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Questions

1. Discuss how industry structure impacts competitive strategy choice.

2. What does a business have to consider when trying to follow a cost leadership strategy and a differentiation strategy simultaneously? Can you name a company doing this?

3. How can a company achieve a sustainable competitive advantage when its industry becomes hypercompetitive?

4. Why are many strategic alliances temporary?

5. What is a comparative SWOT analysis? What is its value? How is it used?

STRATEGIC PRACTICE EXERCISES

Select two publicly-owned companies within a particular industry, and perform a comparative SWOT analysis for the selected companies.

INDUSTRY:	What is the industry?
Companies: What are the two companies?
Strengths: Compare their strengths.
Weaknesses: Compare their weaknesses.
   Opportunities: Compare opportunities.
Threats: Compare threats.


1.0	QUESTION ONE
Discuss how industry structure impacts competitive strategy choice.

The organizations ability to choose strategies can be significantly influenced by the structure of the industry it operates in. Industry structure refers to factors, such, as the number and size of firms the level of product differentiation and the ease of entering the market (Ghemawat, 2012). These elements directly impact the choices organizations make regarding their strategies. Let’s look at how industry structure can shape these decisions and provide real life examples illustrating how different industry structures can impact an organizations approach.

The number of companies, within an industry plays a role in determining the strategies available to organizations. For instance, when there are a few companies in an industry they might opt for collusion as a strategy. Collusion involves these companies agreeing to work and limit competition in order to maximize profits (Ghemawat, 2012). However, this strategy is only viable when there are companies operating within the industry. On the hand if there are firms, in an industry it can be challenging to coordinate and successfully implement collusion tactics.

The size of companies, in an industry can also influence the choice of strategy. When there are companies in an industry they may opt for a strategy focused on achieving economies of scale. This means that their larger size and access to resources enable them to save costs (Ghemawat, 2012). On the hand smaller companies, in the industry may find it challenging to pursue this kind of strategy.

The level of variation, among products within an industry can also impact the choice of strategy. If there is a range of products in an industry each with unique features companies may opt for a strategy focused on product differentiation. This means they concentrate on setting their product from competitor’s offerings to attract customers (Ghemawat, 2012). However, if the products in the industry are similar to one another pursuing this type of strategy might not be feasible, for companies.
The impact of market entry simplicity can also influence the choice of strategy. When market entry is easy companies have the opportunity to adopt a low cost strategy. In this approach they concentrate on providing a product or service at a price compared to their rivals in order to attract customers (Ghemawat, 2012). Conversely when entering a market becomes challenging companies may find it impractical to pursue this strategy.

The way an industry is organized can also impact the choices companies have for their research and development strategies. In an industry companies have the opportunity to focus on innovation as a strategy. This means they dedicate their efforts to creating products and services in order to maintain an edge, over other players, in the market (Ghemawat, 2012). On the hand if an industry lacks competitiveness companies may find it difficult to pursue such a strategy.

Ultimately the structure of an industry holds sway, over the strategies available to organizations. Various factors such as the number and size of firms the extent of product differentiation and the ease of market entry all play a role, in determining which strategies organizations can pursue. It is crucial for organizations to grasp their industry’s structure in order to make informed decisions regarding their approach.

2.0	QUESTION TWO
What does a business have to consider when trying to follow a cost leadership strategy and a differentiation strategy simultaneously? Can you name a company doing this?

In the competitive business, landscape companies frequently encounter the decision of whether to prioritize cost leadership or differentiation as their primary competitive approach. Nevertheless, certain businesses aim to strike an equilibrium by pursuing both strategies. The following are factors that companies must consider when striving to adopt a cost leadership and differentiation strategy highlighting the importance of alignment, operational efficiency and customer centric approaches.

