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CIPS Global Commercial Strategy Sample Questions (Q37-Q42):
NEW QUESTION # 37 
SIMULATION
Analyse the GE McKinsey Matrix as a tool to influence directional policy

Answer:

Explanation:
Analysis of the GE McKinsey Matrix as a Tool to Influence Directional Policy Introduction The GE McKinsey Matrix is a strategic
tool used by businesses to prioritize investments, allocate resources, and influence directional policy. It expands on the BCG Matrix
by evaluating business units or product portfolios based on two dimensions:
Industry Attractiveness (external factors such as market growth, competition, and profitability).
Business Unit Strength (internal factors such as brand strength, financial performance, and operational efficiency).
The matrix helps organizations decide where to invest, grow, or divest, making it a valuable tool for influencing long-term strategic
direction.
1. Explanation of the GE McKinsey Matrix
The GE McKinsey Matrix categorizes business units into nine strategic zones, guiding investment decisions:
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| Industry Attractiveness →

Example:
Apple's iPhone (High Industry, Strong Business Unit) → Invest & Grow
Microsoft's Bing Search Engine (Low Industry, Weak Business Unit) → Divest or Harvest �
2. How the GE McKinsey Matrix Influences Directional Policy
1. Investment Prioritization
� Identifies which business units deserve more investment.
� Helps companies allocate resources to high-potential markets.
Example: Amazon invests heavily in AWS (Cloud Computing) due to high industry growth and strong business positioning.
2. Market Entry and Expansion Decisions
� Assists in geographical and market expansion decisions.
� Helps assess whether to enter emerging industries.
Example: Tesla entered renewable energy (solar panels, batteries) due to high industry potential.
3. Strategic Exit or Divestment Decisions
� Identifies low-performing divisions that should be divested.
� Prevents financial losses by exiting declining markets.
Example: GE sold its financial services division (GE Capital) to refocus on industrial manufacturing.
4. Balancing Risk and Portfolio Diversification
� Encourages a balanced portfolio of high-growth and stable businesses.
� Ensures companies avoid over-reliance on a single product or market.
Example: Google (Alphabet) maintains a diverse portfolio of AI, search, and cloud businesses to balance risk.
3. Advantages and Limitations of the GE McKinsey Matrix
� Advantages
✔ More detailed than the BCG Matrix - Considers multiple industry and business factors.
✔ Helps with long-term strategic planning - Guides investment, expansion, and divestment.
✔ Balances risk and growth - Prevents over-reliance on a single revenue source.
� Limitations
✖ Subjective analysis - Industry attractiveness and business strength are difficult to quantify.
✖ Complex implementation - Requires detailed data collection and industry research.
✖ No direct action plan - Only provides guidance on resource allocation, not execution strategies.
4. Conclusion
The GE McKinsey Matrix is a powerful tool for influencing directional policy by helping companies prioritize investments, expand
into attractive markets, and exit underperforming businesses. However, it should be used alongside financial analysis and market
research to ensure strategic success.

NEW QUESTION # 38 
SIMULATION
Why is it important for an organisation to measure performance? Describe one tool that can be used to measure performance

Answer:

Explanation:
Importance of Measuring Performance & Performance Measurement Tool
Introduction
Performance measurement is essential for organizations to evaluate their efficiency, effectiveness, and strategic success. It provides
quantifiable insights into business operations, helping companies make data-driven decisions, improve productivity, and maintain
competitive advantage.
To achieve this, organizations use various performance measurement tools. One widely used tool is the Balanced Scorecard (BSC),
which provides a holistic approach to measuring performance across different business areas.
1. Importance of Measuring Performance
Organizations must measure performance to achieve the following benefits:
1.1 Supports Strategic Decision-Making



� Helps businesses align operations with strategic goals.
� Identifies areas needing improvement or investment.
Example: A company analyzing supply chain delays can make informed decisions on sourcing alternative suppliers.
1.2 Improves Efficiency and Productivity
� Tracks operational effectiveness to reduce waste and costs.
� Ensures departments meet KPIs (Key Performance Indicators).
Example: A manufacturer measuring production efficiency can identify bottlenecks and streamline processes.
1.3 Enhances Customer Satisfaction and Quality Control
� Monitoring performance ensures high product/service quality.
� Helps companies respond to customer expectations and feedback.
Example: A retail company tracking customer complaint resolution times can improve customer service.
1.4 Ensures Financial Stability and Profitability
� Measures profit margins, cost efficiency, and revenue growth.
� Assists in budgeting and financial planning.
Example: A business monitoring cash flow and profitability ratios can detect financial risks early.
1.5 Supports Continuous Improvement and Benchmarking
� Allows companies to compare their performance with competitors.
� Encourages a culture of continuous improvement.
Example: A company benchmarking its sustainability metrics against industry leaders can enhance CSR strategies.
2. Performance Measurement Tool - The Balanced Scorecard (BSC)
One widely used performance measurement tool is the Balanced Scorecard (BSC).
2.1 Explanation of the Balanced Scorecard
The Balanced Scorecard (BSC), developed by Kaplan and Norton, measures performance across four key perspectives:

