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ABSTRACT 

Beer has always been more than just a drink. It has been an important drink in social 

settings, a medium over which people tend to bond together and share important moments 

with their friends, family, colleagues or even with a large crowd at a festival or a concert. 

With this importance that beer holds in social settings comes the important niche that beer 

brands have created for themselves as a part of the national culture and identity of a 

particular place. Although, beer started off as the go to drink for socializing, the beer 

market has seen a changing trend over the past few years. Consumers are increasingly 

moving towards premium liquor like cocktails or wine and there is another set of people 

who are lowering their alcohol consumption to move towards alcohol free or low alcohol 

options. Also, within the beer category, the regular beer customer is moving away from 

traditional lager beer and is moving towards craft and premium beer. This puts immense 

pressure on regular mainstream brewing companies like Carlsberg and has forced them to 

change their strategy in ways which prevents them from becoming obsolete in this emerging 

beer market which is more demanding than ever. 

 

I. INTRODUTION 

The global beer market is valued at 590 billion EUR with a volume of 180 billion liters of 

beer. The global volume is expected to grow at 1.3% CAGR towards 2023. Almost all the 

majority part of this growth in the global beer market is expected to come from the developing 

markets of Asia, Latin America and Africa. 

The developing economies at these places and growing purchasing power of the common 

population has led to the population consuming more beer than before. This trend is expected 
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to follow in the coming years as well compared to other relatively stagnant economies such 

as western Europe and North America. Beer is behind Coffee in term of global consumption 

where it holds less than 10% of the total beverage consumption but represents more than 20% 

of the value generated by beverages. 

The industry in the past few decades has seen tremendous and rapid changes in terms of 

mergers and acquisitions with 3 major beer brands dominating the global beer market. A 

majority of the global beer consumptions is from relatively small national brands. These 

mergers and acquisitions have thus allowed major players to tap into new markets and gain 

access to these places which are dominated by local brands. Major players have thus gone 

through this process of continuous merger and acquisition this to stay and survive in the 

extremely competitive global beer market. 

Another aspect of the global beer market is the amount of revenue that beer companies spend 

on marketing. It is seen that beer brands usually end up spend somewhere between 5-10 % of 

their revenues in marketing. Marketing it is seen is plays an important role for beer brands. 

Common marketing investments go into Advertisements and sponsorships to sports teams, 

Festivals and Concerts. 

The beer industry is generally separated into two sub-segments: OFF Trade & ON Trade 

On-Trade beer is the sale of beer on premises such as Pubs, Nightclubs, Restaurants, Bars 

and not directly via stores. On-trade beer is consumed in less than 50% of volume than off 

trade beer but contributes to more than 50% of the revenue earned by beer companies. This is 

by virtue of the fact that on trade beer sales charge a premium for the services, the atmosphere 

and the facilities provided in the setting wherein the beer is consumed.  

Off - Trade beer sales refer to sales of bottled or canned beer at retail outlets. The majority 

of beer consumption and sales is via the OFF-trade channel. This channel is much more 

preferred as a result of its cheap price compared to on-trade channels. Thus, although off trade 

accounts for two-thirds of the beer consumed but accounts for only one third of the revenue 

generated.  

II. THE GLOBAL DEMAND SPACE 

The Global demand for variety and change has led people to not just look for mainstream beer 

choices and has led into trying different options. So, the global consumer demand can be 

essentially divided into 3 categories: Mainstream / Lager Beers, Craft Beer, Alcohol Free 

Brews. 
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Core Beers or the Mainstream beers are the regular mainstream pale lager beers which have 

the highest market penetration and awareness at the moment. These types of beer are also 

divided into global brands and local power brands. 

Craft Beer or Specialty beer is essentially a selection of premium brands with varied style 

and taste which is different in flavor from mainstream traditional beer. Thus, craft beer can be 

called as beer that is made by a brewer that is generally small, independent and traditional. 

However, craft beer has come a long way from this traditional definition of craft. In layman's 

term craft beer is thus a way of brewing beer that is different from standard pale lagers with a 

variety of flavour which is often resonating with the local culture thus making it very 

traditional and subjective to the brewer. This very fact makes it quite attractive for consumers 

who want to try something different after drinking lager beer for years together. 

Alcohol Free Brews are a range of malt based beverages with little or no alcohol content.  

They are not very different in taste compared to traditional pale lager beers. 

III. PROBLEMS FACED BY THE CARLSBERG GROUP 

(A) STIFF COMPETITION FROM MICROBREWERIES & CRAFT-BEERS 

 There is stiff competition faced by lager beer brands from craft beer and premium beers. 

Customers in search of variety have been rapidly moving away from mainstream beer and 

towards these alternatives. People are now always in search of something new, hence, unlike 

the traditional beer market the craft beer segment is rising rapidly. According to a report, 

Carlsberg observed a 29% growth in volume and revenue in this segment alone. Also, the 

number of microbreweries in Europe has grown from 200 in 2008 to more than 8000 in 2019. 

