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The main objective of the thesis is to identify kergrowth opportunities and t
structure of the competitive environment, as waell tae characteristics of t
competitive environment for the Case Company’s yeted in the municipalit
segment in Germany. The achievement of this majactiee is supported by th
analysis of the current market position of the C@senpany in the segment. T|
Case Company is an international tractor manufactiuiaving a relatively lov
market share in the focus market Germany.

The research is based on a qualitative single sagly. The theoretical framewg
was created by theories on market analysis and threwategies as well as
relevant articles, books and studies. Furthermitre,empirical data was collect
through semi-structured interviews as well as thth@’s own observations. Tl
results of the analyses include evaluations orettternal and internal environme
of the Case Company. The development plan is fatadl by exploring the mo
suitable opportunities generated.

The results of this study indicate that the Casmany has currently a solid mar
position. According to the thesis findings, the @gghes that best suit the C
Company'’s strengths, objectives and strategy dedirg to the specialization
meet the segment requirements and further develapmke the current produ
portfolio.

A further study should include analyses of finahdig@ormation of the Cas
Company and the current competitors. Chapters ,Z,%6d 8 are not published
their full length in the Library version because tihformation in them is classifig
as confidential. Chapters 2,5,6,7 and 8 are atthame¢he Appendices in their fy
length. The Appendices are not published. The Ratas section is not publishec
its full length in the Library version. The inteew questions and the detailed nc
of the interviews are published only in the fultsien of the thesis.
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1 INTRODUCTION

The motivation and background, as well as the rekeabjectives and questions for this
research are discussed in this chapter. To concliide research methodology is

introduced and the structure of the thesis is enpth

1.1 Background and motivation

Internationalization is seen as a natural step exfzansion and growth among business
enterprises in today’s business life. Neverthelkaging a market share in a foreign
country may be difficult to achieve and attain, motmention how to increase the
market share in a turbulent market environmentefpnises make strategic decisions
based on the information they receive from theifprenarket, about its attractiveness,
competitors and customers. External and internallyaes are important in assessing the
market environment and the company internally, nepecifically in terms of it®wn
performance and competence in relation to thosmwipetitors’. Market analysis helps
attaining the necessary information on the targetket along with the threats and
opportunities that may arise and are to be considém strategic decision-making.
Moreover, according to Aaker and McLoughlin (2060;61), the primary objectives of
market analysis are determining attractiveness ofiaaket to current and potential

participants and understanding the dynamics oftagket.

Strategic decisions on a target market are basedsamies of factors, i.e. the dynamics
of the market, such as Aaker and McLoughlin (208D, identify them as being the

market size, growth rate, profitability, trends adelelopments, industry cost structure,
distribution systems and key success factors (ha&fter KSFs). In addition to the

market analysis, competitor analysis helps buildmgstrategy that supports the
company's business model and future plans and @mEnaids in assessing the
competitive environment. Competitor analysis asd pf the external environment of a
company examines the dimensions such as produgé stechnological capabilities and

geographical reach (Kaplan & Norton 2008, 48-49).

This research focuses on an international tractanufacturer (hereinafter Case
Company) having a relatively low market share ia thrget market Germany. The



company seeks ways to increase its market shatleeimunicipality segment which
refers to municipal maintenance work performed kactors. Herewith municipal
maintenance work includes snow ploughing, sandnogt-loader work, street cleaning
and roadside maintenance. The general aim of theareh is to examine the current
status of the municipality segment for tractorsGarmany and to exploit and analyse
the possibilities for market growth of the Case @any in the target market and the

specific segment.

The motivation for this research derives from th¢har's past experience in the road
maintenance business and Germany. Moreover, thecpris seen as a beneficial
opportunity to utilize the past experience and kieolge, combined with new aspects
related to the current studies, to create somethawg and help the Case Company
creating a development plan they can utilize inrtbar future as was discussed above.
The practical value of the topic is a remarkabletivador for the research work. The
Case Company is interested in the topic as thefiradmg out ways to create growth in
the municipality segment in Germany. Based on imatieinformation from the Case
Company and sales figures from the previous yélaey, possess a weak position in the
target market currently and, therefore, want tol@kpvhat the market has to offer for
them and to find out whether they can meet the delsiaf the market. This project is a
part of wide global operations to exploit possiteb for creating growth in the Case
Company’s current markets. There is a clear demfanddeveloping the Case
Company’s operations in order to position itselfréasingly visibly in the target

market.

1.2 Research objectives and questions

This research explores and analyses market growibortunities in the tractor
municipality segment in Germany. The main objectdiethis research is to identify
these market growth opportunities and the struabfithe competitive environment, as
well as the characteristics of the competitive eswinent for the Case Company’s
products, specifically municipal maintenance waectors, in the municipality segment
in Germany. The achievement of this main objedsveupported by the analysis of the
current market position of the Case Company inntli@icipality segment in Germany.
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The current market share of the Case Companyasively low as will be discussed in
the following chapters. The reasons behind thigireebe researched and analysed, as
well as the ways in which the Case Company’s orgdéion is operating and the
possibilities of developing further its functioris.addition, it is essential to specify the
structure of the competitive environment in the mipality segment in Germany
through customer, dealer, competitor and key impl@mmanufacturer analyses. The

following research questions are addressed.

1. How is the Case Company positioned currentlyhien target market and the

tractor municipality segment in Germany?

