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Abstract 

The escalation of U.S. tariffs from 25% to 50% on imports has placed India’s export economy 

at a critical crossroads, particularly affecting sectors such as textiles, auto-components, 

pharmaceuticals, and engineering goods. (Economic Times, 2025a; Times of India, 2025a). 

While initially viewed as collateral damage in U.S.–China trade tensions, the impact on Indian 

firms has been profound, exposing structural vulnerabilities and the limitations of cost-based 

competitiveness. (The Guardian, 2025).  This paper argues that India requires a 

multidimensional framework to navigate tariff shocks and reposition itself in volatile global 

markets. 

Adapting Michael Porter’s generic strategies to the contemporary trade environment, we 

propose the C.U.T.E. framework i.e.,, Cost Advantage, Uniqueness, Target Market, and 

Strategic Edge. (Anantharaman, SenthilKumar, 2025) Unlike traditional models, C.U.T.E. 

integrates firm-level competitiveness with national trade policy instruments, embedding 

resilience through compliance readiness, sustainability commitments, and innovation 

ecosystems. Using the case of Dr. Reddy’s Laboratories, the paper illustrates how firms can 

operationalize C.U.T.E. to exploit cost corridors, radiate cultural and technological uniqueness, 

diversify markets, and activate strategic edge as a source of long-term credibility. 

The analysis concludes that tariffs and sanctions should not be viewed solely as external threats. 

Instead, they can function as catalysts for diversification, systemic efficiency, and global 

repositioning. By institutionalizing C.U.T.E., India can transform geopolitical constraints into 

opportunities for sustainable competitiveness. 

 

1 Introduction 

The Indian export economy, in recent months have been hit by tariff escalation by the United 

States and definitely has become a defining challenge for overall India’s economy. (Outlook 

Business, 2025). What began with a 25 percent “secondary tariff” under the Trump 

administration, originally justified as a measure to counter China’s supply chain dominance, 

has now grown into a hefty 50 percent duty. (The Guardian, 2025; India Times, 2025). Although 

framed as an attempt to protect American industries, the ripple effects have reached Indian 

exporters, many of whom feel they are caught in the crossfire of great-power rivalry. Small and 

medium manufacturers in sectors like textiles and auto components often remark that their 

carefully built access to the U.S. market now feels precarious, with margins thinning to the 

point of unsustainability. (Times of India, 2025a). 

The situation is becoming more complex than a mere increase in costs. It raises uncomfortable 

but necessary questions for international relations as well as for India to expand her global 

market share as protectionism appears to be returning as a dominant policy tool. The strategies 

that worked a decade ago, such as incremental cost efficiency are not sufficient in today’s 

https://doi.org/10.33774/apsa-2025-rm6z4-v2 ORCID: https://orcid.org/0009-0002-8527-3288 Content not peer-reviewed by APSA. License: CC BY-NC-SA 4.0

https://doi.org/10.33774/apsa-2025-rm6z4-v2
https://orcid.org/0009-0002-8527-3288
https://creativecommons.org/licenses/by-nc-sa/4.0/


2 
 

volatile environment.  Policy discussions within India, whether around Atmanirbhar Bharat or 

ongoing WTO negotiations reflect this growing unease, yet solutions at the firm level remain 

uneven. India commerce ministry reacted and rolled out a multi-tiered shield, including short- 

and medium-term relief measures, product diversification initiatives, and export-market 

realignment efforts (Times of India, 2025b). 

This article suggests that Indian industry has to be more proactive hence proposes the adoption 

of a structured strategic lens, the C.U.T.E. framework. Adapted from Porter’s Generic 

Strategies, this model emphasizes Cost Advantage, Uniqueness, Target Market focus, and 

Strategic Edge. By using these strategic dimensions, manufacturers and policymakers alike 

may find pathways to turn trade disruptions into suitable opportunities. This not only helps to 

survive tariff shocks, but also to reimagine India’s competitive identity in global markets. 

2.  Understanding the Strategic Impact of Secondary Tariffs on India 

2.1 Nature of Trump’s 25% Secondary Tariff 

When President Trump announced a 25% “secondary tariff,” it didn’t appear to be India’s 

problem at first. After all, the measures weren’t aimed at Indian goods directly, but at substitutes 

for Chinese exports. But for Indian manufacturers, especially those in textiles, auto 

components, pharmaceuticals, and engineering goods, the reality felt different. (The Guardian, 

2025). 

