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Executive Summary
Market expansion is an important consideration in diversifying market risks associated with saturated markets. Ben & Jerry is a reputable company in the production of unique ice cream in the processed foods sector mainly in the US. However, the concentration on US, Australia, Brazil, and Japan markets deprives the company of market opportunities in other parts of the world such as India, one of the most considered markets by international companies in the world due to its size. Through a joint venture with Unilever Company, Ben & Jerry stand to benefit significantly from the India market due to moderate competition, the large size of the market, and the synergy created through a joint venture. The analysis establishes the viability of the Indian market and recommends entry into the market through a joint venture but maintain its culture on social justice and environmental conservation practices. Besides, Ben & Jerry should continue with a current strategy on the differentiation of the products through unique and various flavors on ice cream. 
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[bookmark: _Toc529228249]Introduction 
Founded in the year 1978, Ben & Jerry’s Homemade Inc is a company that distributes frozen yogurt and ice cream in the US (the home country) and other international markets. The company was founded by two childhood friends Jerry Greenfield and Ben Cohen from a humble beginning in a renovated petrol station and has become among the leading companies in the food processing industry from a global perspective (Benjerry.com, 2017). 
The rationale for the choice of the company is due to the firm’s innovative selling approaches in both local and international markets. The firm markets itself as a homemade and a traditional style despite being owned by Unilever. The selling approaches win customers with clever product designs and unusual ice cream flavors (Benjerry.com, 2017). Therefore, the company can venture into the Indian’s market and take advantage of the high population market. 
Ben & Jerry major markets are the US, Australia, Brazil, and Japan (Benjerry.com, 2017). The company does not have operations in India which is a viable market away from the saturated markets in the regions it currently has operations. India has the largest population in the world, and thus, Ben & Jerry can take this advantage to market and sell its products with an objective of diversifying market risks, increasing sales volume and building brand reputation (Ibef.org, 2017).
[bookmark: _Toc529228250]External Environment of India’s Market
The external business environment influences the performance of a business and thus, the need to analyze the feasibility of a market before introducing the company’s products. The external environment of business concerns the political, economic, social, technological, legal and environmental factors (Shodhganga.inflibnet.ac.in, n.d.). The analysis of the external environment provides a business with a deeper understanding of a market and establishes the opportunities and threats that prevail in a market (Shodhganga.inflibnet.ac.in, n.d.). Therefore, this section applies the PESTLE analysis model to have an understanding of the external environment in India’s market. 
[bookmark: _Toc529228251]Political Environment 
India is one of the largest democracies globally and operates under federal governance (Shodhganga.inflibnet.ac.in, n.d.). The democratic political environment is considered to enhance political stability with the majority of people voting in their political parties and candidates. India is characterized by the political stability that facilitates the development of strong institutions that facilitate the rule of law, effective government policies, conducive business environment, and attract foreign direct investment. 
Over the past years, India’s government has reduced interferences in the management of enterprises which has impacted positively to productivity and efficiency of businesses (Shodhganga.inflibnet.ac.in, n.d.).  The government has also privatized some of the state-owned business to promote private investment through de-reservation, deregulation, and disinvestment. 
One of the major negative aspects of India’s political environment is the existence of corruption in the country. The country has high levels corruption that results to various consequences including lack of trust in the authorities, results to problems in the taxation system, slows the economic growth and prevents healthy competition among businesses in the country (Shodhganga.inflibnet.ac.in, n.d.). 
[bookmark: _Toc529228252]Economic Environment 
The economic level of a country impacts on the consumers and the producers and have a direct impact on demand for products or services of a company. Some of the economic factors that can have an impact on the expansion strategy include; 
[bookmark: _Toc529228253]Economic Growth - India’s was the 7th largest economy globally in the year ended 2017 with a GPD worth $2.4 trillion. The level of GDP is expected to grow by about 7% in the current year and to increase by 7.4% by the year 2020 (Country.eiu.com, 2018). 
[bookmark: _Toc529228254]Corporate Tax – over the recent past, India’s corporate tax has tremendously declined to attract private investment that plays a crucial role in the country’s economic growth. For instance, in the year 2001, the corporate tax was at 38.95%. The rate revised downward to 33.99%, and as of February 2018, the corporate tax stands at 30% in India (Ibef.org, 2017). 