To answer this question, a market analysis is coieducombining the relevant aspects
of the municipality segment in Germany, the Casmfany and the target market. The
Case Company is examined by defining its currentketashare, its current business
actions in the market and by analysing how theerurproduct portfolio meets the

demands in the market. The analyses of the marigtl®e segment support the Case

Company analysis by defining the present trendsiathels and KSFs.

2. What are the development/growth opportunitiestha tractor municipality
segment in Germany for the Case Company? How dG@&se Company’s products

meet the demands in the segment?

These research questions identify and analyse tdet growth opportunities, the
structure and the characteristics of the competitharket environment for the Case

Company’s products, specifically municipal mainteseawork tractors.

3. How can the present market share be increaséteimunicipality segment in
Germany in case development/growth opportunitiagstder the Case Company?
How can the current capabilities be controlled atiized differently to broaden the

market position?

These research questions help identifying whaeagsiired from the Case Company in

case there are opportunities for growth and deweéopt in the market. Furthermore, the
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question concentrates on exploring what kind ogaetbpment plan the Case Company
should elevate in order to meet the demands imtmdet.

1.3 Research methodology

This research is based on a single case studwcliides research and development
work and has a practical focus in the study. Thiezalegeneralization of the results is
not the goal of this research. Thus, the resutsaaalysed primarily from the practical
applicability point of view as it was requested tnp Case Company. The practical
work in this research is based on and supportedthiy literature analysis. The
theoretical models for market and competitor aredyare based on relevant literature in
these areas. Literature on the topics of strat@gicket management, market analysis as

well as growth strategies has been utilized.

To collect field data necessary for analysis, ttesearch utilized semi-structured
interviews with area sales managers, top dealetskayp implement manufacturer, i.e.
attachments manufactured for the use in a traetoh &s snow ploughs and scrapers
involved in the municipality segment. Furthermotastomer satisfaction surveys for
Germany provided by the Case Company were utiliaedcquiring information on the
Case Company. Market research provides data foatadysis and correspondingly,
based on the analysis, development possibilitiegshfe Case Company are proposed.

Research methodology is described in details imp@ne.

1.4 Structure of the thesis

The Case Company profile, municipality maintenaretated products and the current
status in the target market are presented in Chapt€hapter 3 describes the research
methodology conducted for completing the thesieassh. In Chapter 4, strategic
market analysis and growth strategy concerningkehe concepts of this research are
explained. Market analysis including the municifyaiegment in Germany is described
in Chapter 5. Moreover, the customer, dealer, cdibmpeand key implement
manufacturer analyses are described in Chapterh@pt€r 7 concentrates on the

possibilities and capabilities for growth in therget market. The findings of the
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research and the subsequent discussions of thes thes constructed in Chapter 8
including the development plan put forward for tb@se Company. Finally, Chapter 9

presents the conclusions drawn from this work.

Chapter 2 includes the Case Company profile, mpaiity segment related products in
the Case Company, tractor models ideal for munlitypaaintenance work and tractor
implements for municipality maintenance work. Cleapb, as the title indicates,
includes market analysis for the tractor municiiyakegment in Germany and is
regarded as intra-company knowledge and henceyuimic. Correspondingly, Chapter
6 includes the customer, dealer, competitor andikgement manufacturer analyses
and are correspondingly regarded as intra-compaonwledge. Furthermore, Chapter 7
includes the possibilities and capabilities forwgtto in the focus market and Chapter 8
includes the development plan. Therefore, the tojpnc Chapters 2,5,6,7 and 8 are
respectively written out in Appendices 1,2,3,4 &ndhe appendices are separated from
the thesis and correspondingly, due to the issueoanfidentiality, are not published
through the Lapland University of Applied Sciendgbrary database. Moreover, the
References section is not published in its fuligiénin the Library version due to the
issue of confidentiality. The interview questiomzlahe detailed notes of the conducted
interviews are published only in the full versidrtiee thesis.
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2 CASE COMPANY BACKGROUND

The general profile of the Case Company, its mpaidly segment related products and
the company’s status in the German market andamthnicipality segment in general

are introduced in this chapter.

In compliance with the Case Company’s instructidhe,Case Company background is
regarded as confidential information. Deriving frotimis requirement, the market

analysis findings and results are written in Apperidwhich is not published through

the Library databases of Lapland University of ApplSciences.
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3 RESEARCH METHODOLOGY

The research methodology and the research methmtiseahniques are described in
this chapter. In addition, justification for thelestion of the methods is provided as

well as the plan for data collection and analysis.

3.1 Case study method

A case study as a research method seeks to exoaie present circumstance and to
retain holistic and meaningful characteristics @dlfife events by “how” and “why”
guestions. The questions are explanatory and diéfaloperational links needing to be
traced over time. (Yin 2009, 4, 9.) As this reshaveork seeks to find answers to
questions put forward in a real-life situation ammhcentrates on one specific company,
the case study method is selected. Furthermoreesi@arch questions identified assume
descriptive and explanative goals of the reseaiiciwis also consistent with the case
study research approach.

The Case Company’s product marketing managerspeuiatists are interviewed in an
open manner to gain a common understanding ofuttrertt situation of the company in
general and in the German market. Furthermoreeeifspgroup of dealers, selected as
the best 19 German top sellers within the pasty®ans, are interviewed as well as the
German importer and its area sales managers. keyotrimplement manufacturers,
gathered from the dealer and area sales managawiews, are interviewed and
discussed with to gain a deep understanding ofntin@cipality segment and customers’
behaviour in the buying process. Customer satisiacurveys available from the Case
Company are utilized for acquiring information amahthe customers perceive the Case
Company, its services, products and actions in rgéne the target market within a
specific period of time. To improve validity of th#ols used, the work uses
triangulation in data collection.