In the case of a mid-sized auto-parts maker in Pune, the company since 2018 had been shipping 

increasing volumes to the U.S., filling gaps as American buyers moved away from Chinese 

suppliers. But almost overnight, the new tariff made those shipments more expensive and less 

competitive. Similar stories emerged across Tirupur’s textile units and Hyderabad’s generic 

drug exporters—firms that had only just begun to see their U.S. business grow. 

2.2 Strategic Consequences 

The imposition of the secondary tariff generated ripple effects that were both swift and far-

reaching, unsettling India’s export landscape (Economic Times, 2025a). 

• Erosion of Price Competitiveness: From a trade-theory perspective, the 25% hike 

effectively acted as a non-tariff barrier, shifting demand curves away from Indian 

products. For U.S. buyers, the increase was not easily absorbed, resulting in immediate 

price inelasticity for key categories such as generics, textiles, and engineering goods. 

In business terms, many firms found themselves priced out of the market, undermining 

years of incremental cost optimization. 

• Diversion of Trade Flows: The classic principle of trade diversion, often discussed in 

customs union theory, played out in real time. Instead of consolidating India’s role, U.S. 

manufacturers and importers diverted their sourcing to Vietnam, Mexico, and Eastern 

Europe—jurisdictions that suddenly offered both price relief and perceived policy 

stability. This reallocation of trade routes underscored India’s vulnerability to external 

shocks when not complemented by resilient domestic policy measures. 

• Setback to the “China+1” Strategy: Strategically, India had positioned itself as a leading 

contender in the global “China+1” diversification framework. The tariff reversed much 

of that narrative. From a game-theoretic standpoint, multinational corporations 
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recalibrated their payoff structures, reassessing India’s reliability relative to other 

emerging economies. This erosion of trust carries long-term implications for investment 

flows and supply chain integration. 

• Policy Ambiguity at Home: Perhaps the most challenging consequence was the silence 

on the policy front. While other countries actively courted displaced U.S. buyers with 

incentives and clarity, Indian exporters operated in a vacuum of uncertainty. In practical 

terms, firms faced a strategic dilemma: whether to retrench and consolidate, diversify 

markets towards the EU, ASEAN, or Africa, or adopt a “wait-and-see” approach. The 

absence of a coordinated government response amplified risk perceptions, weakening 

India’s credibility as a stable trade partner. 

In sum, the secondary tariff not only exposed India’s structural vulnerabilities but also 

highlighted the need for a coherent policy framework that can absorb external shocks, sustain 

competitiveness, and reinforce India’s position in global supply chains. 

2.3 Sectors Feeling the Pinch 

Not every industry felt the tariff equally. For some, it was a bruise; for others, it was a near 

knockout blow (Times of India, 2025a). In Tamil Nadu’s Tirupur and Gujarat’s cotton belts, 

exporters saw deals collapse almost overnight. These businesses thrive on thin margins, and 

the 25% hike simply pushed them out of reach for U.S. buyers. For many small family-run 

units, the difference wasn’t just lost profits, it was whether the factory gates would open the 

next morning. Pune, Chennai, and Gurugram, India’s proud auto hubs watched orders shrink. 

These firms had worked hard to become part of global supply chains, only to find their position 

slipping when customers suddenly looked elsewhere. For mid-sized suppliers, the uncertainty 

felt like standing on shifting sand. India’s “pharmacy of the world” also stumbled. Generic 

drugmakers, used to competing on cost and volume, discovered that the tariff skewed their 

greatest strength, affordability. Some executives worried aloud that this could undo years of 

trust built with U.S. hospitals and patients. Among the hardest hit were small and medium 

enterprises, often niche suppliers to the U.S. market. Unlike large corporates, they had little 

cushion to fall back on. For these firms, the crisis wasn’t about strategy charts or policy papers, 

it was about survival. 

A Tirupur textile owner summed it up with quiet despair: “It felt like watching the American 

market slip away just when it was finally within our grasp.” 

In times like these, frameworks such as C.U.T.E. become survival guides rather than being 

academic frameworks. They help firms step back, chart the chaos, and decide whether to adapt 

their products, diversify into new markets, or fight to hold their place. 

