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Introduction 

BlackRock, the world’s largest asset management firm with approximately $11.5 trillion in assets, has 

become a prominent player in the industry, growing from a risk management and fixed-income firm 

starting in 1988 to a global powerhouse offering a diverse range of investment products and services, like 

their Aladdin program. This report provides a comprehensive analysis of the company overview, external 

factors, and internal competitive positioning through a series of evaluation tools, including the Business 

Model Canvas, Strategy Analysis, STEEP, Five Forces Model, Strategic Group Map, VRIO, and Value 

Chain Analysis. By examining the internal resources and capabilities, external pressures, and industry 

dynamics of BlackRock, this report aims to uncover the drivers of BlackRock’s success, evaluate their 

competitive advantages, and identify the opportunities and threats within the currently volatile financial 

industry. This deep dive into BlackRock’s strategy and capabilities highlights their role as an innovative 

and globally reaching firm navigating a complex market. By analyzing these areas, a recommendation 

will be made for BlackRock on what they should do next to continue to be the industry leader in asset 

management.  

 

Company Overview 

BlackRock was founded in 1988 by 7 people, headlined by Larry Fink, as an enterprise risk and fixed-

income asset management firm. It received $5 million in funding from Blackstone Financial Management 

in exchange for a 50% stake in the business. By 1989, BlackRock's assets had quadrupled to $2.7 billion. 

As BlackRock grew, they moved into other segments of the industry and began to sell their proprietary 

technology, Aladdin, which stands for Asset, Liability, and Debt and Derivative Investment Network. 

Aladdin initially was built to analyze risk but has expanded to improving communication, efficiency, and 

decision-making in the investment process. BlackRock made its initial public offering on the New York 

Stock Exchange in 1999 for $14 a share while having $165 billion in assets under management. Part of 

this growth can be attributed to BlackRock’s expansion through relationships with global institutions. 

During 2000, BlackRock expanded its role from an asset management company to a technology and 

software provider by selling Aladdin to other firms. BlackRock completed its first major acquisition in 

the 2000s by acquiring State Street Research and Management holding company SSRM Holdings, Inc. 

and merged with Merrill Lynch’s Investment Managers division of PNC. Through these mergers and 

acquisitions, BlackRock expanded its presence in retail and international business. The financial crisis of 

2008 opened a new opportunity for BlackRock to assist the Head of the Federal Reserve Bank of New 

York and analyze Bear Stearn’s mortgage-backed securities assets to determine their value. In turn, 

BlackRock played a vital role in providing global institutions advice on navigating the financial crisis. 

Growing its role as a technology provider, BlackRock focused on developing Aladdin Wealth which 

focuses on providing portfolio construction to financial advisors by selling this system to wealth 

managers. In 2017, BlackRock backed its commitment to the importance of purpose in long-term 

profitability through Investment Stewardship. This initiative drove BlackRock beyond proxy voting and 

engaged with companies to push for long-term solutions that drive financial performance. In 2018, 

BlackRock launched its first Artificial Intelligence lab to accelerate AI use, machine learning, and data 

science to improve outcomes for investors and the firm. Recently, BlackRock increased its focus on 

retirement by creating the BlackRock Retirement Solutions Group because two-thirds of the assets 

BlackRock manages relate to retirement accounts. As of February 2025, BlackRock has grown to become 



the world’s largest asset manager having $11.5 trillion in assets under management. Through its growth in 

the industry, BlackRock has become an investment management firm that serves a variety of clients like 

individuals, corporations, and institutions through a wide range of investment options that include stocks, 

private market investments, real estate, and bonds.  

 

Why BlackRock  

Several factors drove our decision to do a deeper dive into BlackRock. Since BlackRock is the world’s 

largest asset manager, they are in a unique position to help shape the global financial environment. This 

allows them to influence companies across the globe because they hold a relatively large percentage of 

shares of multiple companies. Due to these large holdings, any decision made by BlackRock has the 

potential to shake up markets and influence governance policies. This has caused intriguing concerns 

about whether BlackRock has excessive influence over global markets. In addition, BlackRock has 

become an innovative company, for example developing Aladdin, which allowed them to expand beyond 

asset management. This is particularly interesting because it allows BlackRock to use more data-driven 

decisions in-house and become a technology provider to partners and clients. Finally, BlackRock’s rise to 

a global superpower in regards to investment and management has made us want to learn more about the 

reasons for their expansion in other segments, like technology and AI, and how these decisions relate to 

their overall strategy and view of future market and industry trends.  

 

 

Business Model Canvas 

The business model canvas is a tool used to assess the company’s actions and how they deliver on their 

value proposition. The main categories used in this tool are key partners, activities, resources, value 

propositions, customer relationships, customer segments, channels, cost structure, and revenue streams. 

This approach provides a more holistic view of the key elements of the company and identifies areas that 

need to be aligned to create new or maximize existing value. It is used by individuals when first starting a 

new business model for a new company or implementing a new strategy to an existing business to 

determine how different elements need to be adjusted to deliver value to the new strategy.  