[bookmark: _Toc529228255]Social Environment 
The social environment has an impact on the organization’s demand for products and services. The trends in social factors influence consumer behavior towards a product or a service. India’s population is approximately 1.2 billion a population that incentives the country’ market due to its size (Ibef.org, 2017). High population size in a market implies that the demand for goods and services is high in a market. A large population also implies that organizations in the country have accessibility to the affordable labor force in India’s market. 
India is a multilingual, multi-ethnic and multi-religious nation and thus, communal harmony in the country is of significant importance (Ibef.org, 2017).  Diversity in culture is an important consideration of the social environment of a country due to differences in values, beliefs, preferences, languages, ethics, and morals that characterize consumer behavior in a market. Although India’s population living standard is on an increasing trend, the country still suffers some level of poverty at a rate of 20% of the total population living in poverty (Shodhganga.inflibnet.ac.in, n.d.). 
[bookmark: _Toc529228256] Technological Environment 
The technological environment of business impacts significantly on a company’s cost-cutting processes and product development. For instance, technological advancement facilitates online shopping, computer-aided design, mobile apps, e-commerce, and bar coding; technologies that do not only cut the costs of operations to a firm but also improves efficiency in business operations. Besides, technological development plays a crucial role in improving quality and facilitating innovation among organizations. India is among the leading countries by technological advancement particularly on software upgrades, information technology development among other technological developments (Shodhganga.inflibnet.ac.in, n.d.). 
The Indian government is also committed to funding on technology sector (Ibef.org, 2017). India has both 3G and 4G technologies and thus, incentivizes the market and has attracted major technological giants such as Apple, Facebook, and Microsoft as a critical destination for sourcing IT work (Ibef.org, 2017). 
[bookmark: _Toc529228257]Legal Environment 
The legal environment of a business plays a crucial role in providing justice and regulating trade in a country. The rule of law provides businesses with an opportunity to exercise healthy competition and ease of solving disputes when they arise. India is a major destination of foreign investors and depending on the size of the business; foreign investors establish businesses in the form of private companies, limited liability partnerships or branches (Shodhganga.inflibnet.ac.in, n.d.). The companies are regulated by the country’s companies’ Act 2013. Various laws that relate to investing in the country exists such as employment laws such as Maternity Benefit Act 1961, State Insurance Act 1948, and Industrial Disputes Act 1947 among other laws and regulations (Ibef.org, 2017). 
[bookmark: _Toc529228258]Environmental Factors Analysis 
The environmental factors such as prevailing natural resources, climatic conditions, and the frequency of natural calamities have an impact on business performance. Besides, the environmental bodies in a country put forward rules and regulations aimed at preventing environmental pollution and thus, businesses are obliged to observe the laws relating to environmental control and conservation (Shodhganga.inflibnet.ac.in, n.d.). The need for environment-friendly products impacts significantly on demand for a product in the current century. 
Despite the progress on minimizing environmental challenges such as water and air pollution, natural resources depletion, biodiversity loss, India still some degree of challenges concerning the environment. Air and water pollution is still prevalent in the country, inappropriate waste disposal, forest depletion is also present in the India environment among other factors (Ibef.org, 2017). Therefore, India’s environment becomes inhabitable to some expatriates or expensive or becomes costly to hire hem due to hefty allowances due to an environmental condition in the country such as long monsoons and long dry seasons. 
[bookmark: _Toc529228259]Processed Food Industry Analysis 
The food processing industry accounts for 32% of India’s entire food market. The industry is also ranked in 5th position in term of consumption, expected growth, export, and production (Ibef.org, 2017). The country’s food sector is segmented in six major segments including grain processing, meat and poultry, milk, fruits and vegetables, consumer food and marine products (Indian Food Processing Industry Analysis, 2017). The food industry in India has experienced tremendous growth over the years with the sector being valued at $369 billion in the year ended 2017 (Ibef.org, 2017). Factors fueling the growth in the sector include multi cuisine offerings, infrastructure development, adaptive retail formats, and contract farming. Besides, the rising disposable income among the Indians, food preferences and the emerging middle class in the country also fuel the growth in the country’s food sector. 