3 From Porter’s Generic Strategy to C.U.T.E. 

3.1 Revisiting Porter’s Generic Strategies 

Much of modern thinking on competitive advantage can be traced back to Michael Porter’s 

Competitive Advantage (1985). Porter suggested that firms generally succeed by following one 

of three broad strategies: Cost Leadership, Differentiation, or Focus. These approaches, though 

introduced several decades ago, continue to shape both classroom teaching and corporate 

practice. Cost Leadership rests on efficiency and scale. A firm that manages to streamline 

production, cut wastage, and operate at high volume can often deliver products at prices 
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competitors struggle to match, while still maintaining acceptable quality. Walmart in the United 

States is an often-cited example, and in India, Tata Motors’ introduction of the Nano reflected 

similar thinking through its emphasis on frugal engineering and affordability (Porter, 1985; 

Ghemawat, 2002). Differentiation, by contrast, is about creating something distinct. This 

distinctiveness may lie in technology, brand reputation, cultural identity, or even in the way a 

company builds customer relationships. Such firms usually command a premium in the market 

because their products are not easily replaceable. Apple’s tightly integrated innovation 

ecosystem, or Fab India’s appeal to cultural authenticity, show how differentiation can turn into 

sustained advantage (Grant, 2019). The Focus strategy narrows the scope even further. Instead 

of aiming for the broad market, firms target a specific segment, either by offering the lowest 

cost option within that space (cost focus) or by catering to specialized preferences 

(differentiation focus). Porter was careful to warn that mixing all three approaches without 

clarity could be risky; especially for firms that try to be everything to everyone often lose 

coherence and end up “stuck in the middle.” 

3.2 Extending Porter to a Policy Context 

Porter’s framework is still powerful at the firm level, but it was never designed with national 

trade policy in mind. Today’s trade environment is very different from the world of the 1980s. 

Tariffs rise and fall not just for economic reasons but for geopolitical ones; supply chains are 

frequently disrupted by political or environmental events; and governments use regulations as 

tools of competition. As scholars like Bhagwati (2004) and Baldwin (2016) note, trade strategy 

now requires tools that connect company-level choices to national-level policy. In India’s case, 

responding to secondary tariffs calls for more than individual firms cutting costs or innovating 

products. What is needed is a framework that ties company-level strengths (cost efficiency, 

innovation, or niche focus) to instruments of national policy such as trade diplomacy and 

industrial regulation; and takes account of new dimensions of competitiveness, including 

sustainability, compliance standards, and environmental commitments; and finally gives 

policymakers and industry groups a flexible toolkit to respond to global shocks where price 

competition alone is insufficient. 

3.3 The C.U.T.E. Framework: A Strategic Adaptation 

To fill this gap, this paper proposes the C.U.T.E. framework. While rooted in Porter’s original 

three strategies, C.U.T.E. adds a fourth element to reflect the realities of global trade and 

industrial policy today. Its four elements are:  

C – Cost Advantage: drawing on India’s established strength in affordable labour, frugal design, 

and logistics efficiency; 

U – Uniqueness: building on differentiation through intellectual property, cultural branding, 

ESG-certified products, and innovation; 

T – Target Market: recognizing the importance of choosing between large global markets and 

carefully selected niche segments; and 

E – Strategic Edge: a new addition that covers intangibles such as digital infrastructure (e.g., 

ONDC, Gati Shakti), strong intellectual property protection, ESG commitments, and the global 

projection of “Brand India.” 
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The last component, Strategic Edge is particularly important. Unlike Porter’s original 

strategies, it highlights policy-driven and intangible strengths that can underpin national 

competitiveness. India’s digital infrastructure projects and sustainability commitments, for 

instance, demonstrate how state-led initiatives can reinforce firm-level strategies. The 

framework’s derivation is shown in Table 1 and described in Section 4. 

 

C.U.T.E. 

Component 
Derived From Description 

C – Cost 

Advantage 

Porter’s Cost 

Leadership 

Leveraging India’s cost efficiency in labor, logistics, 

and frugal engineering. 

U – Uniqueness 
Porter’s 

Differentiation 

Offering innovation, IP-based products, ESG 

branding, or cultural differentiation. 