 

BlackRock Business Canvas Model 



The Business Model Canvas above is broken down into 8 different segments that contribute to the value 

proposition in the center. The value proposition distinguishes BlackRock from its competitors and how it 

will provide value to the consumer. The key partners, activities, and resources are organizations, actions, 

and necessities needed for the day-to-day operations of BlackRock. These partners include technological 

organizations for the continued development of AI and data analytics, financial institutions, and 

exchanges like Coinbase to diversify investment opportunities.14 Their key activities are managing 

investments, market research, and R&D for in-house software applications which it achieves with its key 

resources of human capital, intellectual property, and large volume of assets under management. The cost 

structure and revenue streams are the expenses and revenues of the organization which include 

operational costs, transaction fees, and marketing expenses. The customer segments are the groups of 

consumers that BlackRock serves. This group is quite diverse, spanning from individual investors with 

different investment appetites to corporations and larger institutions like endowments and pension funds. 

Key Partners 

- Microsoft 

- Governments  

- Financial Institutions  

- Industry Regulation 

Organizations 

- Snowflake 

- Kyriba 

- Coinbase 

- Intercontinental 

Exchange 

Key Activities 

- Asset Management 

- Risk Management 

- Financial Market 

Research 

- Research and 

Development 

- Client Acquisition 

Value Propositions 

- Wide knowledge-base 

- Trusted advisors  

- Alpha-generating 

financial products 

- Client-Centered 

- Variety of Investment 

types 

- Focus on long-term 

investing 

- Advanced Technology 

- Multiple Services 

Customer 

Relationships 

- Aperio subscribers 

- Financial 

institution 

representatives  

- Educational 

Investment 

Platform 

- Servicing and 

customized advice 

Customer Segments 

- Young investors 

- Retirement-age  

investors 

- Companies 

- Younger married 

couples 

- Established 

families 

- Global investors 

- Institutional 

Investors 
Key Resources 

- Human Capital 

- Research 

Technology  

- Intellectual 

Property (AI, 

research) 

- Financial analytics 

technology  

- Assets under 

management 

Channels 

- ETFs 

- Target-Date funds 

- Common stock  

- Fixed income 

products 

- Financial 

planning/advising 

- Aladdin (risk 

measuring tool) 

- Aperio (portfolio 

analysis tool) 

- Phone Investing 

App 

- Website 

- Family Offices 

Cost Structure 

- Market transaction fees  

- Fixed office expenses  

- Research and marketing expenses  

- Regional-specific expenses (taxes, operational fees, etc) 

- Compliance Costs 

- Employee Compensation 

Revenue Streams 

- Trading Fees on Financial Products 

- Advising fees 

- Aperio subscription fees 

- Aladdin subscription fees  

- Consulting Fees 

- Security Lending 



The customer relationships are the type of relations that BlackRock establishes with customers, which are 

also quite diverse given the many differences among their target customers. BlackRock utilizes its 

technological services, educational investment platforms, and customized investment plans from financial 

advisors to create and sustain these relationships. Channels are the mechanisms that BlackRock uses to 

distribute its products to the customer to generate revenue, which includes its website, mobile investing 

app, Aladdin (risk management software), Aperio (portfolio management software), and its financial 

advising capabilities.10 Each of these segments overall contributes to specific parts of its value 

proposition, which primarily focuses on being a client-centered firm that creates long-term returns for a 

variety of investments driven by backed data and risk analytics through its trusted advisor and global 

reach.  

 

From our analysis of BlackRock’s Business Canvas Model, we have concluded that they are a very 

innovative company that prioritizes customer financial well-being. This innovation can be seen in the use 

of their software, Aladdin, which combined risk analytics and portfolio management in a way that was 

new to the industry in the 1980s. This continued development of their software allowed BlackRock to 

expand its revenue streams beyond management and advisory fees to software licensing and 

subscriptions. In addition, BlackRock has a continued interest in being transparent and reducing risk for 

customer investments. This can be seen in their continued research and investment in risk and data 

analytics software, including artificial intelligence, to seek the best investments for long-term returns. 

They also want to be a customer-focused firm by serving a large variety of customers seen by individual 

investors, old and young, corporations, institutional investors, and global investors. They achieve this by 

having a large variety of channels like websites, family offices, and investment options available through 

applications that give the customer customized investment plans based on their desired risk level. To have 

investment opportunities, BlackRock values its economies of scale.9 Growing themselves to become the 

largest asset management company makes them a secure organization in the eyes of investors to place 

their money and retain their status of a trusted advisor. In addition, this scale allows BlackRock to invest 

in diverse sectors across the globe, making it resistant to market fluctuations and risk in a singular 

geographical region. To sum up, based on our Business Model Canvas for BlackRock and the outside 

commentary we have read, we believe BlackRock is a consumer-focused, research-driven, innovative, 

and global company that does a great job of leveraging its resources to continue bringing value to the 

company and its shareholders.  

 

Strategy Analysis 

The corporate strategy analysis is used to assess and revise a business’s strategy and direction. It 

highlights the objective or goals of the business, its scope, where the company will compete, and its 

advantage, specifically what makes it better than competitors. Analyzing corporate strategy through this 

lens allows businesses to carefully construct a communicable strategy statement throughout their 

organization that effectively directs the action of each employee. 

 

BlackRock Strategic Analysis 

Objective: BlackRock’s objective is to become the largest asset management firm by sustainable and 

responsible business practices, maximizing long-term investment returns, and enhancing technology for 

data-driven decision-making. 



Scope: BlackRock operates internationally in 38 countries and offers a wide range of assets including 

stocks, ETFs, private equity, real estate, bonds, and commodities, and seeks broad customer segments 

both risky and risk-averse investors built by the variety of investments offered for different risk 

appetites.  