Industry analysis is intended to have a deeper insight into the specific industry that a company operates by establishing the competitive forces that characterize the industry. Establishing the features of competitive forces enables identification of whether an industry is viable for entry or unlikely to meet an organization’s expansion objectives and goals (Confindustriabergamo.it, 2015).  To have a deeper insight into the food processing industry, Porter’s five forces model is used in this section. The model analyzes the competitive forces such as threats of substitutes and new entrants, bargaining power of suppliers and buyers and the intensity of competition in an industry. 
[bookmark: _Toc529228260]Competition Intensity – High 
The intensity of competition in the market has an impact on new business in a market. A market characterized by high competition impacts on the company’s products or services demand. India’s food industry is characterized by intense high competition due to the unorganized nature of the market In the country (Ibef.org, 2017). Brand loyalty in some products limits the nature of competition in the food sector. More so, companies compete on brand reputation through quality and meeting customers’ expectation. 
[bookmark: _Toc529228261]Threats of New Entrants – Low 
The ease of new market entrants in a sector increases the intensity in competition. The food industry is capital intensive and thus, creates barriers to new entrants to a greater extent. The high capital requirement is attributable to high investment in setting up the processing unit, and thus, new entrants find it a challenge to raise the high capital requirement (Ibef.org, 2017).  
[bookmark: _Toc529228262] The Threat of Substitutes – Medium
 The existence of substitute products for a company’s products limits the demand since consumers have a choice on products depending on their preference. There are various substitutes in the frozen and desert food industry such as popsicles, pies, cakes, and cookies among others (Ibef.org, 2017). Therefore, consumers can easily switch to the substitute products implying a higher threat to substitutes. However, the premium-priced ice segment has relatively lower threat on substitutes due to the value attached to the product such as innovative flavors, taste, and quality (Dea.univr.it, 2004). Therefore, the threat of substitutes in the frozen and desert food sector is minimized through product differentiation and innovative product features in the sector (Katz, Preez, and Louw, 2016).  
[bookmark: _Toc529228263]Bargaining Power of Suppliers – Medium 
The supplier to the frozen and dessert food sector include the paper container manufacturers, farmers, and flavors. The bargaining power of suppliers is moderate since the sector due to many suppliers in the country. Besides, the viability of the suppliers is tied with the reputable brands of the reputable brands, and thus, their bargaining power over the price of supplies is medium (Ibef.org, 2017). 
[bookmark: _Toc529228264]Bargaining Power of Buyers – High 
The bargaining power of buyers is high since buyers are large comprising of grocery stores, individual customers, restaurants and convenience stores on a local and global perspective. Besides, retailers purchase ice cream products in large volumes and thus, provide them with significant leverage over price in the market. Another important consideration of the power of buyers is the availability of various ice cream products in the market, and thus, the buyers switching costs to competitors is low (Ibef.org, 2017).  Consumers or buyers buying behavior on food substances are different from other products. The increased awareness on health implication on consumption of products makes them not only to value product quality but also to value health benefits on what they consume. Therefore, the bargaining power of buyers is high in the industry. 
[bookmark: _Toc529228265]The Internal Environment of Ben & Jerry Homemade Inc
The internal environment of an organization concerns the factors that have an impact on a firm’s resources (Galavan and Kennedy, 2015). The resources form the basis of organizational capabilities that provide an organization with competitive advantage or core competencies as argued by (Galavan and Kennedy (2015). 
[bookmark: _Toc529228266]Ben & Jerry Resources and Capabilities 
The Resource-Based View is an essential model in analyzing and interpreting organizational resources and their ability to create competitive advantage (Ismail et al., 2012). According to the model, for a firm to gain competitive advantage, the resources should fulfill the ‘VRIO’ criterion that requires resources to be valuable, rare, imperfect imitability and organization’s ability to utilize the available resources optimally (Galavan and Kennedy, 2015).  Some of the resources and capabilities that Ben & Jerry has included strong brand reputation, innovative ice cream quality, and feature, experienced human resource capital in the production of ice cream, organizational culture, and efficiency in distribution systems (Benjerry.com, 2017). These resources and capabilities can successfully promote the operation of the company in the Indian market (Madhani, 2010). 