T – Target 

Market 
Porter’s Focus 

Identifying whether the response addresses broad 

global markets or niche segments. 

E – Strategic 

Edge 
New Dimension 

Incorporating technology, ESG, compliance, IP 

protection, and “Brand India” soft power. 

Table 1: C.U.T.E. Framework Components 

 

3.4 C.U.T.E. Strategic Matrix: A Strategic Lens for Contemporary Business              

      Environments for India’s Tariff Response 

The C.U.T.E. Matrix (Cost Advantage, Uniqueness, Target Market, and Strategic Edge) 

provides a structured framework for firms to analyse and realign their competitive strategies in 

volatile global markets. Traditional models such as Porter’s Generic Strategies (1985) 

emphasize cost leadership, differentiation, and focus as mutually exclusive choices. However, 

in an era defined by trade wars, tariff fluctuations, sustainability mandates, and rapid 

technological adoption, strategic decision-making has become multi-dimensional. The 

C.U.T.E. framework extends beyond binary choices by integrating cost and uniqueness 

considerations with market orientation, while simultaneously embedding the dynamic element 

of strategic edge. 

The matrix is organized as a 2×2 grid, with the vertical axis representing the degree of emphasis 

on Cost Advantage versus Uniqueness, and the horizontal axis distinguishing strategies aimed 

at the Broad Market from those targeting Niche Markets. Each quadrant reflects a distinct 

positioning logic: 

• Broad + Cost Advantage: Firms competing in large markets through efficiency, frugal 

engineering, process automation, and backward integration. This quadrant represents 

scale-driven strategies, common in industries such as textiles, auto-components, and 

generic pharmaceuticals. 

• Broad + Uniqueness: Enterprises that deliver differentiation at scale by leveraging 

brand strength, ESG compliance, digital platforms, and global regulatory capabilities. 
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This quadrant characterizes firms such as Fab India or major IT service providers like 

Infosys and Wipro. 

• Niche + Cost Advantage: Organizations serving smaller, segmented markets with cost-

sensitive offerings, such as localized FMCG brands or component suppliers benefiting 

from government incentives (e.g., India’s Production-Linked Incentive scheme). 

• Niche + Uniqueness: Businesses pursuing high differentiation in specialized, high-

value domains such as orphan drugs, Ayurveda-based formulations, or blockchain-

enabled logistics platforms. 

What distinguishes C.U.T.E. from earlier strategy models is the explicit recognition of Strategic 

Edge (E) as a cross-cutting dimension. Strategic Edge refers to the adaptive capabilities that 

transform vulnerabilities—such as tariff shocks, sustainability compliance burdens, or 

technological disruption—into new competitive opportunities. This includes leveraging 

artificial intelligence and blockchain for operational efficiency, adopting ESG standards for 

global market acceptance, ensuring compliance readiness for export markets, and harnessing 

national policy instruments like the Open Network for Digital Commerce (ONDC) or 

Production-Linked Incentives (PLI) schemes. In this sense, E is not an axis but a layer of 

competitive resilience and innovation that overlays each quadrant, enabling firms to sustain 

advantage even under shifting global conditions. 

Thus, the C.U.T.E. Matrix offers a nuanced and dynamic framework for analysing strategic 

alternatives in contemporary business contexts. By situating firms along the cost–uniqueness 

continuum, aligning them with appropriate market scopes, and overlaying the dimension of 

strategic edge, it enables decision-makers to craft strategies that are both context-sensitive and 

future-oriented. It is shown in Table 1 below as well as in Figure 1 

Strategic 

Edge (E) 
Broad Market (T) Niche Market (T) 

Cost 

Advantage 

(C) 

C1 – Cost Leader Ex: Leather, 

Garments ➤(E) Lobby for MFN 

status or trade pact bypasses 

C2 – Cost Focus Ex: Custom B2B parts 

➤(E) Shift to ASEAN/Europe & value-

chain deepening 

Uniqueness 

(U) 

U1 – Unique Leader Ex: Pharma, 

Ayurveda ➤(E )Build U.S. IP 

alliances, regulatory leverage 

U2 – Unique Niche Ex: Tribal art, 

Luxury handlooms ➤(E )Tap ethical 

luxury segment in EU, Japan 

Table 2: C.U.T.E. Strategic Matrix 

Indian firms can position themselves within the C.U.T.E. Matrix (as already provided in the 

case document) to find their optimal tariff response path—e.g., cost-focused for broad markets 

(C1) or uniqueness-driven for niche art exports (U2). 
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Figure 1-C.U.T.E Strategy Matrix 

3.5 Why C.U.T.E. Fits India’s Tariff Response 

Applying Porter’s model alone is difficult in India because of the country’s industrial diversity. 