Triangulation is the most desired pattern for dephvith case study data (Yin 2012,
104) and thus provides the basis for this resedncangulation is the usage of evidence

from multiple sources in which all sources pointth@ same set of events, facts or
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interpretations. There are six common sources @feece in doing case studies, i.e.
direct observations, interviews, archival recodts;uments, participant observation and
physical artifacts. (Yin 2012, 10-13.) This resdauses a combination of interviews,
document reviews, i.e. e-mails, reports, custoraéisfaction surveys and participant-
observation in which the writer is identified asegearcher but also fills a real-life role
in the scene being studied (Yin 2012, 10). Acawmgdio Yin (2012, 182-183), using

multiple sources can strengthen the evidence fee studies and the data will be more

trustworthy as of to any single source.

3.2 Qualitative research

This research works with mostly qualitative emglicdata available in different
formats. The research work is of practical nature therefore empirical data collection
IS necessary to acquire the relevant informationhensubject. As argued above by the
statements of Yin, it is natural to use triangwalatin this research work to provide
trustworthy and stronger evidence for the caseysté@dbusiness-related case study
research, according to Eriksson and Kovalainen §2Q016), is often practical,
providing results that present complex businessessn an accessible and down-to-
earth format. The research seeks to produce qusditenformation that is not aiming
for generalization, but to exploring and understagda single case (Eriksson &
Kovalainen 2008, 116, 119-121). A single case sdieran intensive case study research
in which the aim is to learn how a specific andouei case works. Moreover, the overall
purpose is to explore the case in its economidakamultural, technological, historical
and physical setting. (Eriksson & Kovalainen 20088-120.) Taking into account the
above mentioned aspects, qualitative researcheibéist suitable research method for

this research which is based on a single case.study

Theory is an essential part of the case study relsekriksson and Kovalainen (2008,
121) argue that a typical challenge for an intemsiase study research is “to relate
theoretical concepts with empirical investigatidhat engage their readers to learn and
take action”. Yin (2012, 27-28) on the contrary g that the reliance of theoretical
concepts to guide design and data collection isafriee most important strategies for

conducting successful case studies. Moreover, yhe@y help pointing out how and
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why the eventual findings might be expected todéeviant to other similar situations or
conditions and correspondingly, help increasingvéileie of the case study (Yin 2012,
29).

3.3 Data collection

Referring to the previously identified six sourcasevidence by Yin (2012, 10-13),
there are three principles of maximizing the beredfif the sources via validity and
reliability. The principles are identified as theeuof multiple sources of evidence,
creating a case study database and maintainingiia ol evidence. (Yin 2012, 114-
124.) Multiple sources are used in this work antdas allowed to address a broader
range of historical and behavioral issues (Yin 2Q115). A case study database refers
to organizing and documenting the data collected ians a natural choice for this
research due to the retrieval for later inspecteomd scrutiny. Correspondingly,
maintaining a chain of evidence is also an esdetttigice for this research work as it
allows the reader to follow the derivation of anyidence from initial research

questions to ultimate case study conclusions. 0ih2, 120-122.)

Interviews are used in this research as one ofrthi@ sources of information and thus
the interviews serve as the primary data for thpigoal data collection. Interviews are
used in business research due to their efficienog practicality in collecting
information in a form that cannot be found in a l@ied form (Eriksson & Kovalainen
2008, 80-81). Qualitative interviews are dividedoirstructured, semi-structured and
unstructured interviews. This research uses maiigi-structured interviews which are
guided although provide the possibility to alteenatording and order of questions.
(Eriksson & Kovalainen 2008, 80-82.) Unstructuredterviews utilize guiding
questions, but explore a topic intensively andhaghly individualized and relevant for
both the interviewer and the interviewee. Open toes at the end of each interview
are utilized to elaborate discussion of the quastiand to emphasize subject themes
that the interviewees may found relevant for disaus (Eriksson & Kovalainen 2008,
82-83.)
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The data collection for the theoretical part okthesearch is carried out by reviewing
literature on the topics of strategic market manag®, market analysis as well as
growth strategies. Correspondingly, the data cbtacfor the Case Company part is
conducted mainly by semi-structured interviews \whare organized and structured
target specifically, i.e. with relevant and respexiguestions for area sales managers,
top dealers and key tractor implement manufactuf@esnparisons are made within the
sample groups to identify common answers in refato the Case Company and the
market in the opinions of the interviewees. Morgpwbhe comparisons are made to
achieve the objectives of the work and to gath&rmation which help identifying
possible problems and common features raised fecudsion in the answers. In
addition, the Case Company related data are cetleatso through participant and
direct observations in meetings as well as by thalyasis of written reports and
company related material, such as marketing métesraject reports and customer
satisfaction surveys. Some of the material is ab#al to the public, however most of it

is company confidential.