2.2 Application of BSC in Performance Measurement
� Holistic View: Measures financial and non-financial performance.
� Strategic Alignment: Ensures all departments contribute to business goals.
� Data-Driven Decision-Making: Provides insights for process improvements and competitive positioning.
Example:
A logistics company implementing BSC could track:
Financial: Cost per delivery
Customer: Delivery accuracy and satisfaction scores
Internal Processes: Warehouse efficiency
Learning & Growth: Employee training on automation tools
3. Advantages and Limitations of the Balanced Scorecard
� Advantages
✔ Aligns performance measurement with business strategy.
✔ Ensures balanced focus across financial and operational areas.
✔ Encourages continuous improvement through KPI tracking.
� Limitations
✖ Can be complex and time-consuming to implement.
✖ Needs regular updates to remain relevant.
✖ May require cultural change for adoption across all departments.
Conclusion
Measuring performance is essential for strategic decision-making, operational efficiency, customer satisfaction, financial stability, and
continuous improvement. The Balanced Scorecard (BSC) is a powerful tool that provides a comprehensive performance
assessment, helping organizations maintain a sustainable competitive advantage.



NEW QUESTION # 39 
SIMULATION
Explain how culture and historic influences can impact upon a business's strategic decisions and positioning within the marketplace

Answer:

Explanation:
How Culture and Historic Influences Impact Strategic Decisions and Market Positioning A business's strategic decisions and
positioning within the marketplace are shaped by both organizational culture and historical influences. These factors affect how a
company develops strategy, interacts with customers, manages employees, and competes globally.
1. The Role of Organizational Culture in Strategic Decisions
Organizational culture is the shared values, beliefs, and behaviors within a company. It influences decision-making, innovation, and
competitive advantage.
How Culture Affects Strategy
� Risk Appetite - A culture that embraces innovation (e.g., Google) will invest in R&D, while risk-averse cultures (e.g., traditional
banks) focus on stability.
� Decision-Making Speed - Hierarchical cultures (e.g., Japanese firms) rely on consensus, while Western firms (e.g., Apple) may
have centralized decision-making.
� Customer Engagement - A customer-centric culture (e.g., Amazon) leads to investment in personalization and AI-driven
recommendations.
Example:
Toyota's Kaizen Culture (Continuous Improvement) has shaped its lean manufacturing strategy, giving it a competitive advantage in
cost efficiency.
2. How Historic Influences Shape Business Strategy
Historical events, past business performance, economic trends, and industry evolution shape how businesses position themselves in
the marketplace.
How History Affects Strategy
� Legacy of Innovation or Conservatism - Companies with a history of innovation (e.g., IBM, Tesla) continuously push boundaries,
while firms with traditional roots (e.g., British banks) focus on risk management.
� Economic Crises and Financial Stability - Businesses that survived financial crises (e.g., 2008 recession) tend to develop risk-
averse financial strategies.
� Market Reputation and Consumer Perception - A strong historical reputation can be leveraged for branding (e.g., Rolls-Royce's
luxury image).
Example:
Lego nearly went bankrupt in the early 2000s, leading it to redefine its strategy, focus on digital gaming partnerships, and revive its
brand.
3. The Influence of National and Corporate Culture on Global Positioning When expanding globally, businesses must align their
strategies with different cultural expectations.
How Culture Affects Global Market Entry
� Consumer Preferences - Fast food chains adapt menus for local cultures (e.g., McDonald's in India offers vegetarian options).
� Negotiation & Communication Styles - Business negotiations in China emphasize relationships ("Guanxi"), while Western firms
prioritize efficiency.
� Leadership and Management Approaches - German firms emphasize engineering precision, while Silicon Valley firms prioritize
agility and experimentation.
Example:
IKEA modifies store layouts in different countries-small apartments in Japan vs. large home spaces in the U.S.
4. Strategic Positioning Based on Cultural & Historic Factors
A company's historical and cultural influences define its positioning strategy:



Conclusion
A business's strategic decisions and market positioning are deeply influenced by organizational culture, national culture, and historical
performance. Companies that leverage their cultural strengths and adapt to market history can achieve long-term competitive
advantage.

