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	Report: An In-depth Strategic Analysis of Taybar Security Ltd

	You will be required to undertake an in-depth strategic analysis, critiquing issues in the application of strategic management within your own organisation or one familiar to you. The analysis will culminate in appropriate recommendations for a new strategic approach, underpinned by relevant literature and theory. 
In undertaking the strategic analysis, you will begin by identifying the main strategic issues facing your chosen organisation in maintaining its competitive position. You should summarize the external and internal issues identified in your situational analysis using a SWOT or TOWS framework. You will then be required to evaluate potential corporate level strategic directions that have been taken by the chosen organisation to date in order to develop and sustain its competitive position. This will give you an opportunity to demonstrate your ability to evaluate the strategic options you have identified in relation to the development of global competitive positioning as well as offering an understanding of the requirements of building competitive capabilities for leveraging across global markets. Specific framework e.g. Ansoff’s Matrix should be considered when considering specific strategies for developing and sustaining a global competitive strategy. 

Following on from the analysis, you will then be expected to fully discuss the implications of the options taken for strategic management decision-making. In doing so, you will demonstrate an appreciation of the wider implications for strategic management decisions and the incorporation of a new strategy on certain areas within the organisation. Finally, you will be expected to provide appropriate recommendations largely based on your findings. 
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1. Executive Summary

Strategy is a necessary component of a successful business. By utilizing a valid ‘competitive strategy’ an organisation locates its niche market and gains knowledge of its clients (Porter 1980 as cited in Kinanu, 2009: IX). No matter what strategy is selected, it has to meet the organisation’s ‘goals and objectives’ to obtain a ‘competitive advantage’ (Ross 1999 as cited in Kinanu, 2009: IX). Competitive strategy relates to a company’s operations for the purpose of obtaining a ‘sustainable competitive advantage’ (Lekolool, 2010: VI
).     
This report is divided into six sections and will examine the execution of competitive strategy/ strategies by Taybar Security Ltd (Zekiri et al, 2011). This paper will assist the senior management of Taybar Security Ltd in understanding competitive strategies and the issues encountered in their implementation. It will demonstrate the effect of competitive strategies on ‘organisational performance’ and their role in providing the business with a competitive advantage in West Midlands and Shropshire regions in the UK (Kinanu, 2009: IX, 8). This analysis will also assist the ‘director and stakeholders’ of Taybar Security Ltd in gaining a thorough knowledge of the ‘strategic decision-making’ process (Kigera, 2016: 9). In conclusion, the selection of competitive strategies will be identified (Lekolool, 2010) and recommendations will be given which have been obtained from the secondary sources (Zekiri et al, 201
1).
2. Introduction to Taybar Security Ltd

The ever-changing aspects of security industry have evolved with introduction of new ‘technology [including] surveillance, intelligence gathering’ and vigilance which create main elements of ‘proactive security management’ (Grespaches 2007 as cited in Kigera 2016: 2
).       


Taybar Security Ltd has experienced continuous growth of its size through acquisitions, online advertising and increased profit, together with its higher number of staff and assets, and ‘diversification’. The company is based in West Midlands and Shropshire regions in the UK and it has 2 branches, in Birmingham and Shrewsbury. The company offers a range of services including security manned guarding, CCTV monitoring, key-holding, unlock/ lock ups, alarm responses, mobile patrols and door supervision (Kigera, 2016: 5
).


The mission of Taybar Security Ltd is to ‘protect [the] life’ and secure and guard the assets of every customer, supplier and other stakeholders whom the business works for. The company encourages training, further education of its staff, highlights the importance of active customer care as a critical instrument to obtain a competitive advantage which goes beyond customers’ requirements (Taybar Security, 2019
).     

3.1 SWOT

SWOT presents an overall summary of the ‘Strengths and Weaknesses’ examined in an evaluation of ‘strategic capabilities’ and the ‘Opportunities and Threats’ examined in an evaluation of the environment. The goal is to identify the degree to which strengths and weaknesses are related to or can handle the changes occurring in the environment of Taybar Security Ltd (Johnson et al, 2013: 91-92). Throughout SWOT analysis, it is essential to identify the reason for its utilization, for example: what its ‘outcomes’ will be used for. SWOT analysis can also assist with the formulation of ‘vision [and] strategic goals’ for the company, offering ‘strategic alternatives’ and determining ‘critical areas’ (Rehak et al, 2012: 164-165
).     
The SWOT Analysis of Taybar Security Ltd (Kinanu, 2009: 27-28): 