Some industries—such as IT services, pharmaceuticals, and textiles—already display strong 

elements of uniqueness. Traditional knowledge sectors such as Ayurveda-based healthcare and 

ESG-certified textiles also have distinctive appeal but need systematic global promotion. At 

the same time, relying solely on low cost has clear limitations: tariffs can quickly erode the 

advantage, while differentiation without government support for intellectual property and 

branding often fails to scale. The C.U.T.E. framework offers a more balanced response. It keeps 

the discipline of Porter’s three strategies but adapts them to Indian conditions by recognizing 

resilience, compliance, and long-term positioning as critical factors. Rather than being 

restricted to firm-level choices, it provides both industry leaders and policymakers with a multi-

dimensional toolkit for navigating protectionist environments and positioning Indian industries 

in the global economy. 

4 The C.U.T.E. Matrix as a Policy Framework for Sanctions Management 

Sanctions reshape global trade architecture by constraining access to markets, technologies, 

and financial channels. For India, the challenge is to reposition its strategy proactively, turning 

sanctions into a driver of diversification, innovation, and resilience. The C.U.T.E. Matrix—

Cost Advantage (C), Uniqueness (U), Target Market (T), and Strategic Edge (E)—offers a 

structured policy framework to guide such repositioning. 

In this section we develop a formal theoretical framing based on the C.U.T.E. framework—

Cost Advantage, Uniqueness, Target Market, and Strategic Edge—positioned within the 
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contemporary context of India’s evolving global trade architecture following U.S. tariff 

disruptions. 

1. Cost Advantage: Infrastructure as “Highway” to Global Competitiveness 

India’s cost advantage remains a critical structural strength, anchored in its labor abundance 

and scale economies. The nation’s potential as a diversified manufacturing hub, especially as 

global firms shift away from China, reinforces this competitive edge (Condor Capital Wealth 

Management, 2025). Institutional modernization through initiatives like SEZs and the 

Production-Linked Incentive (PLI) scheme further institutionalizes cost efficiency by 

facilitating large-scale production and capital investments (Condor Capital Wealth 

Management 2025, Wikipedia 2025b). 

Moreover, India is actively seeking to mitigate trade dependency on the U.S. by diversifying 

its export markets. Recent policy shifts indicate a long-term strategy targeting resilience, rather 

than temporary adaptation (The Times of India, 2025b). This structural dimension—the 

“highway” metaphor—captures the importance of logistical modernization, industrial 

incentives, and strategic connectivity in enabling cost-efficient global supply flows. 

2. Uniqueness: Heritage-Driven “Radiant Sun” of Sustainable Wellness 

India’s distinctiveness in Ayurveda, Herbal and AYUSH exports represents a key differentiator. 

Academic literature highlights the potential of integrating sustainability—such as organic 

certification, green logistics, and biodiversity preservation—into AYUSH export value chains 

to enhance global appeal[12]. Additionally, India’s establishment of the WHO’s Global Centre 

for Traditional Medicine in Jamnagar signals an institutional effort to systematize credibility 

and standards in traditional medicine [17]. 

Viewed through the “radiant sun” metaphor, this dimension emphasizes how India’s cultural, 

ecological, and heritage narratives can serve as enduring competitive capital in global ethical 

and wellness-conscious markets. 

3. Target Market: Strategic “Terrain Mapping” Amid Export Realignment 

In response to restrictive U.S. tariffs, India is recalibrating its export strategy by exploring 

alternative markets. A recent news analysis confirms that the Indian government is shifting its 

export orientation toward non-U.S. markets for medium- to long-term resilience (The Times of 

India, 2025c) At the same time, India continues to pursue trade negotiations with the U.S., with 

observers noting that a successful bilateral agreement could significantly enhance India’s 

global trade standing (Business Standard, 2025) 

The “terrain mapping” metaphor accordingly reflects India’s dual approach of tapping new 

preferential zones—including Europe, Japan, and the Middle East—while preserving niche 

access within the U.S., such as wellness or ethnic segments. 