[bookmark: _Toc529228267]Strong Brand Reputation 
Ben & Jerry Company is reputable for product designs and unusual ice cream flavors that strengthen the brand reputation in the US and other parts of the world that it carries out its operations (Benjerry.com, 2017). Brand reputation is an important resource in enhancing market acceptability of a product over the competitors in a market. 
[bookmark: _Toc529228268]Efficiency in the Distribution System
Efficiency in an organization’s supply chain significantly minimizes costs and optimal inventory management (Ismail et al., 2012). Ben & Jerry alliance with Unilever, on the largest multinational corporations in the world, provides Ben & Jerry with synergy in the company’s distribution system (Benjerry.com, 2017). The global reputation of Unilever with its presence in almost every country in the world provides Ben & Jerry with an opportunity to market the company’s products in various markets (Edmondson, 2013). 
[bookmark: _Toc529228269]SWOT Analysis 
SWOT analysis is aimed at establishing an organization’s strengths, weaknesses, opportunities and threats and. An organization utilizes its strengths and opportunities to minimize its weaknesses and threats that face it. Ben & Jerry ‘s SWOT analysis can be summarized as follows; 
	Strengths:
· Social consciousness 
· Quality of ice cream 
· Progressive thinking 
· Work culture 
· Cultural consciousness 
· Creativity  
	Opportunities: 
· Huge market potential 
· Focus on sugarless products 
· Advancement in technology 


	Weaknesses: 
· Low penetration 
· Poor diversity 
· Balance 
· Presence of Unilevel can cause loss of identity to the company (Edmondson, 2013)
	Threats:
· Increasing competition 
· Changing consumer preferences 
· Increasing prices of milk due to increased costs of animal feeds 
· Progressive political activism can hurt the operation of the business in international markets 
· The threat of E-coli bacteria on cattle-based products 




[bookmark: _Toc529228270]Entry Strategy in India 
Key objectives of entering the Indian market are;
· To expand the Ben & Jerry market for the company’s products 
· To obtain a significant market share in India’s processed food market particularly in the flavored ice cream segment 
[bookmark: _Toc529228271]An Appropriate Entry Mode in the India Market 
The mode of market entry plays a crucial impact on influencing market acceptability and the success of a business in a new market as argued by Osland, Taylor, and Zou (2001). There are various market entry modes in a new market including exporting, joint venture, licensing and sole venture in the form of foreign direct investment (Confindustriabergamo.it, 2015). The appropriate entry mode of Ben & Jerry into the Indian market is through a joint venture with Unilever. Even though the two companies are partners in trade in various markets, Ben & Jerry lack its presence in one of the preferred investment market among the multinational companies. However, Unilever has been in the Indian market for a considerable period but do not market Ben & Jerry products in the Indian market. 
[bookmark: _Toc529228272]The Rationale for a Joint Venture as an Entry Mode in the Indian Market
According to transaction cost theory, blending institutional economics, contract law, and organization theory provides a basis on hierarchical exchanges for the trading firms’ channels of distribution as argued by Osland, Taylor, and Zou (2001). The theory, therefore, is of significant consideration when deciding an appropriate entry strategy in an international market (Ivančić et al., 2017). Firms choose an entry strategy with consideration of the level of control with an objective of reducing transactional costs as well as increasing efficiency.  Therefore, Ben & Jerry entry into the Indian market through a joint venture with the Unilevel will reduce the transactional costs such as marketing costs, adaptation cost, running cost, set up cost and bonding costs among other costs due to the strong brand reputation of Unilever, and reduction of costs due to the strong establishment of Unilevel (Edmondson, 2013). 
[bookmark: _Toc529228273]Post Entry Strategy 
Maintaining the current global strategy on the differentiation of ice cream products would be of significant importance in the new market. The company will maintain its competitive position through the provision of innovative and unique ice cream flavors to attract a significant market share in the new market (Ivančić et al., 2017). Consistency on products development is considered to have a competitive advantage in enhancing a company’s demand for products and resulting in customer loyalty as argued by Ismail et al. (2012). Therefore, maintaining the differentiation strategy in the new market would significantly enhance the attainment of the company’s market expansion objectives and goals. 