	Strengths
	Weaknesses
	Opportunities
	Threats

	Well-known business brand image
	
	Development of customer relations
	Damage of reputation and loss of clients

	Variety of services
	Reduced launch of technology in operations
	Targeting new clients and offering discounted services 
	Failure to react to changes

	Expertise to provide ‘tailored solutions’
	Limited reviews of the marketplace and services on offer
	Performance monitoring of the company’s direct competitors 
	Lag behind competitors

	‘Well-structured management team’ 
	‘Manual procedures requiring computerization’ 
	Reviewing of competitors’ methods of work
	Inefficient working practices

	High levels of staff competency and retention
	Inadequate funding of staff development
	
	

	Good communication throughout the company
	
	Obtaining of consumer/ third parties’ constructive feedback
	


3.2 Strategic Directions and Choices

‘Strategic capability’ can be explained as the ‘resources and competences’ of a business required for its survival and success (Johnson et al, 2007: 95-96). There are two points of view: 1) companies are not the same and possess various capabilities, they are classified as being ‘heterogeneous’; 2) it can be quite hard for one company to gain or imitate the capabilities of another. These theories form the base for the ‘Resource-based View (RBV) of strategy’: the competitive advantage and superior performance of a company are defined by uniqueness of its capabilities. Hence, the management team must understand how their companies differ from their competitors as a foundation for gaining ‘competitive advantage and superior performance’ (Johnson et al, 2013: 69-70
).           


The word ‘competences’ expresses the ‘skills and abilities’ of the workforce which is employed within a company’s operations (Johnson et al, 2007: 95-96). As stated by Johnson and Scholes (1997 as cited in Kinanu, 2009: 4), ‘core competences’ are stronger and harder to copy because they refer to the administration of interconnections within the company’s ‘value chain’ and external connections into ‘supply and distribution chains.’ This indicates that the ‘strategic orientation’ is dependent on the business’ core competences and ‘industry structure’ and it influences the operations of the company when carrying out competitive strategies.   
Every business encounters issues related to ‘strategic direction’; these may include a wish to gain ‘new opportunities’ or to handle important difficulties. The terms ‘strategy and strategic decisions’ are usually connected with the following topics: 1) the ‘long-term direction’ of a business; 2) the extent of a company’s actions; 3) company’s advantage over rivals; 4) ‘strategic fit’ with the company environment: businesses require suitable ‘positioning in their environment’, for instance: regarding the degree to which services match clearly assessed market requirements; 5) the company’s  ‘resources and competences’ arising from the RBV of strategy, in other words, it is about utilizing the strategic capability of a company to gain competitive advantage and to grasp new opportunities; 6) the principles and requirements of dominant players – persons and groups can dictate basic decisions, for example: if a company  is ‘expansionist’ or more involved in ‘consolidation’ or where the limits are set for the company’s actions (Johnson et al, 2007: 2-3
).

Strategy is about the long-term leadership and ‘scope’ of a business which gains advantage in a constantly ‘changing environment’ using its ‘resources and competences’, with the goal of meeting stakeholders’ requirements (Johnson et al, 2007: 3). Newman (1985 as cited in Lekolool, 2010: 7) points out that strategy concentrates on fundamental long-term leadership, is mainly ‘qualitative’, offers advice on groundwork of ‘short-term’ objectives, is feasible and focused on activities and is recognised in every part of the company. As stated by Ansoff and McDonnel (1990 as cited in Lekolool, 2010: 7), strategy brings the company in line with its ‘external environment’, it attempts to connect the ‘gap between current position and future intended direction’ of the business. Awareness of the ‘strategic position’ is about determining the effect on strategy of the external environment, a company’s strategic capability and the requirements and power of stakeholders. The term ‘strategic choices’ means considering alternatives both in ways in which a strategy might shift and techniques which it might follow (Johnson et al, 2007: 13-14
). 