 Most markets are dominated by local brands. Mergers & Acquisitions of smaller local 

breweries is essential to penetrate the craft & specialty beer market successfully & 

effectively. The main reason for this is to achieve the necessary scale to stay profitable and 

at the same time gain access to new markets. 

(B) INCREASING NUMBER OF CONSUMERS SHIFTING TO AFB’S & 

COFFEE 

● There is a trend for lighter styles of beer with lower levels of alcohol but which still 

deliver on flavour. With the growing health concern among individuals, people are moving 

towards other nonalcoholic ways to share their special moments. Even factors like ageing 

demographics in the European market is contributing to this effect. 

● Coffee still represents the largest consumed beverage. Alcohol-free Brews (AFB) 
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segment of Carlsberg has seen about 15% of volume growth in FY’19. These AFBs taste 

similar to that of traditional brews and are even crafted in various flavours to attract 

consumers. 

● Focusing on lighter beers is a shrewd business decision. While experimentation has 

become synonymous with the craft beer movement, developing a beer that is reliable, 

quaffable and good value is sure to guarantee a return on investment. 

(C) GROWING CONCERN OVER SUSTAINABILITY 

 With the rising pressure on sustainability, Carlsberg is set on four main goals - zero 

carbon footprint, zero irresponsible drinking, zero water waste and zero accidents culture. 

Also, Carlsberg has developed an innovative packing technique - SNAP PACK - which 

replaces plastic wrapping for six packs with glue thus reducing plastic usage. Carlsberg is 

even developing a beer bottle made from sustainably sourced wood fibre 

 The concept of brand equity captures the notion that marketing actions can lead to brands 

possessing equity in the sense that they become valuable strategic assets of a firm. 

 Positive brand equity enables the firm to expect future revenues that are higher than that 

for an identical non-branded product as a result of the brand’s positive influence on 

consumer purchase behavior. 

IV. SOLTIONS: THE CARLSBERG WAY 

(A) THE GLOBAL DEMAND SPACE MODEL 

Carlsberg has developed the Global Demand Space model to understand the end consumer of 

its products. The Global demand space model is a behavioural segmentation tool based on 

consumer research studies in over 40 countries, gathering data from over 130,000 consumers. 

Based on this research the key demand spaces, that is the situations in which consumers could 

demand Carlsberg’s products, were identified. These demand spaces reflect the motivations 

for drinking Carlsberg’s beverages, the reasons for not choosing beer in the moments, and the 

potential for beer in different situations. 

(B)  SAIL 22 

In 2016, a new game-changing group strategy was set in place for Carlsberg, co-created by 

the newly appointed CEO and the top leaders in the Carlsberg Group. The Group had recently 

experienced a decline in both revenue and profitability. Revenue had declined from 66.5 

billion DKK in 2012 to 62.3 billion DKK in 2016. Operating profits had likewise dropped 

from 9.8 billion DKK in 2012 to 8.2 billion DKK in 2016. 
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This was the outset for the new strategy named SAIL ‘22 – a two-pronged strategy containing 

a part called ‘Funding the Journey’ followed by the actual growth strategy, SAIL ‘22. From 

2016-2018 the group focused on the ‘funding the journey’ part, where close to two billion 

DKK in cost savings had to be found across the organization. As of today, more than 2.3 

billion has already been achieved in net benefits from the saving program. Half of these 

savings are being reinvested in Carlsberg and the SAIL ‘22 growth Strategy from 2018-2022. 

The SAIL ’22 strategic choices are grouped under four core themes: “Strengthen the Core”, 

“Position for Growth”, “Excel in Execution”, and “Create a Winning Culture”. 

“Strengthen the Core” is focused on actions that will strengthen the core business – that is, 

segments such as the local power brands and the big international brands, as well as general 

sales execution and the development of a digital mindset across the organization. Here, the 

group has managed to improve the gross beer brand contribution by 3% through a focus on 

value management and the launch of premium line extensions for several brands, despite 

volumes being negatively affected by the downsizing in Russia. 

For the “Position for Growth”, three distinct priorities for driving top and bottom-line growth 

have been defined: 1) The upsurge in craft & speciality and alcohol free-beer categories. 2) 

The global urbanization trend and the recognition of the high degree of consolidation in the 

beer industry in most markets across the globe. 3) Carlsberg’s strong presence in Asia, a 

region with high market growth that can easily be tapped into. 

“Excel in Execution” refers to building Carlsberg’s capabilities in mastering value 

management, digitalization, excelling at the point of purchase, winning with consumer driven 

R&D and managing complexity. 