 

 

4. Strategic Edge: The “Engine Room” of Standards, Trust, and Innovation 
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India’s strategic edge derives from its growing infrastructure in regulatory compliance, patents, 

and technological alliances. The pharmaceutical sector illustrates this well: India currently 

holds a 20% share of global pharmaceutical exports by volume, dominates generics and vaccine 

production, and operates the largest number of U.S. FDA-approved facilities outside the United 

States (Wikipedia 2025b)Complementing this, government schemes (e.g., PLI for pharma) 

support advanced drug development, including cell and gene therapies (Wikipedia, 2025b) 

These developments strengthen national ability to uphold quality standards, secure intellectual 

property, and innovate—thus reinforcing the “engine room” metaphor: strategic capabilities 

that elevate India’s position in global value chains and signal credibility to alternative markets. 

Integrative Framing 

Together, the four dimensions within the C.U.T.E. framework constitute an integrated 

conceptual lens, not merely a prescription for policy, but a structural model of how India’s trade 

architecture can adapt amidst geopolitical turbulence. Cost operates as “infrastructure 

highways,” uniqueness radiates cultural-ecological capital, target-market adjustments map new 

terrains, and strategic edge serves as the hidden power-source.  A strategic direction oriented 

matrix combining both the axis (Cost advantage as well as Uniqueness and Target Market) is 

shown below with Illustrative Policy measures 

 

Axis Combination Strategic Policy Direction Illustrative Policy Measures 

Broad Market + 

Cost Advantage  

(Cost Corridors) 

Build alternative cost-efficient 

trade corridors to bypass 

sanctioned routes. 

• Strengthen the International 

North-South Transport Corridor and 

Chabahar Port. 

• Develop logistics pacts with 

ASEAN, Africa, and Latin 

America. 

• Implement digital customs 

clearance and multimodal transport 

hubs. 

Broad Market + 

Uniqueness  

(Cultural and 

Ecological 

Branding) 

Radiate cultural and ecological 

uniqueness to attract values-

driven global buyers. 

• Fiscal incentives for ESG 

certification in textiles, FMCG, and 

food processing. 

• Launch “India Values” branding 

campaigns for Ayurveda, 

handicrafts, and eco-products. 

• Expand cultural diplomacy to 

integrate branding with foreign 

policy. 

Niche Market + 

Cost Advantage  

Remap target terrains toward 

friendly and niche geographies 

less affected by sanctions. 

• Deepen trade with BRICS, GCC, 

and African economies. 

• Negotiate preferential trade 

agreements with regional blocs 
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Axis Combination Strategic Policy Direction Illustrative Policy Measures 

(Target Terrain 

Remapping) 

(e.g., RCEP). 

• Expand export credit lines and 

insurance for SMEs targeting niche 

markets. 

Niche Market + 

Uniqueness  

(Strategic Edge 

Activation) 

Activate strategic engines that 

convert compliance into 

competitive insulation. 

• Mandate carbon footprint tracking 

for exporters. 

• Incentivize blockchain-based 

supply chain provenance systems. 

• Expand AI-driven logistics and 

compliance readiness through 

national innovation missions. 

Table 3: Strategic Policy Matrix 

 

5 Strategic Implications 

The framework underscores that sanctions need not solely be treated as external threats. 

Instead, they can function as catalysts for: 

1. Infrastructure Deepening: New transport corridors and digital trade channels. 

2. Brand Repositioning: Eco-cultural identity as a premium differentiator. 

3. Market Diversification: Pivoting trade flows toward emerging geographies. 

4. Innovation in Compliance: Transforming regulatory obligations into systemic 

efficiency gains. 

By embedding these measures, India can reposition itself as a resilient and adaptive economy. 

In the next section, we illustrate taking an Example through a Pharma Giant Dr Reddy 

Laboratories, how the C.U.T.E framework can be applied to corporate giants that can reposition 

India and navigate through the sanctions as well leverage them to drive long-term global 

competitiveness.. 