Additionally, ‘complexity’ is a critically important attribute of strategy and strategic decisions. ‘Uncertainty’ is inevitable in strategy because the future cannot be completely predicted. ‘Operational decisions’ are connected to strategy. This connection between ‘overall strategy’ and operational factors of the business is significant on two additional grounds: 1) if the operational factors of the company do not conform to the strategy, it will not be successful, regardless of its good initial idea; 2) concrete ‘strategic advantage’ can be obtained at the ‘operational level’. Successful strategy requires unification in which the management must go beyond ‘functional and operational boundaries’ to handle strategic issues and reach compromise with other members of the management team who have different ideas and preferences. Building ‘relationships and networks’ is significant in strategy outside the business, this may include clients and suppliers. ‘Change’ is also a critical element of strategy (Johnson et al, 2007: 3-6
).       
Strategies occur at a few levels in a business: 1) the highest level is ‘corporate-level strategy’ which deals with the entire scope of a company and value distribution among various divisions (‘business units’) of the company. In addition, strategy at this level handles the requirements of shareholders and the ‘stock market’. Other strategic decisions are dependent on this top-level strategy, therefore it is essential to be absolutely clear about it; 2) ‘business-level strategy’ is concerned with how different companies which are part of the ‘corporate strategy’ should operate competitively in their markets. Strategic decisions refer to strategic business units (SBUs) within the entire company. There is a different ‘external market for goods and services’ for each SBU. In the case of Taybar Security Ltd, the corporate-level and the business-level strategy are almost the same. However, it is worth identifying the corporate-level strategy because this establishes the structure to decide whether or how other business opportunities might be considered or declined; 3) ‘operational strategies’ deal with how different SBUs efficiently fulfil the corporate and business level strategies regarding ‘resources, processes’ and staff. At Taybar Security Ltd, effective business strategies will rely to a high degree on decisions which are made or actions which are taken at the operational level (Johnson et al, 2007: 7
).
3.3 Ansoff’s Matrix


The ‘Ansoff’s matrix’ presents an understandable way of setting out four fundamental guidelines for ‘strategic development’, find picture 1.0 below. Taybar Security Ltd can begin with its current services and markets. As stated by Ansoff, the company can choose between ‘penetrating’ more within its current market, shifting ‘rightwards’ by improving new services for its current spheres, shifting ‘downwards’ by taking its current services into new markets, alternatively selecting the complete ‘diversification’ including both new markets and new services. The Ansoff’s matrix fully and clearly takes into account potential ‘growth’ choices (Johnson et al, 2007: 257
).   

Picture 1.0 – Ansoff’s Matrix (Oxford College of Marketing, 2019)
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‘Market penetration’ is the most apparent strategic direction at Taybar Security Ltd, in which the business gains a larger share of its current markets together with its ‘services range’. It is established on current strategic capabilities and there is no need for the business to move into unknown areas. On the other hand, Taybar Security Ltd could come up against two limitations in this case: 1) ‘retaliation from competitors’ – higher market penetration tends to worsen industry competition because rivals seek to protect their share of the market. Higher competition might include very costly ‘marketing battles’ which can be more expensive than any ‘market share gains are worth’. ‘Acquisitions’ can lower competition by removing private firms and ‘consolidating’ them into one entity; 2) ‘legal constraints’ – higher market penetration can raise issues from regulatory bodies dealing with ‘excessive market power’ (Johnson et al, 2007: 258-260
).                     

Through ‘product/ services development’, Taybar Security Ltd provides revised services to current markets and it involves higher levels of ‘innovation’. But, this strategy can be very costly and risky on two grounds: 1) ‘new strategic capabilities’ – services development includes good understanding of new technologies which the company may not be familiar, large amount of funding and significant risk of ‘project failures’; 2) ‘project management risk’ – services development  programmes are prone to the ‘risk of delays’ and higher expenditure because they are very complex and their conditions evolve continuously over time (Johnson et al, 2007: 261
).


‘Market development’ includes providing current services to new markets and might follow three types: 1) ‘new segments’; 2) ‘new users’ and 3) ‘new geographies’. Regardless of the form, it is critical that market development strategies are built on services which match the ‘critical success factors’ of Taybar Security Ltd in the new market. From the managerial perspective, the challenge is the integration of various segments, users and geographies which might have distinct requirements (Johnson et al, 2007: 261-262
).          

‘Diversification’ is really a strategy which diverts the company from both its current markets and services. Basically, it expands the scope of Taybar Security Ltd; however the Ansoff’s matrix describes that when the company shifts its current services further away from its ‘starting point’, it will have to gain more knowledge of how to proceed. Diversification is only one option of strategic direction for the company development and other choices must be taken into account simultaneously (Johnson et al, 2007: 262). There are three different types of diversification: 1) ‘concentric diversification’ – is carried out when an organisation’s position is not in a good shape in the market and does not generate expected profits; 2) ‘conglomerate diversification’ – is performed by a business which has an ‘average or margined position’ in a field which is not considered as appealing enough. Consequently, it can elect to come into totally new and different type of industry; 3) ‘horizontal diversification’ – is implemented when existing clients are being provided with new services (Zekiri et al, 2011: 69
).