“Create a Winning Culture” is the ambition for Carlsberg to create a team-based, 

performance-driven culture, characterized by a high standard of integrity. However, more than 

that, it is to set high industry leading standards within sustainability, public health, safety and 

responsible drinking. 

(C) TOGETHER TOWARDS ZERO 

In June 2019, Carlsberg set out its ambition to raise the sustainability standards in the industry, 

and subsequently launched its Together Towards ZERO Programme. The ambition is to 

improve the group’s sustainability in line with the UN Sustainable Development goals in four 

key areas: Zero carbon footprint, zero irresponsible drinking, zero water waste, and zero 

accidents culture. Each of these is underpinned by individual and measurable targets, leading 

up to 2022 and 2030. 
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The Together Towards ZERO programme sets industry leading targets for carbon footprint 

reduction and water saving. The programme was developed in partnership with leading global 

experts, such as WWF and Carbon Trust, using a science-based approach. The targets are 

tailored to the UN Sustainable Development Goals which are set to deliver emission 

reductions that align with the Paris Agreement on climate change to keep the global 

temperature rise to 1.5°C by the end of this century. 

Together Towards ZERO targets also include targets to reduce the beer in hand emissions. 

Beer-in-hand emissions refer to the full life-cycle carbon footprint of a product, taking into 

account value chain impacts beyond the Carlsberg Group’s operational control, such as 

agricultural production, transport logistics and retail refrigeration. Reducing beer in hand 

emissions, such as from packaging, requires innovative partnerships with suppliers and 

performance improvements. Thus, it is crucial to any sustainable strategy to involve suppliers 

and other stakeholders throughout the value chain in any sustainable solution. 

Carlsberg Group “Snap Pack” innovation, which replaces plastic wrapping for six packs with 

glue, is an example of how Carlsberg innovates together with its packaging suppliers to reduce 

waste. It’s a new innovative glue technology that helps hold the beers in a six-pack together. 

This helps keep plastic waste down, and can reduce the plastic usage from six-packs in the 

group by up to 76%. The initiative is estimated to save 1200 tons of plastic every year. 

Printing ink has a major impact on the recyclability of packaging material, as it is often 

recycled along with paper fibers. The properties of green printing ink make it one of the worst 

when it comes to recyclability, which, ironically, makes the color green not so “green”. Since 

green is the company color of Carlsberg Group, a lot is used every year. Thus, the company 

invested money into developing a new green-silver ink that is “Cradle-to-cradle” certified, 

which is much better for recycling. 

(D) DRAUGHT MASTER 

Draught Master is a proprietary keg-system developed by Carlsberg. Traditionally, once a keg 

is opened in an on-trade outlet, the beer must be consumed within four days to ensure its 

freshness, after which keg must be changed. Traditionally, the beer in a keg is pushed out by 

injecting CO2 into the keg. Draught Master uses compressed air to create pressure in the keg, 

pushing out beer without adding CO2. This way, the beer does not come in contact with 

surrounding air, increasing the life of a Draught Master keg to an impressive 30 days! 

Bars and outlets using Draught Master are therefore able to offer a much wider selection of 

tap beer. This, in turn, benefits Carlsberg as these are higher margin products. As the system 
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allows on-trade establishments to differentiate their offerings, Carlsberg is able to charge a 

premium compared to regular keg-systems. Additionally, the systems allow for monitoring of 

beer-flow, and the ambition is that this will enable Carlsberg to utilize data gathered from 

outlets. 

(E) CRAFTED BY 

CRAFTED BY is a small brewery located near Carlsberg’s headquarters in Copenhagen and 

allows consumers to brew their own, personal beer. By choosing several parameters on a scale 

from 1-5, consumers can achieve their preferred strength, color and bitterness. After finishing 

the brew, a personal label is designed, naming the beer as well as the “brew master”. The 

importance of personalization is also seen among on-trade clients. In an attempt to renew the 

lead-generation process, an internal team recently began pulling Danish VAT registrations to 

detect new bars well in advance of them opening. By sending the bar owner a personalized 

beer with a message of congratulations for his or her new business, Carlsberg has seen 

conversion rates of 36% on this initiative. 

V. CONCLUSION 

In a market where consumer behavior is setting a limit to the growth in beer consumed, it is 

imperative for Carlsberg to maximize the value of every liter of beer brewed. As consumers 

demand high-quality brews and premium experiences, breweries will need to adapt not only 

their product offering, but also the way in which products are brought to market, as well as 

how data on consumption is leveraged. Successfully expanding the on-trade presence or 

finding other high-value channels will therefore be a key ingredient to remaining relevant as 

the market evolves. Carlsberg is in a unique position to capitalize on these dynamics, with a 

strong brand portfolio and a clear vision to benefit not only shareholders, but society as a 

whole. And with the above solutions recently finalized, it is on the right trajectory towards a 

more profitable & a sustainable venture. 

***** 
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