Advantage: BlackRock has gained an edge from its economies of scale offering lower costs than 

others, the Aladdin software that provides portfolio management tools and risk analysis giving an edge 

in detailed decision making, and its diversification that delivers returns while reducing risk.  

 

From the analysis above and recent decisions by BlackRock, the stated strategy aligns with their emergent 

strategy which is evident through the recent actions they have completed. BlackRock’s objective of 

becoming the largest asset management firm drives its actions in acquisitions. Recently, they bought a 

private credit firm, HPS Investment Partners, for $12 billion which their CEO, Larry Fink, said would 

allow them to expand the number of public and private investment products available to BlackRock 

customers.5 This directly builds into BlackRock’s advantage of economies of scale by expanding its 

assets under management. Not only does BlackRock use its Aladdin program to make data-driven 

decisions, they have recently partnered with Microsoft to build data centers and AI infrastructure which 

they view as a multi trillion long-term investment opportunity.14 This action aligns almost perfectly with 

BlackRock’s planned strategy by enhancing technology to drive data analytics of the riskiness of 

investments for customers. In addition, these data centers tie in well with BlackRock’s AI labs which are 

being used to integrate AI into its decision-making process. BlackRock also recognizes the priorities of its 

customers and has appointed a new head of sustainable and transition solutions role for its business in 

Europe, the Middle East, and Africa.11 This aligns with its goals of utilizing sustainable business practices 

and expanding its global footprint by meeting the demands of the clients in the region where sustainable 

and transition investing is greatest. Throughout BlackRock’s history and up through recently, their 

emergent strategy exemplifies their planned strategy showing that BlackRock values the importance of 

committing to their words through their actions.  

 

BlackRock’s main objective is at the heart of everything they do, it influences every facet of their 

business dealings and operations, as the main objective does for any business. They are specifically 

dedicated to sustainable growth, shareholder value both internally and for their customers, and 

technological innovation. As an investment firm, BlackRock needs to follow through on their stated 

strategy, so customers view them as a safe and secure firm. By backing up their strategy with transparent 

actions. BlackRock builds and maintains trust with their customers ensuring them that their investments 

are managed with expertise,  a long-term focus, and the ability to deliver value. A SWOT analysis done 

on BlackRock that is now on Yahoo Finance points out that their size is one of their major strengths, as it 

allows them to have a major influence on the industry itself and, as mentioned previously, secure 

economies of scale.6 This would suggest that their growth-centered business objective would continue to 

be a priority for them, as it also helps contribute to their competitive advantage as a business. BlackRock 

grows by pursuing the other major components of its objective. It needs to be able to innovate to make 

smart financial decisions that maximize the long-term returns of its investments to continue to be a trusted 

resource that all investors can turn to. BlackRock’s planned and emergent strategy focuses on growth, 

innovation, and creating value for its customers reinforcing its main objective of being the largest asset 

management company.  

 



Since BlackRock’s main objective is to become the largest asset management firm, they have aligned 

their key business activities and resources to maximize their market potential through economies of scale 

and data-driven by Aladdin. However, there are forces that will affect their ability to achieve such an 

objective that are also outside of their control, such as the macro-environment surrounding the industry 

itself. Understanding BlackRock’s current position within the asset management industry provides 

valuable context for evaluating the environment in which it operates. As a global leader in asset 

management, BlackRock is constantly affected by external forces, such as economic, political, and 

technological forces, that shape both risks and opportunities. To remain at the forefront, the firm must 

anticipate, adapt to, and strategically respond to these external dynamics. The following section applies 

macro-level analysis tools, including the STEEP analysis, Porter’s Five Forces and Strategic Group Map, 

to examine how the broader environment influences BlackRock’s current and future strategies. This 

analysis serves as a foundation for identifying areas where BlackRock can capitalize on opportunities in 

the overall industry and strengthen its weak points against threats from other firms and macroeconomic 

forces.  

 

STEEP Analysis 

The STEEP analysis is used to identify what is currently going on in the environment and what is likely to 

happen in the future in the area where a business operates. This analysis accounts for changes and trends 

in the sociocultural, technological, economic, environmental, and political environment. Having a 

manager focus on a macro-environment analysis allows them to think beyond the immediate business 

operations, derive insight, and anticipate potential external factors that could affect the business to tailor 

strategic decisions and operations. 

 

BlackRock’s STEEP Analysis 

Sociocultural  

● Shifting demographics to a larger portion of the elderly in comparison to adolescents (Threat)42, 

24 

● Prevalence of views concerning social responsibility towards clean energy and environmentally 

friendly policies (Opportunity)10, 34 

● Consumer preferences towards remote work and digital automated investment opportunities 

(Opportunity)29, 24 

Technological 

● The boom of AI and machine learning (Opportunity)43, 4 

● Increased interest in investment in cryptocurrency (Opportunity)16, 18  

● Access to big data to make informed decisions using analytics has grown significantly 

(Opportunity)4, 12 

Economic 

● High inflation is causing consumers to cut spending by the largest amount in the last four years 

(Threat)27, 39 

● The Fed is holding interest rates steady at around 4.5% and is looking to ease in the future 

(Threat)27, 39 

● Unemployment levels decreased to 4% in January continuing a downward trend 

(Opportunity)27, 40 

Environmental 



● Climate-related and low carbon shift in investment and corporate strategies (Threat)8, 34 

