
Why it  mat t ers
In t he age of global st rat egy, mult inat ional 
companies are bett ing big on al l iances as an 
organizat ional st ruct ure solut ion t o fuel 
innovat ion and growt h. All iances can serve as an 
ef f icient  means t o supplement  organizat ional 
capabil it y. But  new evidence reveals t hat  t he 
patt ern of al l iances wit hin t he f irm? t heir 
concent rat ion across subsidiaries? can make 
or break  performance. 

Should you clust er your bet s in just  a few unit s or 
spread t hem out  company- wide? The answer isn?t  
one- size- f it s- all . 

Alliances: When more is not merrier 
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How w e know
Using det ailed dat a on 32 global pharmaceut ical 
mult inat ionals f rom 2000?2010 , t he st udy t racked 
t he concent rat ion of al l iances at  t he subsidiary level 
and l inked t hem t o f inancial performance. 

Advanced st at ist ical cont rols isolat ed t he ef fect s of 
al l iance st rat egy f rom ot her corporat e variables.

What  researchers found 
- Less is more? at  f irst . Firms wit h a small 

al l iance port fol io do best  by f ocusing 
part nerships in a select  few subsidiaries, 
where learning and coordinat ion are easy. 

- But  t oo much good f l ips t he equat ion. For 
f irms wit h many all iances, concent rat ing 
t hem in fewer subsidiaries overloads local 
managers, causing bott lenecks, and 
ult imat ely drags down performance. 

- The lesson: As all iance port fol ios grow, it ?s 
smart er t o spread part nerships more 
evenly? avoiding overcrowding and 
knowledge silos. 

What  t his means
- For st rat egy leaders: Rout inely audit  where 

new all iances are managed. Favor t ight  
concent rat ion, but  as port fol io complexit y 
grows, rebalance it  t o avoid risk of overload. 

- For organizat ions: Do not  ?set  and forget ? your 
all iance policy. Regularly revisit  int ernal 
policies t o keep up wit h growt h and change. 

- For researchers: Nuanced st udies of int ernal 
al l iance dynamics are needed t o guide leaders 
t hrough complex mult inat ional st rat egies. 
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New research on global pharma mult inat ionals shows where?you place all iances inside a f irm matt ers as much 
as?how many?all iances you sign. And, should you concent rat e t hem or dist ribut e t hem out ? 

Now w hat ?
To nurt ure t he "right " al l iances, we suggest  doing t hese:

- Det ermine st rat egic value of each new all iance. 
- Use annual st rat egic reviews t o assess all iance dist ribut ion across t he 

ent erprise? don?t  let  bott lenecks build. 
- Design syst ems t o share lessons learned across dispersed all iance managers 

before scaling up. 

LINK TO THE STUDY
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