phone services iIOS, Internet Explorer, Firefox
[ @) Google Pay Financial services Apple Pay, PayPal
, @ coogle Assistant Personal assistance Alexa, Siri, Huawei

' Google Play Games and apps Facebook, Sony, Apple

Q  veos Navigation Apple, TomTom, Garmin
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Five forces determine the attractiveness of an industry
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existing firms

Buyers

Bargaining power of suppliers Threat of substitutes

Substitutes
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Success requires a clear and precise market positioning ...

Example: BMW

Performance heritage: BMW
stands for dynamic driving and
engineering excellence

“Sheer driving pleasure”

Technological innovation: The
Neue Klasse embodies BMW's shift
toward software-defined, electric
mobility and cutting-edge innovation

“Digital. Electric. Circular.”

Sustainable luxury: Premium
design and innovation is explicitly
tied to circularity and lifecycle
impact

“No premium without responsibility”

[+ OURFUTURE

IS CIRCULAR

+

I TUTI

Strategic and International Management

5'a

Automotive Ranking by the British
YouGov Institute for Germany, 2025

o || sare

1 BMW 11.1
2 Audi 9.2
3 Mercedes-Benz 8.4
4 Toyota 7.3
5 Skoda 7.0
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... because a poor positioning can quickly become fatal
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INFINITI

Example: Infiniti
1989 - 2010

Infiniti’s promising beginnings

= Founded in 1989 as Nissan’s
premium division to compete
with Lexus, Acura, BMW

» Early reputation for refined V6
engines, design innovation
(e.g., FX45, G35 Coupe)

= |nfiniti's U.S. sales hit an all-
time record of 136,401 in 2005

Since 2010 strategic shift and

brand erosion

* Frequent leadership changes
(five global presidents since
2012) — lack of continuity

» Confusing positioning: back
and forth between Japanese
heritage, global premium, and
tech-forward luxury

» Underinvestment and
delayed electrification: first
fully electric model postponed
to 2026, long after Lexus,
BMW, and Tesla

» Geographic retreat: exited
Western Europe (2020); weak
presence in China

= Global sales collapsed: from
~230,000 units 82018) —
<130,000 (2024) (-43%).

I TUTI

Strategic and International Management

4\,‘1\

Present consequences: a
brand stuck in the middle

» “Years of underinvestment,
shifting leadership, and an
unclear product vision have left
Infiniti struggling for
identity.” (Newsweek, 2025)

= Current share in the U.S.
premium segment <2% (vs.
BMW ~18%, Lexus ~15%)

= 2025 “Vision Qe” concept
signals another repositioning
attempt; no product proof yet

Prof. Dr. Thomas Hutzschenreuter
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Technical University of Munich
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Two generic competitive strategies are to be distinguished
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Price leadership strategies gain in importance in many markets 5"“ TI-ITI
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Strategy alternatives and product concepts in the airline industry @

Traditional product Price leadership

Luggage?

light

papers

vation
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»otuck in the middle“ positions should be avoided 5 I ITI TI-ITI
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Example: Karstadt-Quelle (Arcandor AG) @

Karstadt Quelle
Versicherungen

KarstadtQuelle
Bank

Boutique and va, Consequences
department Whisiieree Dt Share price development 2002 — 2009
Store With T ‘ = ARCANDOR AG Inhakter-Aktien o.N EUR
mass products HERTIE QU%H:.E: N,
R0 RoINT JIELLLUM ’
Highly diversi- L) % 2
fied, but com- > 15
gggf:‘i’;ﬁzfg 1984 1994 1997 1999 2001 2005 2007 | ‘
Sale Sale Ao 0

ﬂ 2002 2003 2004 2005 2006 2007 2008 2009 2010 2011
. neckermann
Forgoing

int tionali W » 2009: Declaration of insolvency
IZ r; t?cr)rr\]a ionali- P BUNNERS proceedings
) 2010: Investor Nicolas

Termination _
of the joint Egg&rgfn acquires
venture with

Starbucks
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strategy does this company pursue? Which company in the same
industry pursues the opposite strategy?
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IKEA’s business system is significantly differer
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Important questions to be asked when designing business

systems

Vertical Integration

Economies of scale

Support

Differentiation

NN N NS

Which value creation functions should be
bought, which should be self-generated?

How is it possible to achieve a sub-
proportional development of costs?

Which sales-related supporting functions
are necessary?

How is it possible to perform single
functions in an innovative way?