● Increased pressure and regulation by governing bodies around the world to implement stricter 

environmental sustainability policies (Threat)8, 34 

● Increased natural disaster occurrences like fires in California and hurricanes on the eastern 

coast could disrupt supply chains (Threat)8, 34 

Political 

● The threat of tariffs on global trade could lead to disruptions in the market, global trade 

patterns, and increased volatility in assets (Threat)11, 14 

● Proposal of tax cuts on corporate income and eliminating tax on tips, social security, and 

overtime by Trump administration (Opportunity)11, 30 

● Global geopolitical tensions involving the Middle East, Russia, China, and NATO could 

significantly impact global markets (Threat)11, 38 

 

The STEEP analysis is broken down into 5 macro-environment segments that contribute to the current 

conditions of the industry and future predictions of what could happen. This chart was created by 

researching current events or trends that could affect BlackRock’s business. Since BlackRock is an 

investment and asset management firm, the trends we identified focused on what could change the 

outlook within this industry. These trends were then identified as threats or opportunities based on the 

potential effect they could have on BlackRock. The sociocultural factors look into cultures, norms, 

behaviors, and demographic shifts in the population. BlackRock will face shifts toward an elderly 

population and changing consumer preferences with sustainability and remote work. The technological 

factors encompass emerging technologies that may disrupt the industry, which big data, artificial 

intelligence, and cryptocurrency have already started to do. The economic factors capture the shift in 

economic indicators that could affect BlackRock like high inflation, interest rates, and unemployment 

levels. The ecological factors account for broad environmental issues pertaining to climate change, 

natural resources, or sustainable business practices. BlackRock is most likely to be affected by low carbon 

shifts in strategies, pressure from governments to limit pollution, and increased natural disasters due to 

climate change that affect the supply chains of their investments. The political factors concern 

governmental actions and laws that affect the way or return BlackRock experiences. Due to the recent 

volatility in the political space, BlackRock will experience disruption from tariffs, tax cuts, and 

geopolitical tensions in Europe and the Middle East. Each of these factors contributes to BlackRock’s 

decisions to alter their strategy to best minimize the threats or utilize potential opportunities. 

 

Overall, the opportunities that BlackRock has from the STEEP analysis set them up for success in the 

future. Even though there are threats in the economic, environmental, and political areas, most of these 

threats seem temporary or have gone on long enough for BlackRock to have a better understanding of the 

potential repercussions. The most significant opportunities that BlackRock is facing deal with AI and the 

prevalence of big data. BlackRock has already invested significant capital in research into these areas and 

the utilization of this technology will allow BlackRock to make more informed decisions by being able to 

process more information in less time than a human manager or advisor could do. This will help the 

shifting sociocultural preferences towards automated online investments as AI will be able to scrape data 

and automatically make informed decisions for an investor. BlackRock will likely see a decreased amount 

of investment by retail investors as interest rates and inflation remain high as people can invest in less 

risky options for a similar return. Also, as the demographic shifts towards an elderly population, 



BlackRock will see investors shift to less risky, passive investment strategies for retirement. While 

inflation and interest rates are a threat for BlackRock, these measures seem likely to continue a downward 

trend in the future which will greatly help BlackRock see a return of their customer base. In addition, tax 

cuts will put more money back into the investor's pocket which will help BlackRock’s assets under 

management. The biggest threats BlackRock faces are environmental and global tensions, especially the 

tariffs and regional wars. With BlackRock being a global investment firm with operations in 38 countries, 

they are vulnerable to regional wars, tariffs, or natural disasters that could affect supply chains. However, 

being the largest asset management firm globally has helped them reduce the volatility they see overall as 

they have diversified their investments to reduce the fluctuations overall from regional and global 

disruptions. In conclusion, the recent technological boom has provided for BlackRock to continue to be 

an innovative investment firm integrating AI with their Aladdin program allowing them to use more data 

to effectively decide what investment strategies are best given the threats they face in the economic, 

environmental, and political sectors.  

 

Five Forces Analysis 

The Five Forces analysis helps managers understand the major participants like the suppliers, buyers, 

competitors, entrants, products of an industry and how they affect the product potential of that industry by 

identifying low, moderate, or high areas of power within a force. Using this analysis identifies ways a 

business could increase its profit potential in comparison to other participants. Profit is not only generated 

between competitors but also by creating value with other industry competitors like suppliers and buyers. 

 

BlackRock’s Five Forces Analysis 

Negotiating Power of Suppliers (Low) 

● Low supplier concentration22, 28    

● Low differentiation of inputs22, 41  

● Low switching costs to different suppliers22, 41 

● High levels of substitute inputs22, 41  

● Low threats of forward integration by suppliers22, 20  

Negotiating Power of Buyers (High) 

● High buyer volumes6, 2 

● Low buyer switching costs2, 15  

● High information available to buyers5, 9   

● High seller dependence on buyers6, 2   

● Low threat of backward integration by buyers6, 2 

● Low levels of product differentiation22, 35  

● Substitute products available to buyers22, 35  

Level of Rivalry Between Competitors (High) 

● High exit barriers in the industry5, 9  

● High levels of industry concentration2, 20  

● High fixed costs to operate4, 5  

● High industry growth32. 44  

● No overcapacity in the industry2, 3  

● Low product differences22, 35  

● Low switching costs for buyers7, 15  



Threat of New Entrants (Moderate) 