NEW QUESTION # 40 
SIMULATION
Compare and contrast an aggressive and conservative approach to business funding.

Answer:

Explanation:
Comparison of Aggressive vs. Conservative Business Funding Approaches
Introduction
Businesses adopt different funding strategies based on their risk tolerance, growth objectives, and financial stability. Two contrasting
approaches to business funding are:
Aggressive Funding Approach - Focuses on high-risk, high-reward strategies with more debt and short-term financing to fuel rapid
expansion.
Conservative Funding Approach - Emphasizes financial stability, risk aversion, and long-term security, often relying on equity and
retained earnings to fund operations.
Each approach has advantages and risks, influencing a company's liquidity, cost of capital, and financial sustainability.
1. Aggressive Business Funding Approach (High Risk, High Reward)
Definition
An aggressive funding strategy involves maximizing short-term debt, high leverage, and minimal cash reserves to accelerate growth
and expansion.
� Key Characteristics:
Relies heavily on debt financing (bank loans, corporate bonds, short-term credit).
Prioritizes rapid growth and high returns over financial security.
Uses minimal equity financing to avoid ownership dilution.
Maintains low cash reserves, assuming cash flows will cover liabilities.
Example:
Startups and tech firms (e.g., Tesla, Uber, Amazon in early years) often borrow aggressively to scale rapidly.
Private equity firms fund acquisitions using high leverage to maximize returns.
Advantages of Aggressive Funding
✔ Faster business expansion - Capital is readily available for investments.
✔ Higher return potential - More funds are allocated to revenue-generating activities.
✔ Lower equity dilution - Existing shareholders maintain control as funding is primarily debt-based.
Disadvantages of Aggressive Funding
� High financial risk - Heavy debt increases vulnerability to economic downturns.
� Liquidity problems - Low cash reserves can cause issues during slow revenue periods.
� Higher borrowing costs - Lenders charge higher interest due to the risk involved.
Best for: Fast-growing companies, high-risk industries, and businesses with predictable cash flows.
2. Conservative Business Funding Approach (Low Risk, Long-Term Stability) Definition A conservative funding strategy focuses on
low debt levels, high liquidity, and long-term financing to ensure financial stability and steady growth.
� Key Characteristics:
Uses retained earnings and equity financing over debt.



Minimizes reliance on short-term credit to avoid financial pressure.
Maintains high cash reserves for financial security.
Focuses on steady, sustainable growth rather than rapid expansion.
Example:
Berkshire Hathaway (Warren Buffett's company) follows a conservative funding model, relying on retained earnings rather than
excessive debt.
Family-owned businesses often prioritize financial stability over rapid expansion.
Advantages of Conservative Funding
✔ Lower financial risk - Reduces dependence on external creditors.
✔ Stable cash flow - Ensures business continuity during economic downturns.
✔ Better credit rating - Stronger financial health allows for lower borrowing costs if needed.
Disadvantages of Conservative Funding
� Slower business growth - Limited access to capital can restrict expansion.
� Missed market opportunities - Competitors with aggressive funding may outpace the company.
� Higher cost of capital - Equity financing (selling shares) dilutes ownership and reduces profit per share.
Best for: Established businesses, risk-averse industries, and companies focusing on long-term sustainability.
3. Comparison Table: Aggressive vs. Conservative Funding Approaches

Key Takeaway: The best funding approach depends on industry, company stage, and risk appetite.
4. Which Approach Should a Business Use?
� Aggressive Approach is Ideal For:
Startups & High-Growth Companies - Need fast capital to capture market share.
Businesses in Competitive Markets - Companies that must outpace rivals through aggressive expansion.
Private Equity & Leveraged Buyouts - Maximizing returns through high debt strategies.
� Conservative Approach is Ideal For:
Mature & Stable Businesses - Companies prioritizing steady revenue and financial security.
Family-Owned Enterprises - Owners prefer low debt and long-term growth.
Risk-Averse Industries - Businesses in essential goods/services sectors where stability is more important than rapid expansion.
Hybrid Approach: The Best of Both Worlds?
Many businesses use a combination of both approaches, leveraging debt for growth while maintaining financial stability through
retained earnings and equity.
Example:
Apple used a conservative strategy in its early years but adopted aggressive funding for global expansion post-2010.
5. Conclusion
The choice between aggressive and conservative funding depends on a company's growth goals, financial risk tolerance, and industry
conditions.
� Aggressive funding maximizes short-term growth but increases financial risk.
� Conservative funding ensures stability but limits expansion speed.
� Most companies use a hybrid model to balance growth and financial security.
Understanding these approaches helps businesses optimize capital structure, manage risk, and align financing with strategic
objectives.



