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ABSTRACT

The purpose of this research project was to establish the implementation of a business focus strategic plan in the telecommunications industry in Saudi Arabia with specific reference to Saudi Telecom Company (STC). The specific objectives were to determine the competitive advantages the company possesses in relation to employee competence, finance, management style, and organizational culture on the implementation of this Strategic Plan to ensure growth in the industry. 

The study used a descriptive research design where two senior employees (Senior Vice President Technology & Operations and Chief Financial officer) were contacted to gather the necessary information for this study. Data collected was analyzed quantitatively and qualitatively, where it provides appropriate analysis. 

Based on the study findings, employee competence is a key component in the implementation of corporate strategies, while financial capability, management style Organizational Culture also play an essential role. From the results, it is clear that employee competence should be improved through training, development, and proper management. The proactivity of management is important to enhance sustainability in today's dynamic business environment. STC, as a multinational entity, possesses certain competitive advantages that propel its market penetration agendas. 

STC has been steadfast in understanding and integrating culture, local beliefs, norms, and values to market enhancement campaigns while venturing into new markets. Creating cultural intelligence has been critical for STC to gain global acceptance in a high culturally diversified market successfully. Business focus strategy is critical in establishing market and competitor intelligence.  Proper research on operations, finance, and the market is essential in the effective application of the strategy. 
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Application of Business Focus Strategy in the Telecommunications Industry in Saudi Arabia: A Case Study of Saudi Telecom Company

1.0 Introduction

The impact of changing demographics on the business world leaves no sector in the telecommunications industry unaffected. The telecommunications industry needs to begin offering services and products that address multi-generational needs and desires. For an organization to operate well, there must be sound co-ordination among the various stakeholders like customers, employees, suppliers, creditors, the government as well as other players in the industry or business (Alqahtani, 2016). An organization must have a strategic direction that pertains to the longer-term goals and objectives of the organization to protect future earnings. 

Business focus strategy is a management tool that helps an organization to focus on its energy, to ensure that members of the organization are working toward the same goals, to assess and adjust the organization's direction in response to a changing environment (Rothaermel, 2017). In short, focus strategy is a disciplined effort to produce fundamental decisions and actions that shape and guide what an organization is, what it does, and why it does it, with a focus on the future growth in their main business. 

The process is strategic because it involves preparing the best way to respond to the circumstances of the organization's environment, whether or not its circumstances are known in advance; entities often must respond to dynamic and even hostile environments (Franklin & Aguenza, 2016). Being strategic then means being clear about the organization's objectives, being aware of the organization's resources, and incorporating both into being consciously responsive to a dynamic environment.

The process is about planning because it involves intentionally setting goals (i.e., choosing a desired future) and developing an approach to achieving those goals. The process is disciplined in that it calls for a certain order and pattern to keep it focused and productive (Rothaermel, 2017). The process raises a sequence of questions that helps planners examine experience, test assumptions, gather and incorporate information about the present, and anticipate the environment in which the organization will be working in the future.

Finally, the process is about fundamental decisions and actions because choices must be made in order to answer the sequence of questions mentioned above. The plan is ultimately no more, and no less, than a set of decisions about what to do, why to do it, and how to do it (Alqahtani, 2016). Because it is impossible to do everything that needs to be done in this world, strategic planning implies that some organizational decisions and actions are more important than others - and that much of the strategy lies in making the tough decisions about what is most important to achieving organizational success.

A strategy can be thought of as a pattern that emerges in a sequence of decisions over time or as an organizational plan of action that is intended to move a company toward the achievement of its shorter-term goals and, ultimately, toward the achievement of its fundamental purposes (Nickols, 2016). In this respect, therefore, strategic management must be carried out properly, and individuals concerned take the organization's objectives and goals to mind. 

According to (Rothaermel, 2017), management is a dynamic process whereby an individual in a group is not only responsible for the group's results, but actively seeks the collaboration and commitment of all group members in achieving group goals in a particular context and against the background of a particular national culture. Leadership is the ability to influence people towards the accomplishment of goals. It is usually associated with the determination of the goals, a vision for the future, and the process of change to reach the goals and the future. According to …………., leadership involves vision, motivation, setting a direction, inspiring people, and driving change within the organization. 