2.1	Strategic Alignment
2.1.1	Clear Strategic Goals: to effectively incorporate both cost leadership and differentiation a company needs to set objectives. These objectives should outline the company’s plan to cut costs while also providing value to customers. It is essential for these goals to be, in sync, with each other.
2.1.2	Target Market Segmentation: It is crucial to identify groups of customers who're interested in cost effective products or services, as well as those who value differentiation. By understanding which segments prioritize prices and which prioritize features you can tailor your strategies accordingly.

2.2	Operational Efficiency
2.2.1	Supply Chain Optimization: To achieve cost leadership it is important to manage the supply chain to minimize costs at every stage of production and distribution. This involves optimizing operations negotiating contracts, with suppliers and minimizing waste.

2.2.2	Innovation and Product Development: At the time a company aiming for uniqueness needs to allocate resources wisely by investing in research and development to come up with products or services that distinguish themselves in the market. It's about finding the balance.

2.2.3	Cost Reduction Techniques: Implementing cost saving strategies, like manufacturing and process automation can help offset the expenses linked to differentiation initiatives.

2.3	Customer-Centric Approaches
2.3.1	Customer Segmentation: Recognizing the requirements and preferences of customer groups holds significant importance. Customizing marketing approaches, pricing strategies and product offerings according to these segments can greatly amplify the impact of both strategies.

2.3.2	Communication and Branding: It is crucial to have transparent communication regarding the company’s strategies, for cost leadership and differentiation. The branding initiatives should align with the chosen positioning ensuring that customers perceive value in both aspects.

2.3.3	Feedback and Adaptation: It is important to gather input from customers and stay updated on market trends. This enables us to continuously adjust and improve our strategies in order to meet the evolving preferences of our customers.

Successfully implementing both a cost leadership strategy and a differentiation strategy, at the time is a task that requires careful thought and strategic planning. Companies need to align their goals optimize their operations and prioritize customer satisfaction in order to effectively execute these strategies. Although it may be difficult finding the right balance can give companies an edge by catering to a variety of customer preferences and demands.

A company’s strategy can change over time; however, as at September 2021, Dangote Group has previously showcased aspects of both strategies in their business practices. It's important to note that their strategies may have evolved since then. Dangote Group with its range of businesses which includes cement production and consumer goods has successfully implemented a strategy focused on reducing costs by optimizing production processes and benefiting from economies of scale. Additionally, they have distinguished their products by emphasizing quality and branding. As an example Dangote Cement is renowned for its prices, without compromising on the standards of their products.

3.0	QUESTION THREE
How can a company achieve a sustainable competitive advantage when its industry becomes hypercompetitive?

In today’s world businesses are no just competing with their rivals. The competition has gone global with companies, from all corners of the world vying for customers and market dominance. This has led to a landscape in various industries posing challenges, for companies aiming to establish and sustain a competitive edge. However, there are strategies that businesses can adopt to stay competitive in this environment and secure long term success.

To gain a lasting advantage in a competitive industry companies must prioritize innovation. They should aim to create products and services, with features that set them apart from rivals. This can be achieved through research and development embracing technologies or enhancing offerings. Furthermore, businesses should explore ways to improve the efficiency and cost effectiveness of their products or services to gain an edge, over their counterparts.

One valuable approach that businesses can adopt to establish a lasting edge in an intensely competitive industry is, by prioritizing customer experience. It is crucial for companies to make efforts in delivering customer service and maintaining high product quality standards. Achieving this involves investing in customer service training programs and implementing processes that put customers at the center.  Building connections with customers become paramount as it strengthens loyalty and enhances customer retention rates.

Ultimately, it is crucial for businesses to prioritize the establishment of a brand identity. This can be achieved by employing marketing strategies, advertising campaigns and cultivating a brand personality that deeply connects with customers. Furthermore, businesses should emphasize the construction of a presence to enhance their visibility and credibility. By shaping some brand identity businesses can foster an emotional bond, with customers which in turn establishes a sustainable competitive edge, within an intensely competitive industry.