● High economies of scale within the industry9, 19  

● High brand equity6, 9  

● High capital requirements23, 17 

● Low switching costs for buyers2, 15  

● Easy access to distribution channels36, 37  

● Some government policies restrict industry25, 33  

● Easy access to necessary inputs28, 22  

● Limited learning curve benefits for incumbents4, 17 

● Limited expected retaliation from incumbents2, 36  

● Limited patent and trademark protection22, 4  

Threat of Substitute Products (High) 

● Low switching costs15, 7   

● High buyer inclination to substitute25, 26 

● Low price-performance tradeoff15, 3 

● Easy ability to substitute25, 26  

 

The Five Forces analysis focuses on five external factors to the firm and how these factors affect the 

profit potential of the industry. For each, research was completed to determine whether each bullet point 

increases or decreases the overall force to low, moderate, or high. Research was done for each bullet point 

to decide how each factor contributed to the investment and asset management industry. In this industry, 

there is low negotiating power of suppliers because there are many suppliers of investment opportunities 

like stocks, bonds, and commodities, ample substitutes for BlackRock’s inputs, and low threat of forward 

integration by suppliers given BlackRock’s large economies of scale. The negotiating power of buyers is 

high based on the high buyer volume in the asset management industry, low switching costs, BlackRock’s 

dependence on investors, and the availability of similar investment products. While BlackRock does not 

face backward integration by buyers because of their economies of scale, this does not reduce buyers 

enough to lower the level to moderate. The rivalry between competitors is high because there are high 

investments to enter and operate in the industry and few major players in the industry with similar 

products. The threat of new entrants is moderate. While large investments are needed in brand equity and 

infrastructure, the limited patents, retaliation, and low switching costs for buyers increase this force to a 

moderate level. The threat of substitutes is high because of the low switching costs and the recent rise of 

personal investment platforms that allow investors to substitute easily. The overall trend of these forces 

being on a higher level lowers the industry profit potential for the asset management industry. 

 

Based on this Five Forces Analysis for BlackRock, the investment and asset management industry 

appears to be a place where it is somewhat difficult to constantly improve profits.  Even though its 

suppliers have relatively low negotiating power, buyers have a lot of power, there is a very high rivalry 

between competitors, a decent threat of new entrants to the market, and a very high threat of substitute 

products. BlackRock is fortunate that its suppliers do not have too much negotiating power. The company 

is free to openly and easily make its portfolios with a variety of security types. In addition, they are able 

to find competitive prices since the market is very saturated with similar securities. As a result, their 

profits are not going to be affected by any one specific supplier given that there are plenty of others to 

choose from and that prices are determined more by market factors rather than supplier power or 

preference. However, the rest of these forces impacting the finance industry as a whole do have an effect 



on the company’s ability to grow profits. The first is the fact that the buyers in the industry have a high 

ability to negotiate. Just like how BlackRock has the ability to go and find its supply just about anywhere 

in the market, buyers of financial products have that same capability and freedom. In order to stay 

competitive and profitable, BlackRock has to maintain a competitive advantage within its products and 

ensure that its price is deemed acceptable by the majority of the market, otherwise, they will lose demand 

and profits to competitors with more quality offerings or better prices. BlackRock is also in a very 

competitive industry with very high rivalry between competitors. Besides the real estate investments 

BlackRock has, the other investment types in their portfolios are available to competitors, and their 

competitors could theoretically produce similar portfolios and returns. This industry is also very 

concentrated, especially the established asset management firms. Higher competition means more fights 

for market share and thus profits, which could hurt BlackRock’s margins. The financial market itself is 

somewhat difficult to enter, as it requires a large amount of upfront capital investment and is already full 

of established companies with high economies of scale, but it is very much still a risk for BlackRock. The 

recent surge in popularity of apps like Robinhood attests to this which could pose a larger threat in the 

future as they continue to get more established in the market. However, given that there have not been too 

many major changes to the market in terms of the major competitors, we see this more as a moderate 

protector of BlackRock’s profits than a threat at this point. Finally, as mentioned earlier, there is a very 

high threat of substitute products. Given that many of their financial products are composed of publicly 

traded securities with readily available public information, BlackRock’s competitors can offer virtually 

the same products that BlackRock offers. To summarize, the industry profit potential of this industry is 

low as firms will have to sacrifice margins as competition remains high and buyers can readily switch 

between firms or investment opportunities. 

 

Strategy Group Analysis 

A strategic group map is a chart that visually represents an x,y axis graph of businesses in the same 

industry based on two distinct elements. It is used to identify businesses in a cluster or with similar 

strategies, which gives managers an idea of where they stand in comparison to competitors or potential 

business threats. Using this tool, managers can understand the competitive landscape and make informed 

strategic decisions about positioning or products.  

 

BlackRock Strategic Group Map 



 
Sources 1, 13, 16, 18, 21, 31, and 35 were used to make this map. 

 

As BlackRock is in the investment and asset management industry, this strategic group map was created 

by looking at a variety of firms in this industry and ranking them on expertise and total assets under 

management. Expertise is based on the human capital and advisory capabilities of the firm. More 

specifically, the ability for the firm to offer tailored investment advice based on the customer's 

preferences. Robinhood, Coinbase, and Rocket Money were identified to have low expertise because their 

applications and services are for personal investment and do not offer much advice to their customers. 