1.2 Statement of the Problem 

In many organizations, strategic decisions have led to a change of leadership, cultures, and thinking of structures to accommodate the purpose of increased profitability, efficiency, and productivity. This trend has been a source of competitive advantage to many firms, including STC, but has also caused great business challenges. It hassled to managerial information gap between the overall corporate view of the organization and detailed working knowledge of the business at each level. Effective leadership is important in an organization for the attainment of the desired objectives, which is realized through high productivity. 

This study was intended to investigate the impact of business focus strategy in the telecommunications industry in Saudi Arabia. 

1.3 Objectives of the Study 

The general objective of the study was to determine the impact of business focus strategy in the telecommunications industry in Saudi Arabia with a specific focus on Saudi Telecom Company. To achieve the general objective, the study is guided by the following specific objectives.  

1. To determine the factors that contribute to the company's competitive advantage that enhances the implementation of the business focus strategy by Saudi Telecom Company. 
2. To establish the strategy applied by STC in the market penetration strategy.
3. To establish ow business focus strategy influence the marketing objectives of STC. 

2.0 Literature Review

This chapter presents a review of related literature and various concepts on the subject under study presented by various researchers, scholars, analysts, theorists, and authors. It has enabled the researcher to gain knowledge from previous research and come up with other useful information to strengthen the study. Besides, it also includes a brief overview of STC and the Telecommunications industry in general.

2.1 Theoretical literature Review
An organizational success on business focus strategy depends on the company's ability to align resources like employee, finance, management, and culture to create a competitive advantage in the market. The performance of human resources will determine how well an organization is prepared to deliver on its objective Competency is the underlying characteristic of personnel which results in effective or superior performance in a job. 

Competent employees are the main resource of any organization in acquiring a competitive advantage. Land, building, or materials do not yield company productivity; rather, it's people capital that runs a business and produces value from the existing resource hay group. Point out that an organization's best source of competitive advantage lies within its employee's strategies, business models products, and services can all be copied by competitors. Still, talented and competent employees represent a suitable source of continued innovation (Rothaermel, 2017).

The demand for effective and competent employees continuously increases in different organizations because a dynamic global market place and increasing foreign competition have compelled the organization to become more effective and flexible in response to the rapidly changing environment. Organizations try to increase their capabilities by investing more in training and management development. Human resource management practices have a greater effect on organizational performance than on individual performance. Moreover, human resource development encourages competency development by forming opportunities within the organization for employees to develop their competencies for both their own benefits and the benefit of others (Alqahtani, 2016). The author has demonstrated that the pace of change in our society is forcing employees at all levels to continue to acquire new knowledge and skills. At STC, lifelong training is essential in ensuring continued innovation.

According to (Nickols 2016), the day-to-day operations of any business are significantly affected by fluctuations in the prices of resources and labor. Resource costs, including raw materials, inventory purchases, and energy consumption – are among the most volatile. This volatility in resource costs is due to the global nature of the markets in which such goods are traded. As a result, the prices of key resources can be affected by a multitude of factors, including poor weather conditions, transportation network disruptions, and the rapid adoption of new manufacturing technologies (Wolf & Floyd, 2017). He notes that small business owners, who tend to reinvest capital into their firms at a high rate, can do little to guard against volatility in key resources. As a result, severe price swings often have substantial effects on businesses, impeding their growth, limiting their ability to hire new employees, and stifling innovation. 

The greatest problem that can spell the downfall of any organization today is the lack of managerial skills. Successful leadership requires a basic knowledge of group behavior, human relations, and managerial skills (Nickols, 2016). Also required is training in applying these skills. Leaders are not born but are major the given set of situations or environment that enables a person to emerge as a leader. In support of this view, the human relations theories mainly focus on what the leader does in various situations and its influence on the groups' goals achievement while it notes that the main criterion of judging leadership is its effectiveness. Leadership is also concerned with direction setting with novelty and essentially linked to change movement and persuasion (Jabbar & Hussein, 2017). Leadership implies that leaders have never seen anything like it before and must, therefore, construct a novel strategy. The type of leadership style found in an organization effectively determines how employees will do their work. Leaders are recognized by their capacity for caring for others, clear communication, and a commitment to persist.

