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Executive Summary 

Bega Cheese, founded in 1899, is a leading dairy producer throughout Australia and the 
world. Operating in a highly competitive industry, it is important for Bega to maintain all its 
special business units to maximize exposure, brand awareness, and profitability.  
 
When looking at the external environment of the food and dairy industry, Bega must consider 
all factors from political, economic, social, technological, environmental, and legal 
ramifications of them and their competitors’ actions. They can then use this analysis to 
improve their position within the industry using Porter’s Five Forces. 

 
Once the external analysis is complete, Bega can look internally at its resources, 
capabilities, and core competencies to achieve a sustainable competitive advantage over 
other players in the industry. By taking an internal and external assessment of the firm, Bega 
Cheese can implement and improve upon their value chain network to escalate market 
share and profits.  
 
By looking at a SWOT analysis of Bega and seeing the full picture of the business and 
environment that they operate in has given the firm the opportunity to fully leverage its 
strategic position in Australian food and dairy while also expanding across the world.  

Introduction 

Bega Cheese, “the Great Australian food company,” is a diversified Australian food 
corporation that was founded in 1899. Specializing in dairy products, Bega has a wide 
variety of products that are sold around Australia and the world. It is best known for its 
cheese products but offering spreads like vegemite and peanut butter have also given Bega 
Cheese an increased market share in Australian culture while also expanding across Asia 
and other parts of the world.  
 
In a highly saturated market, the longtime Bega brand continues to build on its rich history in 
order to increase sales within Australia and over 50 countries across the world.  
 
Filing its initial public offering in 2011 on the Australian Stock Exchange, Bega has 
consistently performed for its shareholders by following its company’s mission of “creating 
food for a better future” and using core beliefs of sustainability, integrity, and ethics.  
 
As the marketplace and consumer demands continue to change and grow, it is vital for Bega 
to advance its environmental goals and be a leader for both farm and factory sustainability.  

External Analysis 

Using various frameworks, it is important to apply theory and concepts when looking at 
Bega’s business model. This opens the opportunity to identify both strengths and 
weaknesses within the firm that can be leveraged for further success.  
 
By forecasting the macro environment surrounding the firm, the PESTEL and Porter’s Five 
Forces Models help illustrate the competition and externalities that Bega Cheese must 
consider in order to maximize value for stakeholders and shareholders. 
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General Environment 

The general environment in which Bega cheese operates plays a key role in every decision 
the board makes to maintain Bega’s operations. Because of the political, economic, 
sociocultural, technological, ecological, and legal ramifications of every choice the firm 
makes, strategic decision making is vital to uphold Bega’s reputation and corporate 
responsibility.  
 
The political and legal ramifications of Bega’s external environment play a large role in how 
they can succeed in the market. In order to comply to Australian government’s regulations, 
Bega Cheese Limited is required to obtain and follow an Environment Protection License 
distributed by the New South Wales Environmental Protection Agency. In the 2019 license 
agreement, Bega is enforced to “control the pollution of waters and the pollution of air,” 
which adheres to limitations and regulations regarding polluting the environment from their 
dairy production.  
 
Bega has taken actions to support these regulations and have clearly laid out steps on their 
website to combat both what they categorize as “farm and factory sustainability.”  
 
According to begacheese.com.au, “Bega is committed to supporting sustainable and 
productive dairy farms. [They] actively work with [their] suppliers to help them identify and 
adopt practices on farms that enhance the efficiency, productivity and long-term 
sustainability of their business.” Implementing a Bega Environmental Management System 
(BEMS) has clearly outlined to Bega’s suppliers its goals and qualifications to uphold their 
milk and dairy business.  
 
The company has also outlined basic ethical practices that it uses to ensure fair working 
conditions, wages to employees, and fair hiring and promotion practices. These core 
principles create a culture of growth and sustainability that allows Bega to continue to thrive 
in the food market.  
 
In the economic environment of the firm, there are uncontrollable factors that will affect the 
industry that are extremely important to consider and plan for. Some major events that have 
occurred and influence both the demand of Bega products and how they operate is an 
ongoing drought throughout Australia and Australian bushfires that greatly affected the 
citizens of Australia.  
 
As stated in the Sydney Morning Herald in January 2020, “supply is relatively low with the 
drought and [the fires] are just another thing that tightens up milk supply and probably 
means farm gate prices have to go up again...” This greatly affects Bega because if the 
costs to their supplier increases, then it ripples down to the end consumer with product 
prices likely increasing to maintain margins and profits. 
 