Many decisions are left for the investor to make on their own. BlackRock, JP Morgan, Charles Schwab, 

and the others on the right side of the graph were identified as having more expertise as they offer 

personalized advisory services and in-depth knowledge of the markets through their human capital and 

technology. Assets under management combine the size of the firm with the diversification available to 

investors. The treasuries and blue group of companies on the left side offer 1-2 investment opportunities 

on their platforms and manage less capital from investors. The gray circles offer many different types of 

investment opportunities like stocks, bonds, ETFs, and real estate while also managing a significant 

amount of assets. The green circles offer fewer investment types usually sticking to more stocks or index 

funds than the gray circles and manage less capital. Using this map, BlackRock can see where they stack 

up against competitors and identify potential threats or opportunities within the market.  

 

From the strategic group map, BlackRock can conclude the strategy that each competitor is following. 

The blue circles are following a cost leadership strategy. Robinhood, Coinbase, and Rocket Money are 

focusing on reaching a lot of customers for a lower cost through an easy-to-start account and lower fees 

and costs. Each of these firms has an application that is easy to download and has a quick registration 

process that allows the customer to quickly start investing on their own. The tan circles or the treasuries 

are also using a cost leadership strategy, as they offer bonds at the lowest rates available to investors in 

large quantities. The green and gray circles follow a differentiation strategy by offering specialized advice 

and investment types. The only difference between these groupings is the size and the gray circles 

offering slightly more investment opportunities. BlackRock has situated itself well within its strategic 



grouping, capitalizing on being the largest and offering established expertise by building a personalized 

and trusted brand within its customer base. With the rise of AI, BlackRock will need to continue to 

develop its technology to maintain its edge in expertise among similar firms. This poses the greatest threat 

to BlackRock as other firms could rival the advisory capabilities of BlackRock. In addition, BlackRock 

could look to expand its reach to areas that Coinbase and Robinhood capitalize on by creating user-

friendly software that allows retail investors to invest on their own. While BlackRock offers very 

personalized services for their investors, not everyone wants to pay for advisory fees and services. This 

could signify an opportunity for BlackRock to expand its customer base by combining their Aladdin 

program with retail investing in an easy-to-use application allowing BlackRock to still offer advice 

without having to pay for advisors. BlackRock has established itself as a top firm within their grouping on 

the map but could look to incorporate some cost leadership strategies into its strategy to expand their 

customer base.  

 

Analyzing the opportunities and threats identified within the STEEP analysis as well as competitor forces 

within the industry, BlackRock has situated themselves with the best in the industry to tackle the 

obstacles that lie ahead. The most pressing threats they face are the environmental, economic, and 

political circumstances, as well as the level of rivalry among competitors and threat of substitute products. 

How BlackRock responds to these external pressures depends heavily on the utilization and allocation of 

resources, systems, and structures it has in place. The next section leverages strategic tools, specifically 

VRIO and Value Chain Analyses, to evaluate BlackRock’s internal strengths, sources of differentiation, 

and operational efficiency. By exploring these internal elements, we can better assess how well-equipped 

BlackRock is to sustain its competitive edge and deliver long-term value in an increasingly complex 

market landscape. 

 

VRIO  

The VRIO analysis is used to identify internal resources and capabilities that may be a key source of 

competitive advantage by focusing on whether these resources or capabilities are valuable, rare, 

inimitable, and organized. VRIO provides a means for a firm to focus on the most valuable resources 

when developing a strategy by building on strengths or reworking weaknesses. This allows for the firm to 

develop and sustain distinctiveness among its competitors.  

 

VRIO Analysis 

Resource Valuable? Rare? Hard to 

Imitate? 

Organized? Competitive Result 

Aladdin4, 5 - Resource Yes Yes Yes Yes Sustained Competitive 

Advantage 

Local Market Expertise6, 9 

- Resource 

Yes No Yes Yes Temporary 

Competitive Advantage 

iShare ETFs2, 16 - 
Resource 

Yes Yes Yes Yes Sustained Competitive 
Advantage 



Brand Reputation 11, 19 - 

Resource 

Yes Yes Yes Yes Sustained Competitive 

Advantage 

Financial Capital13, 16 - 

Resource 

Yes No Yes Yes Temporary 

Competitive Advantage 

Human Capital9, 14 - 

Resource 

Yes Yes Yes Yes Sustained Competitive 

Advantage 

Investor Education6, 16 - 

Capability 

Yes No No Yes Competitive Parity 

Sustainability/ESG 

Focus7, 18 - Capability 

Yes No No Yes Competitive Parity  

Data Infrastructure17, 20 - 

Resource 

Yes No  Yes Yes Temporary 

Competitive Advantage 

Leadership Team9, 14 - 

Resource 

Yes Yes Yes Yes Sustained Competitive 

Advantage 

 

The VRIO analysis determines the competitive result of a firm’s resources by identifying whether those 

resources are valuable, rare, hard to imitate, and organized. This chart was built by identifying key 

resources or capabilities of BlackRock and what each fulfills. Resources were classified as items that a 

company owns, like assets or capital. Capabilities were classified as what BlackRock can do, like offer 

education. These resources were then determined to be a sustained competitive advantage, temporary 

competitive advantage, or competitive parity based on their qualifications. Sustainability/ESG factors and 

investor education were identified as competitive parity because it is valuable and organized within 

BlackRock, but when looking at other firms in the investment industry, they are not rare or hard to 

imitate. Many different firms offer similar investment products, like ETFs and bonds, or focus on 

sustainability. BlackRock’s financial capital and data infrastructure are considered temporary competitive 

advantages because of their nonrarity. They both are valuable and organized within BlackRock, and both 

are hard to imitate because of the capital investment needed to expand globally and create a secure data 

repository cloud system. However, many firms have expanded globally, and in today’s environment, 

every company has invested in data infrastructure. Aladdin, iShares ETF, reputation, human capital, local 

market expertise, and their leadership team are sustained competitive advantages for BlackRock. All of 

these are valuable, rare, hard to imitate, and organized to capture value within the firm. Aladdin, being 

protected by international copyright laws, is the most protected sustained competitive advantage for 

BlackRock besides the large capital investment it would take for another firm to create a similar software. 