The interviews assisted in collecting primary datgrovide practical evidence for the
research. The area sales managers were choseniatetliiewees as they are in contact
with the customer base on a daily basis and aremtbst professional to answer
questions relating to the municipality segment gtredCase Company’s competency in
the field. The top dealers were selected on thargte of the sales figures from the past
two years. The key implement manufacturers weresehdbased on the interview
findings from the two previous interview groups. eThnterviews were planned
beforehand with the Case Company’s product mangetianagers in order to focus on
the most relevant aspects to this research. Teevietvs with the area sales managers
and the top dealers were carried out mainly oepb®ne, but also via e-mail and the
time used for the interviews extended up to anayeof one hour.

The method of implementation for the interviews whssen as mentioned above due
to the limited time the interviewees had availadnhel also due to the distance between
the interviewer and the interviewees. The intergiewere carried out in a semi-
structured manner and were spoken in German. Theeas were accumulated in a
form of a detailed notes and were checked for camess with the interviewees at the

end of the interviews. The translation of the dethnotes into English was carried out
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by the author of this research and the 100% agneebetween the two languages was
checked by a principal lecturer of the Lapland énsity of Applied Sciences.

The key implement manufacturer interviews wereiedrout in English in an open non-
structured manner face to face by the Case Compangtuct marketing manager in an
international exhibition taking place in GermanyeTanswers were saved as a memo
by the interviewer and provided to the author a§ ttesearch for further utilization.
Furthermore, the sales director of the German itepavas interviewed face to face in
an open non-structured manner by a manager fromQhse Company’s sales
engineering department. The answers were savednasna by the interviewer and
provided to the author of this research for furthglization. The aim of the interview
was to gain a holistic perspective of the Germarketaelated aspects in general and to
contrast the findings to the area sales managaesview findings which are providing
perspectives from different regions across the ggun

3.4 Data analysis

The data collected are reflected upon theoriesbarsthess models, such as the SWOT
analysis, for strengths, weaknesses, opportundie$ threats, Porter’s five forces
model, PESTEL analysis, for political, economicgiaf technological, environmental
and legal factors, and Blue Ocean Strategy. Moezifipally, the Case Company is
assessed with the help of SWOT analysis, to findtlee current status the company
possesses in the target market and the segment @amddysis in this research.
Additionally, the SWOT analysis helps pointing dbe opportunities for the Case
Company in the target market and the municipakgnsent once the interviews have
been carried out. The customers and competitoraraalysed through the Porter’s Five
Forces model and moreover, in assessing the reguttse competitors, the same theory
is used for analysing the empirical findings of th&erviews. The exploitation of the
overall conditions of the market is based on thih@ts study through the Internet and
with the help of the PESTEL analysis. In additithe Blue Ocean strategy is utilized to
broaden the market perspective and to help cutirghe elements that do not create

value for the Case Company currently.
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The interviews build the basis for identifying tbpportunities the market has to offer
for the Case Company and fexamining what the demands for creating a growth
strategy for the future are. Correspondingly,ttieory supports the findings by offering
solutions for increasing the sales, i.e. achievingrket growth in the municipality
segment in Germany. The discussion and analysighef data collected apply
triangulation through interviews, reviewing docunseand participant observation in

order to strengthen the evidence for the reseamh.w

Thematic analyses (Braun & Clarke 2006, 15-22) witezed in analysing the data for
identifying, analysing and reporting patterns oenties from the data for identifying
common features. Moreover, thematic analysis efliin this work included six phases.
The first phase focuses on becoming familiar wite tdata. The second phase helped
generating initial codes. The third phase focusedeaarching for themes and the fourth
for reviewing them. The fifth phase helped definargl naming the themes and finally,
the sixth phase was to produce a report by finadizhe thematic analysis. Based on the
results and theory combined, the aim was to achikgeobjectives of the work and

thereby, assist in making a suggestion for a dgveént plan for the Case Company.
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4 THEORETICAL FRAMEWORK ON STRATEGIC MARKET ANALYS$ AND
GROWTH

The theoretical framework on strategic market agialgnd growth is introduced in this
chapter and the corresponding approaches to mankéysis and other business models
relevant for this research are identified. The rimfation discussed below are utilized in
analyzing the data collected for this research alst during the formulation and

suggestion of the development plan for the Casefaom

The theoretical framework of this thesis is basadtlte concept of strategic market
analysis and growth of the market. However, sith@ermain objective is not to create a
strategy for the Case Company, it is essentialtier commissioner of this work to
acknowledge the theory behind the suggested dawelopplan and its key elements.
Literature review, according to Eriksson and Kowreda (2008, 43) refers to the body
of research, both theoretical and empirical, thasinibe consulted in order to develop,
understand, investigate and evaluate the resebuwthermore, in qualitative research,
literature often emerges as relevant in respongbeavriter’'s own empirical data and
analysis made (Wolcott 2001, 71, cited in Eriks&dtovalainen 2008, 283).

4.1 The concept of strategic market management

Strategic management is an essential part of tbeeps after the outcome of this
research and herewith the term is discussed frormaaket perspective, more
specifically in terms of strategic market manageimekccording to Aaker and
McLoughlin (2010, 10), strategic market managemerat system designed to helping
the management of a company to create, changetan r@ business strategy and to
create strategic vision. Strategic vision provities direction and purpose for interim
strategies. The utmost goal is to challenge styafeg it to remain relevant to the
changing marketplace, to ensure the organizatioeldps and retains competencies to
make the strategy succeed and implement the syratdtpctively. (Aaker &
McLoughlin 2010, 10.) As a part of strategic manketnagement, the goal is to analyze
the external and internal environments of an omgiun, to identify and assess the
outputs, i.e. by the SWOT analysis and lastly,remate, adapt and implement a strategy
(Aaker & McLoughlin 2010, 11-13). Deriving from thgevious facts it is possible to
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state that a successful strategy formulation ire®Ilthorough investigation of the
internal and external environments of a companythéamore, this study aims at
making a development plan for the Case Companytl@dlan is a part of a future
strategy process. Therefore the concept of stategirket management is identified

and discussed briefly.