 

6  Applying the C.U.T.E. Framework to Dr. Reddy’s Laboratories 

In the dynamic landscape of global pharmaceuticals, Dr. Reddy’s Laboratories exemplifies a 

multidimensional strategic posture that can be elegantly decoded through the C.U.T.E. 

Framework as seen in the previous section, a four-dimensional matrix integrating Cost 

Advantage (C), Uniqueness (U), Target Market (T), and Strategic Edge (E). This framework 

not only maps business positioning but also reveals the strategic levers that enable sustained 

competitive advantage. To deepen conceptual clarity and mnemonic retention, each quadrant 

is anchored in a metaphor, transforming abstract strategy into vivid, spatial storytelling. 

  C – Cost Advantage: The Pharmaceutical Highway 
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Dr. Reddy’s foundational strength lies in its ability to deliver high-quality generics at scale. 

This cost leadership is not only operational but also infrastructural. The company has built what 

can be metaphorically described as a pharmaceutical highway: a vast, compliant, and efficient 

route for affordable medicines to reach broad markets. With FDA-certified plants in India and 

abroad, robust logistics, and economies of scale, Dr. Reddy’s has positioned itself as a reliable 

supplier to the U.S., Russia, and Latin America. 

This C1 – Broad Cost Leader quadrant reflects the company’s mastery in navigating regulatory 

corridors and trade facilitation. The strategic edge here, E is the ability to lobby for favourable 

trade terms, leverage Most Favoured Nation (MFN) status, and bypass restrictive pacts through 

bilateral diplomacy. The highway metaphor in Figure below captures the essence of mass 

access: wide lanes, fast movement, and minimal friction. 

 

Figure 2: Broad Cost Leader as Highway for Dr ReddyLabs 

Beyond generics, Dr. Reddy’s has evolved into a hub of innovation, particularly in biosimilars, 

oncology, and novel therapies. This transition marks its entry into the U1 – Broad Unique 

Leader quadrant, where the metaphor of the sun becomes apparent. Like the sun, Dr. Reddy’s 

radiates therapeutic innovation outward, energizing multiple sectors and geographies the  

becomes the strategic edge. 

The strategic edge here lies in IP alliances, regulatory agility, and global R&D partnerships. 

The company’s ability to navigate complex patent landscapes, engage in scientific diplomacy, 

and co-develop with international institutions positions it as a leader in innovation-led growth. 

The sun metaphor emphasizes upward momentum, illumination, and cross-sectoral impact—

making Dr. Reddy’s not just a manufacturer, but a knowledge engine. 

 

https://doi.org/10.33774/apsa-2025-rm6z4-v2 ORCID: https://orcid.org/0009-0002-8527-3288 Content not peer-reviewed by APSA. License: CC BY-NC-SA 4.0

https://doi.org/10.33774/apsa-2025-rm6z4-v2
https://orcid.org/0009-0002-8527-3288
https://creativecommons.org/licenses/by-nc-sa/4.0/


12 
 

 

Figure 3- Uniqueness as Sun For Dr Reddy Labs 

Dr. Reddy’s Laboratories operates across a diverse strategic landscape, navigating both broad 

plains of mass-market pharmaceuticals and niche valleys of specialized, underserved segments. 

The metaphor of terrain mapping helps visualize this duality—where each terrain demands a 

distinct strategic approach, resource configuration, and engagement style. 

In broad markets such as the United States, Russia, and Latin America, Dr. Reddy’s engages in 

high-volume, standardized pharmaceutical delivery. These terrains are characterized by Broad 

Terrains as 

• Wide accessibility Regulatory pathways that are well-defined, and demand is consistent 

across large populations. 

• Standardized formulations that are Generic APIs and biosimilars are produced at scale, 

optimized for cost and compliance. 

• Infrastructure-intensive operations that have FDA-certified plants, global logistics, and 

centralized manufacturing hubs dominate. 

• Strategic posture including Efficiency, speed-to-market, and regulatory mastery. 

These broad terrains resemble open plains—flat, expansive, and optimized for rapid 

movement. Dr. Reddy’s builds pharmaceutical highways across these plains, enabling mass 

access through scale and compliance. 

In niche markets—such as tier-2 cities in India, sub-Saharan Africa, or specialized therapeutic 

domains like women’s health and diabetes—Dr. Reddy’s adopts a more tailored approach. 