 Leaders today  need to be able to cope with discontinuity and in certain environment , be risk aware and able to take risks, be able to adopt new work practices and be less detached staff, be flexible to act rapidly to change, be prepared to help others to learn instead of viewing information as power, remain sensitive to people needs and be able to create an environment in which people can enjoy their work, feel fulfilled and enjoy a good work, be committed to involvement and development of others , Remain open to the ideas of others , be able to give feedback and recognition , be able to handle conflict (Wolf & Floyd, 2017).

Moreover, businesses operate in an increasingly complex and global environment, with companies conducting business in foreign countries (Nickols, 2016). As such, organizations are faced with the challenge of managing a culturally diverse workforce. The broader national culture that the employment relationship is embedded can shape employees' expectations about the organization, including what they feel their organization owes them (perceived expectations). 

Culture is the dormant pattern of living, thinking, and believing that is developed and transmitted by people, consciously or unconsciously, to subsequent generations. Organizational culture reflects the values, beliefs, and attitudes of its members. For a culture to exist, it must be shared by the vast majority of the members of a major group or entire organization or society; be passed on from generation to generation and shape behavior, decisions, and perceptions of the world (Al-Kahtani, 2018). Cultural values represent collective beliefs, assumptions, and feelings about what things are good, normal, rational, and valuable. Shared behaviors include norms, which are more visible and somewhat easier to change than values. The most superficial level of organizational culture consists of symbols. Culture symbols are words (jargon or slang), gestures and pictures, or other physical objects that carry a particular meaning within a culture (Wolf & Floyd, 2017).

2.2 Company and Industry overview

Saudi Telecom Company is a multinational telecommunications company that offers landline, computer networks, mobile and Internet services in Saudi Arabia, Malaysia, Kuwait, Indonesia, United Arab Emirates, Bahrain, Turkey South Africa, among others. With its headquarter in Riyadh, Saudi Telecom Group is the largest in the Middle East and North Africa based on market cap. STC's revenue for 2017 amounted to 50,747 million SAR (13,533 million US Dollars), and the net profit for 2017 amounted to 10,133 million SAR (2,702 million US Dollars). STC was established in 1998 and currently counts about 100 million customers worldwide (Khatoon, S. (2017). It focuses on providing services to customers through a fiber-optic network that spans 158,000 kilometers across Asia, the Middle East, and Europe. In Saudi Arabia (the group's leading operation site) STC operates the largest modern mobile network in the Middle East as it covers more than 99% of the country's populated areas in addition to providing 4G mobile broadband to about 85% of the population across the Kingdom of Saudi Arabia. Besides its main operation in Saudi Arabia, STC's investments include 100% ownership in Viva Bahrain, 51.8% stake in Viva Kuwait, 35% stake in Oger Telecom Limited in UAE which controls Turk Telecom, Avea in Turkey, Cell-C in South Africa, 25% stake in Binariang GSM Holding in Malaysia which controls Maxis in Malaysia. In addition to the above-mentioned, STC has a wide range of underlying investments in information technology, content, distribution, contact centers, and real estate, all of which support its telecom operations across the Middle East.

Saudi Telecom Company was incorporated in 1998, following the Council of Ministers' Decree No. 213 dated 23/12/1418 H, approving of the establishment of a Saudi Stock Company under the name of "Saudi Telecom Company." Accordingly, STC adopted a challenging program aiming to transform its business from the government system to the recognized commercial business standards. The company has developed clear strategies focusing on internal re-organization, re-skilling and development of its staff, enhancement of its internal processes and studying its customers' needs and requirements while continuing carrying out its national and social duties and responsibilities STC is the leading national provider of telecommunication services in the Kingdom of Saudi Arabia (Alghamdi, 2016). The company is working continuously to fulfill and satisfy the market requirements, keeping pace with the emerging technologies in the telecommunications sector, and satisfying its customer's needs. STC has put in its consideration that, this is the way to reinforce its position and identity in view of a changing world where the role and usage of telecommunications became more significant believing in the importance of its customers and fulfillment of their needs, STC has recently adopted its forward strategy that aims to support and reinforce its competitive position. Based on this strategy, STC strives to enhance customer-centric culture in all its business aspects. This culture has been reflected in the organizational design of the company that comprises Corporate Center, a number of Functional Units, and Four Key Business Units focused on the Key STC Customer Categories, which are: Personal BU, Home BU, Enterprise BU, and Wholesale BU.