This study focuses mainly on the external analybi#, also touches upon some
particular areas of the internal environment of @ese Company, such as customer
satisfaction, sales, and product quality. To prevadditional information on the
strategic market management process, the key ctmncapl strategies the Case
Company can pursue to expand its operations irGérenan market will be identified

and discussed in the sub-chapters to follow.

4.2 Approaches to market analysis

There are different ways of examining and analysaangiarket due to the different
purposes the market serves although the underigemis to find out the attractiveness
of the market. The basic definition and the dimensias regards to the market analysis
were identified in the introduction chapter of tinierk. This part focuses thoroughly on
those market analysis dimensions introduced ancddition, identifying different
approaches to analysing a market. The informatiomluded in this sub-chapter is
utilized when analysing the German tractor munildipanarket. The dimensions of a
market analysis identified by Aaker and McLoughl{®910, 60) are market size, growth
rate, profitability, trends and developments, indusost structure, distribution systems
and KSFs.

The objectives of market analysis are to deternineeattractiveness of the market by
providing input into the product market investmelgcisions and to understand the
dynamics of the market to guide information coli@ctand analysis. Porter (2004, 365)
utilizes broader range of criteria compared to Aaked McLoughlin (2010) in
screening the attractiveness of an industry or mpamy position, i.e. size, market
growth, pricing, market diversity, competitive sttwre, industry profitability, technical

role, social, environmental, legal and human. Toenér dimensions identified by
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Aaker and McLoughlin (2010) are considered as nsor&able for this work compared
to the latter ones even though some of the additiorteria used by Porter are utilized
through the usage of PESTEL analysis. The markaysis dimensions are discussed in

detail in the following.

The total sales level of a market is a basic sigrpoint for the market analysis. In
addition, it is essential to look at the size amowgh characteristics of a market, i.e.
what the driving forces for sales trends are. (Aa&eévicLoughlin 2010, 60-64). This
work identifies the total sales level of the Gernti@ctor market. In relation to market
growth, it is crucial to consider a usage gap wltan cause the market size to be
undervalued. The size and prospects of a markebearhanged drastically by a new
use, new user group or more frequent usage. (A&kdtcLoughlin 2010, 64, 77.)
Market growth will be discussed in detail in subuotea 4.3.

Cost structure can be analyzed by examining theomapst and value-added
components at each production stage. Herewithntkation is not to get involved with
the cost structure of the Case Company’s prodwgthe information is not available,
but it is essential to acknowledge that it is ohthe components influencing the overall
sales and profitability of the company’s producthie proportion of value added
attributed to one value chain stage can becomeals@able that a KSF is associated with
it, for example by developing control over a tedogg. (Aaker & McLoughlin 2010,
70-71.) The Case Company’s relationship with somecific complementors, i.e.
suppliers of complementary products and servicésefRet al. 2004, 177), has enabled
the company to create patented technologies tleateradded value for the customers

and also a competitive advantage in the technddagsed.

Moreover, analyses of possible or emerging chang@e distribution channels can be
essential in understanding a market and its KShe. dreation of a new channel of
distribution can lead to a sustainable competiadwvantage. (Aaker & McLoughlin
2010, 71.) The distribution channels used in tlaettr business can be argued to be
quite traditional. Companies such as the Case Cow@ae looking for partners that
can cover both sales and customer service for timepany’s products in extensive
distribution channels covering a wide range of emsr segments and large

geographical areas simultaneously. The Case Compasy managed to create a



23

standardized and transparent process chain for dib&ibution of its tractors.
Monitoring and ensuring just-in-time delivery ofetltargo is an essential part of the

concept used.

Aaker and McLoughlin (2010, 72) argue that a distrs of market trends can serve as
a useful summary of customer, competitor and maakatyses. Market trends focus on
change and drive growth and also reward those veweldp differentiated strategies
and fads to attract investments. A real trend candbtected by answering three
questions as follows: what is driving it, how aibE is it in the mainstream, and is it
broadly based. (Zandl 2000, 30-35, cited in AakeMé&Loughlin 2010, 72.) Trends in
the tractor business can be argued to be relatinbet outlook of the tractors, such as
colors, shapes and ergonomics as well as techeslagged, for example automated
steering, high-flow hydraulics and increased hooseg. The trends relating to the Case
Company’s products and the market are discusséuefun Chapter 5.

KSFs are assets and competencies that provideaie for competing successfully and
they are divided into strategic necessities arateggic strengths. The set of these assets
and competencies developed in a competitor angtysidde the base from which the
KSFs can be identified. (Aaker & McLoughlin 201@.)/ Protection of the factors is
important in addition to identifying new emergentes. The roles change within
product life cycles, as for example in industriaifs where technology and innovation
are important in introduction and growth phasesak@ & McLoughlin 2010, 73.)
KSFs can be related to core competences which signdicant source of competitive
differentiation and hard to imitate (Prahalad 1993) and deliver additional value for
the customers in the end. For providing an imparbamput for the market analysis, it is
important to identify the KSFs and also to projem into the future and to identify
emerging ones (Aaker & McLoughlin 2010, 73).