NEW QUESTION # 41 
SIMULATION
Explain the use of forward and future contracts in the commodities market

Answer:

Explanation:
Use of Forward and Futures Contracts in the Commodities Market
Introduction
The commodities market involves the trading of physical goods such as oil, gold, agricultural products, and metals. Due to price
volatility, businesses and investors use derivative contracts like forward and futures contracts to manage price risk and ensure
stability in supply chains.
Both contracts allow buyers and sellers to agree on a fixed price for a future date, but they differ in terms of standardization, trading
methods, and risk exposure.
1. Forward Contracts (Private, Custom Agreements)
Definition
A forward contract is a customized agreement between two parties to buy or sell a commodity at a specified price on a future date.
It is a private, over-the-counter (OTC) contract, meaning it is not traded on an exchange.
� Key Characteristics:
Customizable terms (quantity, delivery date, price).
Direct agreement between buyer and seller.
Used for hedging against price fluctuations.
Example: A coffee producer agrees to sell 10,000kg of coffee to a distributor in 6 months at a fixed price of $5 per kg, protecting
both parties from price swings.
Advantages of Forward Contracts
✔ Tailored to buyer/seller needs - Customizable quantity, quality, and delivery terms.
✔ Reduces price uncertainty - Locks in a price, protecting against market fluctuations.
✔ No upfront cost - No initial margin or collateral required.
Disadvantages of Forward Contracts
� High counterparty risk - If one party defaults, the other may face financial losses.
� Not regulated or publicly traded - Higher risk of contract disputes.
� Limited liquidity - Harder to transfer or sell compared to futures contracts.
Best for: Companies looking for customized price protection in procurement or sales (e.g., food manufacturers, oil refineries).
2. Futures Contracts (Standardized, Exchange-Traded Agreements)
Definition
A futures contract is a standardized agreement to buy or sell a commodity at a predetermined price on a future date. These contracts
are traded on organized exchanges (e.g., Chicago Mercantile Exchange (CME), London Metal Exchange (LME)).
� Key Characteristics:
Highly regulated and standardized (fixed contract sizes and terms).
Exchange-traded → Increased liquidity and price transparency.
Requires initial margin and daily settlements (mark-to-market system).
Example: A wheat farmer uses futures contracts on the Chicago Board of Trade (CBOT) to lock in wheat prices before harvest,
avoiding potential price drops.
Advantages of Futures Contracts
✔ Lower counterparty risk - Exchanges guarantee contract settlement.
✔ High liquidity - Easily bought or sold on futures markets.
✔ Price transparency - Publicly available pricing and standardized contracts.
Disadvantages of Futures Contracts
� Less flexibility - Fixed contract sizes and expiration dates.
� Margin requirements - Traders must maintain a margin account, requiring cash reserves.
� Potential for speculative losses - Prices fluctuate daily, leading to possible margin calls.
Best for: Large-scale buyers/sellers, investors, and companies needing risk management in commodity markets.
3. Key Differences Between Forward and Futures Contracts



Key Takeaway: Forwards offer flexibility but higher risk, while futures provide standardization and liquidity.
4. Application of Forward and Futures Contracts in the Commodities Market Forwards Used By:
� Food manufacturers - Locking in wheat, sugar, or coffee prices for future production.
� Oil refineries - Securing crude oil prices to manage fuel costs.
� Mining companies - Pre-agreeing on metal prices to secure revenue streams.
Futures Used By:
� Airlines - Hedging against fluctuating fuel prices.
� Investors - Speculating on gold, oil, or agricultural prices for profit.
� Governments - Stabilizing national food or energy reserves.
5. Conclusion
Both forward and futures contracts are essential tools in the commodities market for price risk management.
� Forward contracts are customizable but riskier, making them suitable for businesses with specific procurement needs.
� Futures contracts offer liquidity and reduced counterparty risk, making them ideal for investors and large corporations managing
price volatility.
Organizations must choose the right contract based on their risk tolerance, market exposure, and financial objectives.
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