To summarize it is challenging to attain an edge, over rivals in a competitive market. Nevertheless, businesses can strive for success and competitiveness in the run by emphasizing innovation enhancing customer experience and establishing a brand identity. 
4.0	QUESTION FOUR
Why are many strategic alliances temporary?

A strategic partnership is a form of business agreement where two or more companies join forces to accomplish their objectives. Strategic partnerships have gained traction as organizations realize the advantages of collaboration, but a significant number of these partnerships are short lived. Let us delve into the factors behind the nature of strategic alliances.

One of the reasons why many strategic partnerships are temporary is because businesses often prioritize short term benefits. Companies may form an alliance, with an objective in mind such as gaining entry into markets or accessing advanced technologies. Once the desired outcome has been accomplished there may no longer be a need for the partnership resulting in its dissolution. This trend is evident, in the case of Amazon and Flipkarts alliance, where they collaborated to penetrate India’s expanding e commerce sector. After achieving their shared goal, the partnership came to an end.

Another reason why strategic alliances are often short lived is because companies tend to have varying strategies and goals. Although initial goals may align long term objectives often diverge, leading to disagreements between partners and ultimately resulting in the dissolution of the alliance. A prime example of this is the partnership between Apple and Nokia. Initially they joined forces to create a phone utilizing Nokia’s operating system. However, as time went on, their visions for the product differed, ultimately leading to the dissolution of their alliance.

In the end quite a few strategic alliances are short lived because companies often don't have the resources and dedication to maintain a lasting partnership. Companies might enter into an alliance, with the goal of establishing a long term relationship. If they lack the resources or commitment it can lead to the breakdown of that alliance. This is evident in the case of Microsoft and Yahoos alliance, where their intention was to form a long term partnership; however due, to resources and commitment the alliance ultimately dissolved.

In summary there are factors contributing to the nature of numerous strategic alliances. These factors encompass the tendency of companies to prioritize short term gains, the divergence in strategies and objectives between companies and the limited resources and commitment that hinder sustaining long term partnerships.

5.0	QUESTION FIVE
What is a comparative SWOT analysis? What is its value? How is it used?

	A comparative SWOT analysis is a tool that allows us to understand how multiple organizations are strategically positioned within a market. It helps assess the Strengths, Weaknesses, Opportunities and Threats (SWOT) of two or more organizations and compare them to one another. This analysis aids in identifying the advantages and disadvantages of each organization providing insights, into how they can leverage their strengths to gain an edge while mitigating their weaknesses. By examining and contrasting aspects of the SWOT analysis organizations can create strategies to capitalize on their strengths and minimize any potential weaknesses.

Comparing the strengths, weaknesses, opportunities and threats (SWOT) of two or more organizations is a method, for evaluating their positioning. It allows us to assess the advantages and disadvantages of each organization and gain insights, on how to leverage them for an advantage.

The initial stage of conducting a SWOT analysis involves recognizing and assessing the strengths and weaknesses of each organization. Strengths refer to the aspects that give an organization an edge, over its competitors. Some examples of strengths include top notch products, an established brand, knowledgeable staff and a favourable reputation. On the hand weaknesses refer to the factors that put an organization at a disadvantage compared to its competitors. Examples of weaknesses may include resources, lack of experience or a tarnished reputation.

In a SWOT analysis the next step involves identifying the Opportunities and Threats, for each organization. Opportunities refer to factors that can be leveraged to gain an advantage. These can include markets, advancements in technology and shifts, in customer demands. On the hand Threats represent factors that can potentially impede an organizations success. Examples of threats include competition, evolving regulations and economic downturns.

In a SWOT analysis the third step involves comparing and contrasting the Strengths, Weaknesses, Opportunities and Threats of each organization. This comparison helps organizations identify the advantages and disadvantages of each entity providing insights, on how they can gain an edge. By understanding the strengths and weaknesses of each organization in relation to one another companies can devise strategies to leverage their strengths and mitigate their weaknesses.