Looking at the social, technological, and ecological factors of Bega Cheese it is clear that 
they have put in place a mindset that can compete with players in the industry for the long 
term. According to a Deloitte Insights report published in 2019, climate and the environment 
is a top personal concern to both millennials and generation Z. This highlights the 
importance of sustainable business practices for the long-term growth of any company, and 
especially a business that is providing food and wellbeing to its customers. Bega’s 
transparency in their factory and farm operations and logistics gives them a competitive 
advantage to appeal to a newer age of buyers that will see them continue upon their rich 
history in the food and dairy industry.  
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Industry Environment 

Within the industry that Bega plays in, it has many competitors that are competing for market 
share. To date, Bega has had success in capturing the market, specifically in dairy and 
spreads that it offers to their consumers. When analyzing the field that Bega is involved in, it 
is important to look at Porter’s five forces to fully understand how Bega can strategically 
position themselves in the market.  
 
Bega resides in a highly competitive food market that sees low barriers to entry. New 
innovations, lower prices, and differentiation in value propositions can create new 
competitors that dig into Bega’s current market share. In order to fight this threat of new 
entrants in this market, Bega has to continue to innovate in itself by introducing new 
products into the market that attract both its current and potential customers. Bega currently 
has over 20 different cheese options in its product range that creates a diversity of options 
for customers (bega.net.au). This wide variety of goods gives customers reason to continue 
to purchase the products.  
 
Then, by creating economies of scale Bega can make it difficult for players to enter the 
market because they have lower fixed costs that allow them to make higher profits. With 
higher profits they can then use money to further expand their innovative practices in 
sustainability and supply chain logistics. If they can establish an efficient, strong supply chain 
then they will further deter new entrants into a heavily competitive market.  
 
With the dairy company only being as successful as its suppliers giving them a fair deal in 
order to meet demand, Bega has established efficient chains of supply with multiple dairy 
farmers to both diversify risk and also battle the ongoing drought in Australia. As a co-
operative founded in 1899, many of the current owners are the 100 plus dairy farmers 
(bega.net.au).  
 
Bega has also taken legislative steps to ensure it maintains power over their suppliers by 
being a corporate member of the Australian Supply Chain Institute (ASCI). According to their 
website, “ASCI has positioned itself as the formal professional accreditation body for Supply 
Chain Management in Australasia… which is the government body that oversees the 
governance of professional bodies in Australia.” These practices, along with creating strong, 
loyal relationships with suppliers are imperative to Bega keeping leverage over their 
suppliers. 
 
In combating Porter’s forces that pertain to the power of buyers and then substitutes that 
consumers can turn to; it is in Bega’s best interest to meet the demands of the consumer 
and be as good of both a service and good to the customer base as possible. Continuing to 
appeal to the consumer in both product offerings and quality of goods gives Bega a 
stronghold in the industry that sees them as the major player in the dairy industry. By being a 
brand, that consumers can trust and are loyal to, Bega can continue to compete in the highly 
competitive and saturated dairy market.  
 
By using these tools and strategies Bega Cheese can further compete with competitors and 
then also use these positions to increase market share across the dairy industry and at 
supermarkets across Australia and its export countries. 

Internal Analysis 
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Looking into the internal operations of Bega Cheese it is imperative to uphold a 
comprehensive understanding of the company’s goals, mission, and reputation within the 
industry. The internal decisions that the firm makes plays a key role in both the short- and 
long-term effects of the business. Using Bega’s core competencies, it can be analyzed to 
perform a VRIO framework that upholds the company's long-time success. This is paralleled 
with a Value Chain Analysis that gives Bega a competitive advantage over other players in 
the industry and attracts businesses and customers to choose their product. 

Resources, Capabilities, & Core Competencies 

Over 120 years old, Bega has solidified itself as a dairy provider for families across Australia 
and the world. This internal mission of the firm to “create food for a better future” has 
established values and a reputation for Bega that gives it a great competitive advantage over 
other competitors.  
 
Bega’s core competencies are critical in fully leveraging the Bega reputation and being the 
“Great Australian Food Company.”  Bega emphasizes that it strives to have the best people, 
products, and services to deliver on its promise of the highest quality dairy products. It is 
able to expose this with its many resources and assets that it can use to invest into the 
future of the firm.  
 