The iShares ETFs are specific to BlackRock and benefit from their economies of scale by costing less 

than active mutual funds. The most unique competitive advantage BlackRock has is the leadership team 

headed by Larry Fink. This leadership is hard to imitate as he has brought stability within the organization 

and been recognized as CEO of the decade and CEO of the year seven times. Their brand reputation, 

human capital, and local market expertise have been built over time and reached a sustained competitive 

advantage thanks to the Aladdin program and leadership team. Each of the resources or capabilities 

creates value for BlackRock and influences where BlackRock allocates funds to drive overall 

profitability.  



 

Currently, BlackRock is heavily investing and maintaining their sustained competitive advantages, 

receiving large payoffs in their performance. BlackRock’s investment in their Aladdin program further 

separated it from competitors by integrating generative AI as a copilot, allowing real-time data analytics 

for BlackRock and its clients. This has resulted in over 200 institutions using the Aladdin program and 

generating a substantial recurring software-as-a-service revenue.  The iShares ETFs generated net inflows 

of $107 billion in Q1 of 2025 while maintaining a lower expense ratio compared to other mutual funds, 

highlighting the competitive advantage. Their human capital is also a valuable resource for BlackRock as 

it helps build their brand reputation and leadership team. As such, they have partnered with Willion 

Network, Inc. to develop new training and certification programs for their employees to help face 

challenges and increase expertise in emerging markets. While they are not investing as much into their 

brand reputation and leadership team, these have been gradually built over time to a point now where 

investments in these areas will not largely shift the value they create. BlackRock is still investing in their 

local market expertise and data infrastructure; however, given recent trends in technology, these could be 

temporary. While it does require significant capital to expand globally like BlackRock, many firms are 

investing in global markets and stock exchanges as a diversification tool, much like BlackRock has. Even 

though no one has the significant assets under management like them, firms like Vanguard are slowly 

closing the gap. Investor education and sustainability are not a priority for BlackRock to elevate to a 

sustained competitive advantage. Since they are more focused on providing quality products and services 

to their clients first, creating additional educational material for independent investors has become more 

of a secondary activity for the firm. In the same way, sustainability takes a back seat compared to 

generating alpha, and, while they are an ESG-conscious organization, they do not allow it to completely 

dictate all of their major decisions. BlackRock holds multiple sources of competitive advantage that have 

elevated them to a global power in the asset management strategy, but growing competitors have forced 

BlackRock to continuously invest its most unique assets to maintain market leadership. 

 

Value Chain Analysis 

Value Chain analysis aids in strategic mapping and identifying sources of competitive advantage for a 

firm by breaking down key activities of the firm. This analysis examines activities involved in creating 

and delivering a product or service to determine areas for improvement or competitive advantage. As a 

result, the firm can assess the significance of specific firm activities and make decisions regarding activity 

restructuring, resource allocation, and potential in- or outsourcing of activities.  

 

Value Chain Analysis 

Primary Activities 

Activity Description Value Added 

Inbound Logistics4, 5 - Key 

Activity 

Sourcing financial data, market 

trends, and inputting global data 

into the Aladdin program. 

Enhances investment decision-

making with real-time data, 

reducing overall risk. 

Operations3, 13 - Key Activity Portfolio management, risk-

analysis, trading, and rebalancing. 

An efficient, organized, and 

scalable way to bring value to 

clients and shareholders. 



Outbound Logistics2, 6 Delivering Investment products to 

investors through financial 

advisors. 

Easy product access to global 

investors through digital platforms 

and advisors. 

Sales and Marketing1, 21 Market brand consistency to gain 

trust, sell both products and 

financial advisory services.  

Creates investor loyalty, attracts 

more investments into their funds, 

and grows their Economies of 

Scale.  

Service2, 6 - Key Activity Advisor Support, Relationship 

Management, Personalized 

Service, Portfolio Reporting. 

Furthers client trust, builds on 

brand reputation. 

Secondary Activities 

Technology4, 17 - Key Activity AI, Aladdin, digital financial 

models, trading software, and 

other innovative financial tech 

products. 

Supports smooth operations and 

ensures profit-generating activities 

are completed efficiently.  

Infrastructure6, 17 Data centers, legal and 

compliance teams, global offices, 

regional advisors, executive team.  

Ensures BlackRock meets the 

complex global environment 

regulations and customer needs. 

Human Resource Management9, 

12 

Emphasis on purpose-driven 

culture and employee well-being. 

Helps bring in and retain the best 

talent in the investment industry. 