3.0 Research Design and Methodology

3.1 Introduction

This chapter gave details regarding the procedures used in conducting the research. The issues which were discussed include the research design that was used, the target population, sampling procedures, and sample size, sources of data, instruments of data collection as well as the data analysis methods.

3.2 Research Design

The descriptive research design approach was used in the study. The design was used to obtain information concerning the current status of the phenomena to describe "what exists" with respect to variables or conditions in the situation. In descriptive research, the problem is structured and well understood. 

3.3 Target Population

Ttarget population is described as the complete set of people, objects, or events with some common characteristics to which the researcher wants to generalize the result of the study. In this case, the target population was at least two members of the senior management within STC who are involved in strategic planning for the company. 

3.4 Sample Design 

The stratified random sampling design was used in the study.  It involves dividing your population into heterogeneous job groups and then taking a simple random sample in each subgroup. This method was appropriate because it was able to represent not only the overall population but the key group of the population and minimized biasness. The study aimed to establish contact with at least two senior executive managers.  

3.5 Data Collection Instrument and Procedure

The researcher used a telephone interview as the main data collecting instruments. The nature of data guided the selection of this tool that the researcher aims to collect, time available, and objectives of the study. The interview consisted of both structured and unstructured questions to avoid being too rigid and hard to quantify the data, especially where structured items were used. This method helped the researcher to collect reliable information. The study was mainly concerned with views, opinions, perceptions, and attitudes. 

3.6 Data Analysis Methods

Data analysis procedures included the process of packaging the collected information putting in order, and structuring its main components in a way that findings can be easily and effectively communicated. After the fieldwork, before analysis, interview responses were adequately checked for reliability and verification. The data collected was analyzed using simple qualitative and quantitative methods before being presented using both qualitative and quantitative details.

4.0 Data Analysis and Presentation

STC is a renowned multinational corporation with significant popularity within the telecommunications market segment. The constantly increasing competition within the telecommunication industry makes it extremely challenging for STC to maintain market leadership and improve market share without making significant sacrifices. According to the Chief Finance Officer, Ameen Fahad ben Abdulaziz Al-Shiddi, the prevailing market compels organizations like STC to establish a critical competitive advantage over other players to keep ahead of the competition. STC has built a strong competitive edge over competitors in the telecommunication market. STC's competitive advantage strategies can be described and understood better through the focus strategy for intensive growth (Hersh & Abusaleem, 2016). The company applies a number of other business strategies like differentiation and cost leadership to attract more customers and grow market share. The business focus strategy enables STC to concentrate its efforts and resources while expanding to a specific narrow, targeted market. 

Focus strategy, as described by (Franklin & Aguenza, 2016), involves identifying and adopting a company's competitive advantage to engage in niche marketing. On the other hand, Haithem Al-Faraj, senior vice president- Technology and Operations, while discussion the company's approach to focus strategy highlighted that STC had adopted the strategy by offering high-value services at comparatively lower costs. He added that had been arrived at by focusing on providing the Saudi Arabia market niche at the lowest price. To offer the best value to customers, he suggested that the company focuses on understanding customer tastes and needs, then designing products that match such needs. In addition, the company focuses on product attributes by revising branding strategies and ensuring continuous changes in product and service design as well as the packaging as STC attempts to match the psychological expectations of customers and optimize the value for money.

Establishing intensive growth strategies involves designing new products and establishing new markets for corporate growth. International companies like STC has to consider numerous strategies to ensure continued penetration to the existing markets and how to further market growth can be powered by expanding the existing market. Intensive business focus strategy allows companies to grow quickly through actively seeking available opportunities for market expansion. Ameen Fahad ben Abdulaziz Al-Shiddi pointed out that for implementation to be effective, top management has to put intensive effort, especially when there is a perceived opportunity to build a competitive advantage. 

When the study reached out to understand why STC, despite the success STC enjoys globally, it still invests a lot in marketing and research. Ameen Fahad ben Abdulaziz Al-Shiddi was quick to share that the broad goal of STC was to generate profits and improve market share and sustain the long-term market and business growth. 

Regarding the market penetration strategy, Haithem Al-Faraj explained that STC's priority strategy involves ensuring growth in the sale by leveraging on the existing customer while also generating more customers. The company still engages in rigorous market growth strategies given its global presence in markets that have huge potential for further growth.   