1ML TUTI

Strategic and International Management

5
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Vertical Integration

®
7/
& @Ql} CampbellGlobal
g FOREST & NATURAL RESOURCE INVESTMENTS

‘Foxconn

Economies of scale

Red Bull W A=
Tupperware

D&LL

Support

Differentiation

NN NV NS
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What determines your margin model?

Two different approaches
of

“Low-Margin-Model”
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Industries differ in the length of investment periods and sub- EIITITI.ITI
sequent cash in-flows

) 1
Example of cash in-flow and cash out-flow models
&
Short investment period Long investment period

4 Cash In-Flow (CIF) 4 Cash In-Flow (CIF)
Cash Out-Flow (COF) CB Cash Out-Flow (COF)
Cumulated Balance (CB) Cumulated Balance (CB) CIE CB

- Break-/ Ti m'e
Even

COF
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Exercise: Please characterize the economic models of the
competitors in the industry you picked before. Which economic

model would you install?
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Is there a rationale behind this sequence? EIITITI'ITI
- . y e

Sequential introduction of products in different markets, the example of Amazon.com N

(selection)

Tools

Toys
Consumer electronics

Software

DVD

Music/Video

Books  — - ____ s

>
1995 1996 1997 1998 1999 2000 2001 2002 2003 2004 2005 2006

Source: http://media.corporate-ir.net/media_files/irol/97/97664/Goldman_Sachs_Final.pdf
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Is there a rationale behind this sequence?

Example Google (excerpt)

Goggle
Google Gmail  |(Googe
' danN>=0ID
Goc
Google Google Q-.gngle Tocak, , Geigle @) YulD Google @ "

I TUTI
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Q@

LU
GOL)gle Go ~gl€+
Yo MOTOROLA
MOBILITY
@ Chromecast
! iE
/
Chrome OS Goc gl v\aHet Google Drive

1998 2000 2001 2002 2004 2005 2006 2007 2008

2009 2010 2011 2012 2013

< 2025 2024 2023 2022 2021 2020 2019 2018 2017 2016 2015 2014
S pixel Fold Clips . l
’ Gemlnl A e i Google pupiex ‘ | ‘. e:tt GO+8 -
F STADIA j Googe Assitart nest
~ Google Workspace “ o
Bﬁ ME & D Google Meet MOOBIL OLA
o~
A Pixel .

Source: www.google.com/corporate/histdry.htm
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When does timing matter, and when does it not? EIITITI.ITI
| (PR

Sequence of actions and outcome N

Outcome

Timing does not matter

Timing matters
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Introduction of Polestar
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Swedish manufacturer of electric
and hybrid cars

Founded in 1997 as a JV between
Volvo (Sweden) and Geely (China)

&= (o

=inl=4E

\ GEELYAUTO

polestar

N

/ polestart \ I ’
™
- e :‘4/’_‘7777 = ATy ;'b

= == '\‘:av_.———-———"-“w i

T
S

Originally established as the outsourced
car-tuner for Volvo vehicles

In 2017, Polestar presented its first self-developed
car and underlined its strong global growth ambitions
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Applying the five elements of strategy for Polestar
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—.‘,L polestar

premium vehicles

* Tesla as role model and

* Special sales and
production focus to

biggest competitor .

Chinese markets .

Digital first: new digital
customer journey and
online buying process

Nordic, modern,

and minimalistic car
design elements
Innovative image
Luxurious showrooms

Transparent, sustainable,
and ethical firm principles

L

Fixed price revenue model
for product sales

Economic
Logic/Financials

Lease from £469**

Subscription-based
revenue model for leasing

Built-to-order: cars get
only manufactured after
official order placements

Asset light: usage of
multiple company assets
of Volvo

Global from the
beginning: global company
image and infrastructure
(incl. usage of Volvo assets)

Polestar as prototype:
Volvo can easily test new
car formats without

risks to its own brands

Staging/Timing

Polestar started entirely
on the Volvo infrastructure
platform

Increasingly independent
R&D as well as marketing
activities

Company target of market
expansions

Extension of product mix
with new SUVs and

sports cars until 2024
(Polestar 3,4,5 & 6)

Source: https://creativesupply.com/de/resources/polestar/; https://medium.com/ymedialabs-innovation/3-ways-polestar-is-paving-the-way-as-a-digital-first-electric-

vehicle-company-9fa60b0726c¢1
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Agenda

5 Competitive strategies
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