 

The Value Chain analysis focuses on primary and secondary activities of the firm and how these 

contribute to the profit margin or add value to the firm. For each activity, research was completed to 

understand BlackRock’s specific activities that fit under each subcategory. For inbound logistics, 

BlackRock creates value by enhancing decision-making through data sourcing, identifying market trends, 

and refining Aladdin software. Their operations add value to the firm through portfolio management and 

risk analysis, creating an efficient way to bring products to clients. The outbound logistics involve 

delivering investment products through financial advisors to clients and investors. While BlackRock does 

not advertise that much, their sales and marketing lean more towards reporting returns and capital gains to 

create investor loyalty and attract more investments into their funds. Their services include advisor 

support, personalized services, and relationship management. These further build on their client trust and 

relationships, pulling in more money for investments while also building their brand reputation. These 

primary activities form a mutually beneficial relationship with the resources identified in the VRIO 

analysis. The secondary activities were identified as technology, infrastructure, and human resource 

management. Each of these plays a significant role in supporting the primary activities, whether that is 

their technology assisting in analyzing market data and trends for portfolio management, or human 

resources management attracting top advisors for BlackRock. BlackRock has used this analysis to identify 

areas for outsourcing, especially in the secondary activities. BlackRock has partnered with Microsoft and 

MGX to develop AI and infrastructure, like data and power centers, for the evolution of AI for 

BlackRock. Each of these activities contributes to the overall success of BlackRock by increasing the 

profit margin or elevating competitive advantages.  

 



BlackRock is one of the most trusted financial asset management companies in the world right now, and 

much of that is due to their strategic use of their resources. Because of smart resource utilization, 

BlackRock has been able to turn most of their resources into competitive advantages, with our analysis 

only finding a few weaknesses that could be strengthened in the coming years. Their Aladdin program 

was built to help BlackRock’s inbound logistics and operations by gathering and interpreting key risk data 

from the financial markets to guide their product offerings. It did so well that they turned it into a product 

on its own, which has become one of the most widely used risk management software in the industry. 

With Aladdin giving them an edge above competitors at the start, BlackRock has grown to become one of 

the largest financial institutions in the world. They have continued to use that to their advantage by 

leveraging their economies of scale in their operations, as they have the ability to create and sell alpha-

generating portfolios at a lower cost than their competitors. Being able to deliver such quality products at 

lower costs has boosted consumer sentiment and trust, in turn fueling growth in the financial services 

sector for BlackRock too. BlackRock’s successful business growth and continued push for innovation 

have not only made it a great company for its customers but also for its employees. Their ability to hire, 

retain, and promote global talent has continued to give them a competitive advantage and will continue to 

for years to come, especially considering they have a veteran leadership team with 30+ years of financial 

expertise and experience. Talent has led to innovation, which has created a global infrastructure built on 

industry-leading technology that also gives them an edge over their competitors. Essentially, our analysis 

found only one area where BlackRock was weak compared to its competitors: marketing. BlackRock does 

not invest too heavily into large global marketing campaigns, and they do not always run typical 

television commercial campaigns, which you see their main competitors such as JP Morgan doing. 

Instead, they focus on relatively local marketing, tabling at different conferences or city-wide events. This 

is a decent strategy, as it shows consumers that a global company is still in touch with its local 

communities, but it does not reach nearly as many people as competitors’ ad campaigns do. This is a 

weakness that can be easily addressed with a marketing budget adjustment and a stronger regional 

presence, and we believe it is something that could continue to give this global giant even more of an 

edge moving forward. Overall, BlackRock is a strong and sound business that continues to dominate the 

finance industry, and their many current competitive advantages are keeping them ahead of the 

competition.    

 

Conclusion 

Throughout our analysis, it has become clear that BlackRock’s continued success stems from its ability to 

innovate, improve customer-centric practices, and do all of this on a global scale. From its origins as a 

risk management firm to becoming the world’s largest asset manager, BlackRock has consistently 

leveraged its strengths, such as its Aladdin platform, its leadership team, and economies of scale, to 

maintain a competitive edge. Our Business Model Canvas and VRIO analysis demonstrate how 

BlackRock’s internal resources, especially its technological infrastructure and human capital, are both 

valuable and difficult to replicate, furthering its ability to compete in the finance industry. However, our 

Five Forces and STEEP analyses highlight the many external challenges BlackRock must navigate, from 

regulatory threats to geopolitical risks and technological shifts. 

Despite these pressures, BlackRock’s proactive strategies, like investing in AI, expanding private 

markets, and building sustainable offerings, reinforce its resiliency and ability to stay competitive. Our 

Strategic Group Map shows that BlackRock leads its competitive set in both expertise and scale, while the 



Value Chain analysis confirms that nearly every core function adds value and supports differentiation. 

While the firm is excelling in most strategic areas, our analysis also reveals areas for potential growth. 

We recommend that BlackRock better integrate Aladdin for individual investors as opposed to just 

institutional investors. There is no one currently offering such an advanced risk-tracking software to 

individual investors, which could give them a sustainable competitive edge should they be able to offer 

another new product and properly protect it from being replicated. Additionally, increasing brand 

visibility through broader digital marketing and emphasizing their sustainability efforts could help attract 

emerging generations of investors who prioritize ESG. Altogether, BlackRock’s integrated approach to 

strategic planning, innovation, and execution confirms its standing as a global financial leader well-

positioned for the future. By taking these additional steps, BlackRock can not only sustain but strengthen 

its leadership in a rapidly evolving financial landscape. 
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