3.4 Strategic Management Decision-making Options
According to Pearce & Robinson (1991 as cited in Mediatrix, 2008: 2), ‘strategic management’ can be understood as the ‘set of decisions’ and activities which lead to the definition and execution of strategies considered to meet the goals of Taybar Security Ltd. Particularly, strategic management takes into account good awareness of the company’s strategic position, making strategic choices for time to come and overseeing ‘strategy in action’. In reality, the components of strategic management are interconnected and provide feedback on one another. ‘Position, choices and action’ should be linked together and no preference should be indicated among them (Johnson et al, 2007: 12-13
).  


Similarly, as stated by Kay (1993 as cited in Kinanu, 2009: 2), the function of strategic management is to determine the company’s core competences leading to accumulation of assets which will ‘increase value added’ and gain a competitive advantage. The main argument is that a strategy should not be evaluated by internal organisational aspects, but rather by how clients perceive its services in relation to the rivals. Formulation and implementation of a strategy include establishing a position based on the clients’ perceptions. David (2001 as cited in Kinanu, 2009: 3) indicates that the main advantage of strategic management is to assist the company to devise better strategies utilizing ‘systematic, logic and rational’ methods to choose the strategy.         

Finally, Howe (1993 as cited in Mediatrix, 2008: 2) argues that strategic decisions should be taken and carried out by the executive management after they have followed the ‘strategic decision-making process’. This process involves 1) formulation of mission and goals; 2) examination of the environment together with the company’s internal capabilities; 3) development of a strategy; 4) application of the selected strategy and finally 5) management of its successful implementation in order to achieve the business objectives. Peters (1987 as cited in Mediatrix, 2008: 8) points out that ‘strategic planning’ process requires to be revisited because of the speed of changes in the business environment. Strategic thinking’ should be adjustable, compliant with meeting deadlines and able to react to unexpected situations which could not be predicted previously. He contends that effective strategic processes should be accessible for discussion and their focus should be on being proactive, creative and ‘risk-taking’. On the other hand, Schilit (1987 as cited in Kigera, 2016) believes that it is time consuming to reach risky and difficult strategic decisions because this entails entering discussions or alternatively establishing partnerships with other firms. 
3.5 Incorporation of a New Strategy/ Strategies within Taybar Security Ltd
Mintzberg et al (1998 as cited in Lekolool, 2010) describes competitive strategy as a skill of producing or utilizing those advantages which are most important, sustainable and hard to imitate. The issue which competitive strategy engages in, is not so much how the process can be done, bur rather how the senior management can do it more effectively. Therefore, competitive strategy focuses on how an SBU gains competitive advantage in its territory of operation. It includes problems, for example: expenditures, service attributes and company image (Johnson et al, 2013
). 
It is recommended that the company’s competitive strategy should be brought into line with its core competences in the implementation stage. The roots of competitive advantage involve providing outstanding services and reducing expenditure to less than that of its competitors. Competitive strategy will primarily be carried out by the company for the purpose of obtaining and sustaining its competitive advantage. In order to be successful in this, the organisation will have to keep offering services to its clients in which they will see an enhanced value. This requires a decent quality of these services at a cheap price or a higher quality of services which are valuable enough for clients to pay more for (Kinanu, 2009
).          

As stated by Porter (1980 as cited in Kinanu, 2009: 4), ‘generic strategies’ can provide competitive advantage. He recognises the three following generic strategies: 1) ‘lowest cost’; 2) ‘differentiation’ and 3) ‘focus’.  In order to secure ‘long-term profitability’, Porter recommends that the company should select one of these strategies; otherwise the business could get ‘stuck in the middle’ and will not gain a competitive advantage (Lekolool, 2010: 13
). 
Firstly, the ‘cost-leadership strategy’ requires the company to offer the cheapest price in its territory of operation (Johnson et al, 2013: 194). In this strategy, the ‘work efficiency’ is paramount. It is appealing for those organisations which have more opportunities to generate profits and do not wish to become engaged in a ‘price war’ with their rivals. The organisations which typically adopt this strategy, offer services with a reduced degree of diversification, realising that reduced prices will interest new clients. In the case of Taybar Security Ltd, this strategy will only be effective when the business grows bigger in the market and when it has available resources to facilitate this. As stated by Hill & Jones (1992 as cited in Zekiri et al, 2011: 67), there are also disadvantages: 1) rivals can reduce prices of their services by utilising ‘cheaper labour force’; 2) rivals who imitate; 3) the risk of clients demonstrating different preferences while the business concentrates on reducing prices (Zekiri et al, 2011: 66-67
).                 