These terrains are characterised by Niche Terrain i.e., Valleys of Precision as 

• Localized needs Formulations must adapt to cultural, climatic, and demographic 

nuances. 

• Lower volume, higher specificity Custom APIs, paediatric dosages, and temperature-

stable drugs are common. 

https://doi.org/10.33774/apsa-2025-rm6z4-v2 ORCID: https://orcid.org/0009-0002-8527-3288 Content not peer-reviewed by APSA. License: CC BY-NC-SA 4.0

https://doi.org/10.33774/apsa-2025-rm6z4-v2
https://orcid.org/0009-0002-8527-3288
https://creativecommons.org/licenses/by-nc-sa/4.0/


13 
 

• Trust-based engagement including Ethical branding, patient-centric campaigns, and 

community outreach are essential. 

• Strategic posture including Precision, empathy, and modular innovation. 

These niche terrains resemble intricate valleys—requiring careful navigation, targeted delivery, 

and cultural sensitivity. Dr. Reddy’s deploys irrigation systems here, channelling therapeutic 

flows with strategic precision. 

The strategic implication of the terrain is the ability to operate across both terrains gives Dr. 

Reddy’s a dual-market agility: 

• In broad plains, it scales innovation and cost efficiency. 

• In niche valleys, it deepens resonance and social impact. 

This terrain-based targeting is not just geographic—it’s strategic segmentation, allowing the 

company to align its product, messaging, and partnerships with the contours of each market. 

 

Figure 4:Target Markets as Terrains for Dr Reddy Labs 

The strategic edge metaphor of Dr. Reddy’s laboratories envisions building of highways across 

broad terrains to deliver affordable generics at scale. It radiates sunlight, innovation and 

biosimilars into global therapeutic ecosystems. It maps terrain precisely, irrigating niche 

valleys with tailored formulations and ethical outreach and behind it all, its engine room powers 

each movement, tuned to the quadrant, terrain, and strategic need. 
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Figure 5: Strategic Edge as Engine for Dr Reddy Labs. 

 

All the dimensions are shown in the below Table 3 

C.U.T.E. 

Dimension 
Policy / Firm Action 

 

C – Cost 

Advantage 

Lobby for trade pact exemptions; leverage cheaper labour and logistics 

to remain price-competitive 

 

U – Uniqueness 
Emphasize Ayurvedic, natural, or sustainable value in exports like 

textiles, pharma 

 

T – Target 

Market 

Shift exports toward tariff-free geographies (EU, Japan); identify U.S. 

ethnic/luxury/eco niches 

 

E – Edge 
Use ISO/FDA certifications, strong IPRs, and tech alliances to raise 

entry barriers for others 

 

Table 4: C.U.T.E. Framework Application for Dr Reddy Labs 

 

7 Conclusions 

The U.S. secondary tariffs, initially positioned as a geopolitical tool, have significantly 

disrupted India’s export ecosystem—particularly in textiles, auto-components, 

pharmaceuticals, and engineering goods. The fallout has exposed India’s over-reliance on cost-
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based competitiveness, highlighting the fragility of “China+1” positioning when not backed by 

policy clarity and structural resilience. 

The proposed C.U.T.E. framework (Cost Advantage, Uniqueness, Target Market, and Strategic 

Edge) provides a more adaptive and multi-dimensional response. Unlike Porter’s generic 

strategies, it integrates firm-level choices with national trade policy instruments. Cost corridors 

can mitigate tariff shocks, uniqueness can leverage cultural and ecological capital, target-

market remapping can diversify risks, and strategic edge ensures compliance, innovation, and 

branding resilience. 

The case of Dr. Reddy’s Laboratories illustrates how Indian firms can operationalize C.U.T.E. 

by simultaneously exploiting cost highways, radiating innovation like a sun, mapping terrains 

of diverse markets, and powering these movements through an engine room of compliance, 

partnerships, and IP protection. 

Ultimately, the paper concludes that tariffs and sanctions should not be seen merely as external 

threats, but as catalysts for innovation, market diversification, and systemic strengthening. By 

embedding C.U.T.E. as both a corporate and policy framework, India can reposition itself as a 

resilient, future-oriented economy capable of turning geopolitical constraints into long-term 

strategic opportunities. 
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