In summary a comparative SWOT analysis serves as a tool, in comprehending the positioning of multiple organizations within a specific market. It enables the evaluation of the Strengths, Weaknesses, Opportunities and Threats (SWOT) of two or more organizations while facilitating comparisons between them. This assessment aids in identifying the advantages and disadvantages of each organization offering insights, on leveraging strengths and mitigating weaknesses to achieve an edge. Through examination and contrast of SWOT elements organizations can devise strategies to capitalize on their strengths while mitigating their weaknesses.









6.0	STRATEGIC PRACTICE EXERCISES

A comparative SWOT analysis on two publicly-owned companies in the telecommunication industry: MTN Nigeria and GLO Communications, Nigeria.

6.1	INTRODUCTION
The mobile communication sector in Nigeria is quite competitive with numerous companies vying for market share. Among these companies MTN Nigeria and GLO Communications Nigeria stand out as players. To gain insights into their strengths, weaknesses, opportunities and threats conducting a SWOT analysis of both companies would be beneficial. This article aims to delve into the aspects of the SWOT analysis while highlighting the similarities and differences, between MTN Nigeria and GLO Communications Nigeria.

6.1.1	STRENGTHS
MTN Nigeria stands out with its brand recognition. Being the mobile network operator in Nigeria MTN has built a reputation as a dependable and reputable brand, within the industry. This has fostered customer loyalty. Boosted its market presence. Additionally, MTN offers an array of products and services encompassing voice calls, data services and even financial solutions. This diverse range of offerings has allowed MTN to secure a portion of the market while staying ahead of competitors.

GLO Communications Nigeria is widely known for its brand presence being the largest mobile network operator, in Nigeria. They have made investments in their network infrastructure to ensure top notch service quality, for their customers. In addition, GLO has also dedicated resources to marketing campaigns that have contributed to growing brand awareness and fostering customer loyalty.

6.1.2	WEAKNESSES
One area where MTN Nigeria faces challenges is, in its cost structure, which tends to be on the side. MTN has made investments in its network infrastructure leading to increased operating costs. As a result, this has had an effect on the company’s profitability. Has placed limitations on its ability to effectively compete in the market.

GLO Communications Nigeria also faces expenses due, to its network infrastructure investments. These investments have led to operating costs negatively affecting GLOs profitability and hindering its competitiveness, in the market.

6.1.3	OPPORTUNITIES
MTN Nigeria has a chance to benefit from the growing need, for mobile data services. As mobile computing becomes more popular there is an increasing demand for mobile data services. MTN has made investments in its network infrastructure. Is well prepared to fulfill this demand. This situation allows MTN to take advantage of the rising interest, in mobile data services and expand its market presence.

GLO Communications Nigeria can also take advantage of the growing need, for mobile data services. GLO has made investments in its network infrastructure. Is well equipped to meet this demand. This allows GLO to seize a portion of the market and enhance its profitability.

6.1.4	THREATS
MTN Nigeria faces a challenge, with the rising competition in the market. As the market becomes more competitive there is a possibility that MTNs market share could be impacted. This in turn may have effects on MTNs profitability and overall position, in the market.

GLO Communications Nigeria is also, at risk from the growing competition in the market. As competition intensifies GLOs market share may be impacted, which could have an effect on their profitability and overall position, in the market.
6.1.5	CONCLUSION

In conclusion, conducting a SWOT analysis of MTN Nigeria and GLO Communications Nigeria can offer insights, into the strengths, weaknesses, opportunities and threats of both companies. It is worth noting that both companies enjoy brand recognition and have made investments in their network infrastructures. However, they also face challenges due to their cost structures, which hinder their ability to effectively compete in the market. Moreover, they have the potential to benefit from the growing demand for mobile data services. Must be prepared to tackle the increasing competition, in the market well.
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