Secondly, the ‘differentiation strategy’ requires a distinctiveness in some respect which is adequately appreciated by clients for the company to be able to charge a higher rate (Johnson et al, 2013: 197). The goal of this strategy is to establish a service which will be different to those offered by rivals. If Taybar Security Ltd wants to use this strategy, it should: 1) conduct in-depth research; 2) build a good rapport with its suppliers; 3) employ skilled workers; 4) maintain great brand image and 5) invest into sales and development. The differentiation strategy can be implemented in a few ways by offering greater: 1) services; 2) ‘after sale services’ and 3) brand image of the business (Zekiri et al, 2011: 67
).

Thirdly, the ‘focus strategy’ aims at a ‘narrow segment’ or territory of the company operations and fits its services to the requirements of that particular segment while excluding the rest (Johnson et al, 2013: 197).  Porter (1985 as cited in Lekolool, 2010: 11) states that if the company uses focus strategy, it will receive the benefit of a great level of clients’ loyalty which will prevent other companies from entering into direct competition. Effective focus strategies are based on at least one of the following three main aspects: 1) ‘distinct segment needs’ – if ‘segment distinctiveness’ weakens, it will be more difficult to protect the segment in the face of a wide range of rivals; 2) ‘distinct segment value chains’ – focus strategies become stronger if they have distinctive value chains which will be hard or expensive for competitors to reproduce; 3) ‘viable segment economies’ – if segments are not big enough, they might not be able to cope with changes in ‘demand or supply’ in the market (Johnson et al, 2013: 201). In addition, there are risks in focus strategies including copying and alterations in the ‘target segments’. It can also be quite simple for a ‘broad-market cost leader’ to adjust its services in direct competition. Other ‘focusers’ can create ‘sub-segments’ which they will be able to service even better (Porter 1985 as cited in Lekolool, 2010: 13
).                 

Finally, Porter (1985 as cited in Lekolool, 2010: 13) contends that there are two main risks in implementing generic strategies: 1) being unsuccessful in achieving or maintaining the strategy and 2) the value of strategic advantage gained by the strategy disintegrating with ‘industry evolution’. Porter (1979 as cited in Lekolool, 2010: 14) states that the market is a ‘competitive battlefield’ in which it is acknowledged and anticipated that competitors will utilise any ‘resources and weapons’ available in their ‘business arsenal’ to boost their market positions and overall efficiency. From the management’s point of view, the issue is to formulate a competitive strategy which enables Taybar Security Ltd to defend its position against competitors, generate decent profits and gain a competitive advantage (Lekolool, 2010
).
4. Conclusions


The effective formulation of a strategy is paramount for the future of Taybar Security Ltd because strategies have to be developed to gain sustainable competitive advantage for the purpose of getting a good market share. The competitive strategy of the business is the guideline which provides the means of obtaining this advantage. It includes a range of particular ‘skills, assets and capabilities’ for the company (Zekiri at al, 2011: 72). The selection of competitive strategies is identified primarily by the company size and the requirement to appeal to potential clients or maintain loyalty of the current clients by delivering services which they see as the most significant and worthwhile for them (Lekolool, 2010). The development of strategic decisions is a most important factor and requires attention of every stakeholder, including the executive management, employees, clients and suppliers of the company (Kigera, 2016
).         
Taybar Security Ltd has chosen focus strategy as its primary generic competitive strategy supported by acquisitions as section of its business strategy to obtain and sustain a competitive advantage. The company’s services and continuous focus on boosting quality, building strong an ‘organisational structure’, partnerships with clients and suppliers are clearly documented in its ‘strategy implementation practices’. However, the company has also determined the following challenges related to the execution of competitive strategies from its internal and external environments: 1) lower profits generated in the security field; 2) the increased  level of competition; 3) ever-evolving changes in the business environment and  4) reduced funding in the development of competent and carefully selected workforce (Kinanu, 2009: 44-45
).

6. Recommendations

The senior management of Taybar Security Ltd should continue to use the focus strategy as a competitive strategy; however in addition to the former, it should consider the formation of additional strategic partnerships and the feasibility of entering into particular shared projects as a section of its business strategy with a goal of gaining strategic advantage. The organisation should continue to foster its decent business reputation, its brand image, its partnerships with clients and its good rapport with suppliers. A system of strategic change management should be introduced to deal with the company’s reduced funding in the development of skilled and educated workforce (Kinanu, 2009). Lastly, additional stakeholders of the business, for example: external auditors, awarding bodies, union representatives and the government institutions should take part in the strategic management decisions. This process will allow them to become familiar with the operations of this security company in more depth (Kigera, 2016
).            
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