Abdulaziz Al-Shiddi notes that the STC uses an intensive marketing strategy to explore new markets for growth. Market development strategy for STC is globally recognized because of its focus on improving customers' value and increasing market share (Hersh & Abusaleem, 2016). He adds that the major reason behind the company's success globally is down to strong brand, affordable prices. Through research, STC applies existing distribution networks to reach to the far corners of the world for market development by expanding the value chain is key in supporting the growth of the distribution network and enhance the market growth.  Besides, the STC applies four distinct methods in market penetration that include developing new channels of distribution, establishing new market segments, considering new geographic areas and product promotion.                 

5.0 Findings and implications

STC, as a multinational entity, possess certain competitive advantages that propel its market penetration agendas. STC has been steadfast in understanding and integrating culture, local beliefs, norms, and values to market enhancement campaigns while venturing into new markets. Creating cultural intelligence has been critical for STC to gain global acceptance in a high culturally diversified market successfully. Business focus strategy is critical in establishing market and competitor intelligence (Al-Kahtani, 2018). Proper research on operations, finance, and market is essential in the effective application of the strategy. The prevailing market compels organizations like STC to establish a critical competitive advantage over other players to keep ahead of the competition. STC has built a strong competitive edge over competitors in the telecommunication market. STC's competitive advantage strategies can be described and understood better through the focus strategy for intensive growth.   

STC uses an intensive marketing strategy to explore new markets for growth. The market development strategy for STC is globally recognized because of its focus on improving customers' value and increasing market share. He adds that the major reason behind the company's success globally is down to strong brand, affordable prices. Through research, STC applies existing distribution networks to reach to the far corners of the world for market development by expanding the value chain is key in supporting the growth of the distribution network and enhance the market growth.   

6.0 Conclusion

While STC applies for a number of business strategies like differentiation and cost leadership to attract more customers and grow market share by building a strong competitive edge over competitors in the telecommunication industry. STC's competitive advantage strategies can be described and understood better through the focus strategy for intensive growth. The business focus strategy enables STC to concentrate its efforts and resources while expanding to a specific narrow, targeted market. As noted in the research findings, the major reason behind the company's success globally is down to a strong brand, affordable prices. Through research, STC applies existing distribution networks to reach to the far corners of the world for market development by expanding the value chain is key in supporting the growth of the distribution network and enhance the market growth.

6.1 Significance 

It was beneficial to management since it was a source of ways and effective methods of making strategic decisions and communicates with employees who are the main assets of the organization. It was also to enable them to find ways to encounter the bad leadership and organization culture that may find itself entrenched or operating in the organizational systems

The study was to help other students and researchers by providing information for reference in this area of study, basing their arguments on the findings from this research before conducting their research. 

6.2 Further research

The findings in this study were not conclusive hence clearly open up a lot of opportunities for further research. A different institution should be used but using a wider case study to get a broader overview of the topic under study because one interviewing only two individuals from an institution cannot give the real picture of the phenomenon under study. The study findings could be marred with biasness.  Further research could be conducted on the same but include a wider target population. 
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8.0 Appendices
Appendix 1-Interview Question
Section II: Employee Competency
1. Does Employee Competency affect implementation of Strategic Plan in telecommunications industry in Saudi Arabia?
Yes
[   ]

No                                                  [   ]

Explain………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………

2. How would you rate the effects of Employee Competency in the organization?

Very High
[   ]


High
[   ]


Moderate
[   ]


       Low
                                    [   ]


Section II: Finance 
3. Does finance affect implementation of Strategic Plan in telecommunications industry in Saudi Arabia?

Yes
[   ]

No
[   ]

Explain………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………

4. To what extent does finance affect implementation of strategic plans in the organization?

To very great extent
[   ]


To Greater extent
[   ]


To average extent
[   ]


No extent
[   ]


Section III: Management Style 
5. Does management style affect implementation of Strategic Plan in the organization?

Yes
[   ]


No
[   ]


Explain………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………

6. How would you rate the effects of management style in the organization?

Very High
[   ]


High
[   ]


Average
[   ]


Low
[   ]

Section IV: Organizational Culture 
7. Does Organizational Culture affect implementation of Strategic Plan in telecommunications industry in Saudi Arabia?

Yes
[   ]


No
[   ]


Explain………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………

8. To what extent does Organizational Culture affect implementation of strategic plans in your organization?
Greater extent
[   ]


Moderate extent
[   ]


No extent
[   ]
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