The intangible assets of the company, most notably the Bega Brand, has given the company 
an estimated 15.7% market share of all dairy products in Australia, according to the 2016 
Bega Cheese Limited Annual Report.  
 
These resources and competencies give Bega the capability to employ over 1700 people in 
Australia. This sophisticated measure of productions and skills allows managers to deploy 
their resources effectively and efficiently. With this all falling in line with the company's long-
term goals, it gives Bega Cheese the opportunity to continue to thrive in the dairy industry 
and make it extremely profitable.  
 
When assessing these three internal resource endowments, the VRIO framework gives an 
insight into the sustainability of Bega’s competitive advantage.  
 
The value of the brand’s resources is vital to the success of Bega Cheese. Because its 
product is seen as preferable to other dairy products offered in stores, Bega can maximize 
the revenue from its product by its brand name. This is not a result of charging premium 
prices, however, because of the easily substituted nature of the product. 
 
Next, the rarity of Bega’s operations is their ability to drive down costs by having an efficient 
supply chain and economies of scale. According to a study into the Australian Dairy Market 
by PricewaterhouseCoopers, Bega has “efficient production methods” and is “well positioned 
for export growth” (PwC, 3). This strategic positioning allows Bega to continue to profit off its 
product. 
 
The imitability of the Bega brand is one of its greatest assets as most of the company's 
success is based on brand recognition in a highly competitive food market. Spreads like 
Vegemite and Bega Peanut Butter are widely known to all Australian citizens that see the 
product in the grocery market and buy it because of this brand reliability.  
 
This competitive advantage that the brand and resources give Bega has created a notoriety 
within Australian families and culture that makes them synonymous with premium dairy 



 

 7 

products. This allows Bega the organization to capture this value and capitalize on the brand 
and products. 
 

 

Strategic Evaluation 

Value Chain Network 

 
 
The value chain shows an analysis of the firm’s ability to change inputs to outputs. With each 
activity adding value to the operations, Bega can use its strong corporate structure and 
culture to fully optimize its value.  
 
The primary activities, as shown in the figure above, are Bega’s main business activity of 
distributing dairy products across Australia and many other countries around the world. 
Since 1899, Bega has optimized these functions to create the most efficient and effective 
stream of business as possible.  
 
With the support activities, like its sustainability practices and research team, complementing 
the main business it gives Bega opportunities to expand their practices into daily life as well. 
With a strong brand and corporate mission, Bega has become a leader for sustainable 
practices and according to CSRHub.com is a clear industry leader above its competitors with 
a score of 76/100 in corporate social responsibilities.  
 
By using all factions of its business, Bega has solidified itself as the premiere dairy and 
spread company throughout Australia. 
 

 

 

 

Bega 
Cheese 
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Strategic Recommendation 

SWOT Analysis 

In order to give an overall representation of Bega and its internal and external environments, 
a SWOT analysis has been conducted to show the firm’s strengths, weaknesses, 
opportunities, and threats. These factors are then used to give a layout of Bega’s strategic 
landscape and how they can use these tools to succeed in the food product industry. 

Strengths 
• Diversification of products 
• Brand loyalty 
• Sustainable practices 
• Major exporter  

Weaknesses 
• Differentiation 
• Cannibalization of dairy products 
• Policy changes  

Opportunities 
• Green technology and 

business practices 
• Industry leader for 

sustainable practices 
• Exports 

Threats 
• Low barrier of entry in the food product market 

leads to high competition 
• Environmental regulations could hinder future 

profits/production 
• Climate change 
• Higher input prices 

  
The SWOT gives a great look into how Bega can interact with its internal and external 
environment so it can maintain its positioning in the market and keep capturing customer 
value. Looking at the table constructed, it gives Bega a look into areas where it can improve 
and also optimize its operations and supply chain.  
 
In order for Bega to combat weaknesses and threats it is important to continue its culture of 
innovation and efficiency within its company. By staying ahead of the curve they will become 
the leaders for green and sustainable practices that competitors will have to follow suit and 
try to imitate Bega Cheese.  
 
Also, in an ever-growing global world Bega can continue to export its products to other 
countries so they can grow and increase their customer base. This will ensure the 
multinational recognition of the firm and continue their success. 
 
Overall, the longtime dairy producer is in a great position to continue its global production 
and expansion and keep the reign as “Australia’s great food company.” 
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