Profitability can be estimated by adopting the &xst Five-Factor Model of Market
Profitability, more commonly known as the Portdfise Forces Model as illustrated in
Figure 3 which focuses on estimating the profitabiof an average firm. The
attractiveness depends largely on five factors thfitence profitability: existing
competitors, potential competitors, substitute pods, customer power and supplier
power. (Aaker & McLoughlin 2010, 68-70.) The fivertes model calibrates the
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attractiveness of an industry and helps to idemfyspecific forces that shape the
industry, either favorably or unfavorably (KaplanN&rton 2008, 48).

Moreover, the collective strength of the five farcdetermines the ultimate profit
potential in the industry which is dependent on itdustry structure. The key for a
successful competitive strategy is to analyze edthe forces and to find a position in
the industry where the company can either defesdlfitagainst those factors or
influence them in its favor. (Porter 2004, 3-4.)cAding to Porter (2004, 49), a
framework for competitor analysis includes four giiastic components, i.e. future
goals, current strategy, assumptions and capasiliti Correspondingly, the
understanding of these four components will allawpredict informally what the

competitor’s response profile is and to forecasiriindustry conditions.

Competition
among
existing firms

Threat of Threat of
potential substitute
entrants products

Bargaining Bargaining
power of power of
suppliers customers

Figure 3. Porter's Five-Factor Model of Market Profitabjilifmodified from Porter 1985, cited
in Aaker & McLoughlin 2010, 68).

Another way of analysing a market is to examirtaribugh the PESTEL analysis which
concentrates on the external environment changks@nponents vital for the strategic
market analysis. The data collection on the extengironment is a continuous process
as the market environment changes and the strategy company should develop
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accordingly in order to create success. In ordeantalyse the market accurately it is
essential to look at the political, economic, shdechnological, environmental and
legal conditions that influence a company direaihyd indirectly. The conditions have a
different level of impact on a company and corresiiogly the factors are outside the

control of a single company (Free Management B@@Kslb, 10).

Political conditions include for example trade regions and tariffs and economic
conditions cover for instance efficiency of finamcmarkets and infrastructure quality.
Correspondingly, the EU has its common rules whate binding Germany.
Furthermore, social conditions provide information demographics, culture and
entrepreneurial spirit (Kaplan & Norton 2008, 48¢& Management Books 2014b, 12-
15.) Technological conditions include for instarteehnological developments, impact
of technology on cost structure and value chaincsire as well as on product offering.
Environmental conditions relate to the natural smwnental issues such as waste,
energy and environmental footprint. (Kaplan & Nort®2008, 48.) Moreover,
technological conditions are considered carefullassessing future operations as new
opportunities can help gaining a larger market esheand correspondingly lead to a
competitive advantage (Free Management Books 208)b,

Legal conditions play an important role also witthie EU as domestic laws are binding
companies on their foreign territory. Legal aspeatdude aspects such as pricing
regulations, taxation, industrial safety regulasicand product labelling requirements
(Kaplan & Norton 2008, 48). The legal aspects is thork will be looked into mainly
from the German market and German law regulatipesspective and will touch upon
areas such as product and traffic regulations. Sofmé¢he legal aspects will be

contrasted to Finland to provide a benchmark topzmento.

4.3 Concept of market growth and market penetration

As identified previously in this work, market grdwis one of the key dimensions of a
market analysis. The information discussed in thi-chapter is included when
analysing the Case Company and the target markeelhgss in framing and suggesting

the development plan. Pleshko (2006, 14) discusseslternative conceptualizations
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relating to growth and points out four differentfises, i.e. a product focus, a marketing
mix focus, a product-market focus and a productketatechnology focus.
Correspondingly, market growth is divided into #réocus possibilities for the
company, i.e. existing market segments, new madgments as well as both existing
and new market segments (Pleshko 2006, 14). Thetlystrategies identified by Aaker
and McLoughlin (2010, 194-195) are energizing thsitess, leveraging the business,
going global and creating a new business. Herewitbrgizing the business can be seen
as the most appropriate way to create growth fer@ase Company as the route to
energizing can be pursued by innovating to improffering, energizing the brand and
marketing or increasing existing customers’ usagkér & McLoughlin 2010, 195).

The central issue in terms of market growth isteglao the estimation of the market
size in the future. At its best, the optimal sitoatwould request a firm to identify and
avoid or disinvest declining situations and to tfgnand invest in growth contexts.
However, growth situations are attractive, but almo involve substantial risks. (Aaker
& McLoughlin 2010, 65-67.)

Kotler and Kotler (2013, 25) relate risks to a r@idg growth as economic slowdown, a
new aggressive competitor in the market place, gingrbuyer tastes and a decline in a
company’s brand freshness (Kotler & Kotler 2013). 26loreover, Ansoff (1957, cited
in Pleshko 2006, 14) suggests the safest growthoropas to adopt a market
penetration/saturation strategy whereby a compaayisting customers increase their
usage and in addition, the company takes over a riew customers from its
competitors. A suggestion with a slightly heightknesk is to adopt the market
development strategy of attaining new channels, gewgraphical areas or new types of
customers for the current product portfolio of tempany. Producing completely new
products, different versions of existing productsddferent quality levels of existing
products would be the following suggestion allegemtintaining increased risk. (Ansoff
1957, cited in Pleshko 2006, 14.) A diversified maeh with new product
developments for new markets within a related pcodoarket is the highest risk level
according to Ansoff (1957, cited in Pleshko 2008). TThereby, product-market growth
strategies can generally be classified into twegaties: growth realized through a

focus on products and growth achieved through asf@n markets (Bradley 1991; Tull
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& Kahle 1990, Ansoff 1957, cited in Pleshko 2008).1Correspondingly, Aaker and
McLoughlin (2010, 73) identify the risks under tareategories as shown in Figure 4.