[bookmark: _Toc529228274]Marketing the Product 
The marketing strategy adopted by a company significantly enhances its products or service demand as argued by Ivančić et al. (2017). Therefore, a marketing strategy should align with the needs and expectation in a market particularly on attracting customers to the business products or services. Besides, adopting a marketing mix that aligns with the market expectation as well as an organization objectives plays a crucial role in the success of a marketing a product in a market as argued by Yadav, (2016). The summary of marketing the product is provided below.
[bookmark: _Toc529228275]Product – provision is products that meet the consumers’ expectation will be of significant importance. Ice cream which is the major product of Ben & Jerry will be differentiated from the competitors’ products through innovative flavors and colors (Benjerry.com, 2017). This will competitively position the product in the Indian market uniquely and stand out of from the competitors’’ products as stated by Yadav (2016). 
[bookmark: _Toc529228276]Price – the price of a good or service significantly determine demand. Therefore, the pricing strategy plays a crucial role in the marketing strategy (Ivančić et al., 2017).  Ben & Jerry offer products at premium pricing due to the value attached to the product on quality, uniqueness, customizability among other values. Therefore, consumers make purchasing decision on the company’s Ice Cream by comparing the benefits of products and thus, a premium pricing will be considered in the new market (Dea.univr.it, 2004). However, at the initial stage of product launch, discount pricing will be effective in attracting a significant demand and promoting the product. 
[bookmark: _Toc529228277]Promotion – creating awareness of a product existence is also of crucial importance on demand for products particularly in a new market (Yadav, 2016). The company will contract live broadcasters to create the awareness of the existence of the company’s product in the market with the use of channels such as TVs and Radios. Besides, the company will utilize the internet to promote products through the social media platform, and the company’s website. These digital marketing approaches are considered to reach a considerable number of customers from a broader geographical region. More so, the digital channels facilitate timely feedback from consumers and proving a company with a deeper understanding of the customers’ expectations. 
[bookmark: _Toc529228278]Distribution – provision of a company’s products or services at customers’ convenient of important consideration (Yadav, 2016). The distribution channels that the company will use include departmental retail outlets or stores, groceries, and supermarkets. These outlets are considered to be effective distributional channels in retail business and consumers can easily locate the outlets at their convenience. 
[bookmark: _Toc529228279]Management of the Organization and Employees 
A joint venture often requires a management change to align with the different management culture between the two trading partners as stated by Osland, Taylor, and Zou (2001). Unilever Company has experience in cultural diffusion due to its presence in various markets in the world. The company applies a flat organizational structure by empowering employees through their contribution to the organization. Therefore, adopting a flat structure on managing the human resources will be effective in the market (Ismail et al., 2012). A flat organizational structure allows freedom of information and would facilitate the identification of areas that require special focus to achieve the objectives and goals of the expansion strategy as argued by Ismail et al. (2012). 
The operation of the company in the new market will, however, be on a functional basis including different organizational units such as production unit, sales, and marketing unit, IT unit, accounting, and finance unit, research and development unit and the human resources management unit. The managers at these functional units would report to the country’s managing director who will report to the CEO of the company. 
The new subsidiary will play a significant role in enhancing the overall company’s sales volume due to the large size of the market. The subsidiary will operate independently from other subsidiaries, but the decisions made in the subsidiary level should be communicated to the company’s headquarter. The subsidiary will, however, be responsible for the identification in the market needs and expectation and communicating the information to the US headquarter for strategy formulation. 
[bookmark: _Toc529228280]Conclusion and Recommendation 
Market saturation and increasing level of competition in markets necessitate companies to seek other viable markets in the world. Therefore, assessing the viability of a new market for a company’s products or services is important for its expansion strategy. Although continuous business environment scanning is required in establishing areas that require improvement to enhance achievement of an organization expansion strategy, the preliminary analysis of the Indian market for Ben & Jerry products is feasible.  Right from the political environment to the environmental factors considered, the Indian market is a perfect opportunity for Ben & Jerry to maximize its sales volume through a joint venture with Unilever. 
Consistency in the company’s differentiation strategy through innovates, and unique Ice cream can be successful in the Indian market to competitively position the products competitively in the market. The company’s resources and capabilities provide the company with strengths to minimize the competitive intensity and other challenges in the new market and become a successful venture for the company. Therefore, Ben & Jerry should go ahead and implement the expansion strategy and reap the benefits provided in the country’s business environment. 
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