+Rezource constraints
+Diztribution unavailable

+Changing K.SFs
R *New technology

*Digappointing growth

+Price instability

o +Overcrowding
Competitive ve L - titix
Risk Superior competitive

entry

Figure4. Risks of High-Growth Markets (modified from Aak&McLoughlin 2010, 73)

Figure 4 depicts the competitive risks, i.e. ovenating, superior competitive entry,
market changes, i.e. changing key success factmw, technology, disappointing
growth, price instability and firm limitations, i.eesource constraints, distribution
unavailable. All the risks identified in Figure arcbe relevant for the Case Company

and therefore, it is essential to look at themeatad.

It can be argued that the risks are also to beideresl in more stable markets in terms
of growth as the turbulence may influence the magkeironment even though Figure
4 identifies the risks relating to high-growth metk Competitive overcrowding,

according to Aaker and McLoughlin (2010, 74), islmbly the most serious risk in a
market, i.e. the sales volume is insufficient temsort all competitors. This risk also
relates to superior competitive entry in which anpany’s position in a market can be
threatened by a competitor entering the market waitproduct that is demonstrably
superior or that has a distinctive cost advant#gkdér & McLoughlin 2010, 74-75).
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Moreover, new entrants create capacity, the ddsirgain market share and often
substantial resources (Porter 2004, 7). Turbulemtiee market environment, caused for
example by micro and macroeconomic forces, can thigeggrounds for the composition
of the market forces to change. Therefore, mafkahges may aid a company to pursue
growth as a means of new technology and changirfesK& example. The risks can be
turned into benefits by utilizing the gap that i®ated from constraints for another
company. The company’s own resources among otleerf&acan hinder the company

from creating growth in a market.

Market growth correspondingly can be estimateddwoking at driving forces for sales,
leading indicators and analogous industries. Lenddicators, such as demographic
data and sales of related equipment, can assifirétasting and predicting turning
points in market sales. (Aaker & McLoughlin 2016, 87.) Transitions in maturity and
decline in market sales are important indicatorsnafket health and nature and their
beginning phases can be identified with the folluyvindicators: price pressure caused
by overcapacity and lack of product differentiatiobuyer sophistication and
knowledge, substitute products or technologiesyraabn, no growth sources, and
customer disinterest. The maturity and decline pbagre often accompanied with
changes in KSFs. (Aaker & McLoughlin 2010, 67.)

Growth patterns can be seasonal or cyclical (P@@ér, 370). The market sales of the
Case Company can be identified as cyclical as aftencline there has been a decline
in the past four years in the monthly volume of trectors sold. The growth can be
correlated to high seasons although the main patiezyclical, following the same type
of cycle yearly. The patterns follow seasons asotners have the tendency to purchase
new equipment for coming seasons and before the aénthe financial period.
Investments during a high season are fairly rahe @yclical sales are typical for the
total market in Germany, the highest sales ocogrimthe spring season (VDMA
2014a).

Market penetration, as identified previously irstinork, refers to achieving more usage
from existing customers and taking over new custsni®m competitors. Moreover,

expansion is argued to be difficult at least imatigkly stable markets as it means
extracting market share from others and can leadcteased competition. Takeover on
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the contrary is considered as a means of high (dgttzberg et al. 2003, 123.) Market
penetration is an essential part of the Ansoff MafFigure 5) which provides a

framework enabling growth opportunities to be idesd either through existing or new
products or in existing or new markets. Herewith fiticus is on existing markets and in
existing or new products with the strategy altauest being market penetration or
product development as shown in Figure 5. As prodiavelopment is an ongoing
process in the manufacturing industry and can hexwed on the side of a market
penetration strategy, the approach to market pati@tr strategy will solely be

discussed here.

Products
Existing Mow
Market Product
Exiating Penetration Development
1]
it
¥
]
=
New Market

Development Diversification

Figure 5. The Ansoff Matrix (modified from Ansoff 1965, cdein Free Management
Books 2014a).

There are four different approaches in implementimg market penetration strategy
which are identified as selling existing products services to existing market to
achieve growth in market share, securing dominahgrowth markets, restructuring a
mature market by driving out competitors or incnegsusage by existing customers.
(Free Management Books 2014a.) Increasing the mathkare of current products
concentrates on a combination of competitive pgcstrategies, advertising and sales
promotion. Securing dominance of growth marketshen contrary approaches a new
demographic for the product, such as a new agepgr(itree Management Books
2014a.) Furthermore, restructuring a mature maitet driving out competitors

approaches the market aggressively by promoticaadpaigns and pricing strategies,
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I.e. by attaining market share from competitorgréasing usage by existing customers
refers to using tactics such as loyalty schemedingdvalue to current product or
making for example technological changes to thedygecbto encourage added usage.

(Free Management Books 2014a.)

Taylor (2012, 22) combines the Ansoff Growth MatiaxAbell’s Model (1980, cited in
Taylor 2012, 22) in his approach to competitive iayement. The new approach
replaces the markets by customers and the focuiseirmarket penetration approach
would correspondingly be on existing products andstmg customers. Market
development on the contrary would focus on exispragucts and new customers. That
approach could be utilized in targeting a new sednw customers, for instance
customers who have previously not been using tradtr municipality maintenance

work.

The underlying idea in market penetration in therapch of Taylor (2012, 23) is to
utilize core competencies such as existing compet@dvantage to increase market
share by selling more to existing customers witheatrificing return on sales.
However, if the company does not hold sustained pstitive advantage, market
penetration requires the creation and implementaifa competitive improvement plan
at the strategic business unit level (Taylor 20232). The key in a successful market
penetration strategy, according to Free Managemeaoks (2014a) is to have detailed
knowledge of the market and competitors as webBwessful products in the market
the company is familiar with. Herewith market arsadyplays an important role in

attaining the intelligence through market and catibqreanalyses.
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5 MARKET ANALYSIS FOR THE TRACTOR MUNICIPALITY SEGNENT IN
GERMANY

The aim of this chapter is to utilize the themaditalysis in analyzing the tractor
municipality segment in Germany and furthermoreariswer the first research question
of this work. The theory and models used for thalysis are identified in the
subchapters below. Furthermore, each subchapteidpso information on how the
theory and models are applied and moreover, howd#éte is analyzed. The detailed
notes of the interviews conducted, the documentewed and participant observation
are utilized as a means of triangulation in analyzhe tractor municipality segment in
Germany. The practical value of the analysis cpoedingly, will be provided in

Chapter 7.

In compliance with the Case Company’s instructidhs, market analysis for the tractor
municipality segment in Germany is regarded as idenfial information. Deriving
from this requirement, the market analysis findiags results are written in Appendix
2 which is not published through the Library datssa of Lapland University of
Applied Sciences.
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6 CUSTOMER, DEALER, COMPETITOR AND KEY IMPLEMENT
MANUFACTURER ANALYSES

The correlating analyses of the tractor municigadégment in Germany are described
in this chapter. More specifically, the chaptervydes the analyses on the customers,
dealers, competitors and the key implement manufaxt. The theory and models used
for each analysis are identified in the subchaptetsw. Furthermore, each subchapter
provides information on how the theory and mode¢sapplied and moreover, how the
data is analyzed. The detailed notes of the int&rsiconducted, documents reviewed
and participant observation are utilized as a mednisiangulation in analyzing the
customers, dealers, competitors and key implemenufacturers. To conclude, the
subchapters contribute the practical analysis &heetwork group. The practical value
of the analysis correspondingly, will be provideddhapter 7.

In compliance with the Case Company'’s instructidhs, customer, dealer, competitor
and key implement manufacturer analyses are redaadeconfidential information.
Deriving from this requirement, the Chapter 6 istsn in Appendix 3 which is not

published through the Library databases of Lapldniversity of Applied Sciences.
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7 POSSIBILITIES AND CAPABILITIES FOR GROWTH IN THEOCUS MARKET

The purpose of this chapter is to provide the otito creating growth. The chapter is
divided into two subchapters to reflect the poditiks and capabilities for growth in the
focus market and moreover, to provide the answarghie second research question.
The information for this chapter was gathered frbra interview findings from the
areas sales managers, the sales director of thmaBedistributor, top dealers in the
market as well as the key implement manufacturen® semi-structured interviews
were used as a research technique to collect tip&rieah data. The main focus of the
data collection was on exploring the developmerd growth opportunities in the
tractor municipality segment in Germany for the €aompany. Moreover, the
interviews were used to explore and analyze thevirapportunities and possible
developments from the areas sales managers’ ahersigaerspective. The theory and
business models utilized for this part reflect oacpcality, i.e. how the theory and

business models can put into practice.

To answer the second research question of this,wetkvhat are the development and
growth opportunities in the tractor municipalitygegent in Germany for the Case
Company and how the products meet the demandsisdhgment, the market growth
opportunities are identified and analyzed. Furtteeen the structure and the
characteristics of the competitive market environinéor the Case Company’s
products, specifically municipality maintenance Wotractors are identified and

analysed.

In compliance with the Case Company’s instructidhs, possibilities and capabilities
for growth in the focus market are regarded asidential information. Deriving from
this requirement, the Chapter 7 is written in Apgigrd which is not published through
the Library databases of Lapland University of ApglSciences.
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8 DEVELOPMENT PLAN

The conclusion of the main empirical findings isalissed in this chapter. The chapter
provides the answer to the third research questr@has a conclusion, the suggestion
for a development plan is put forward.

In compliance with the Case Company'’s instructighs, development plan for growth
is regarded as confidential information. Derivingrh this requirement, the Chapter 8 is
written in Appendix 5 which is not published thrdutipe Library databases of Lapland

University of Applied Sciences.
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9 CONCLUSIONS

The conclusions on the exploration and analysihefmarket growth opportunities in
the tractor municipality segment in Germany for tb@se Company are discussed in

this chapter. Furthermore, the areas for furtheadysaind exploration are suggested.

A single case study was chosen for the market aisafs it was reflecting a real-life
situation in the Case Company. The work providedpportunity for doing partly an
exemplary case study of the German market and theaipality segment as a part of a
larger international project taking place in thes€&ompany. A fully exemplary case
study would have required the case to be significarierms of rarity and involving
national interest. The case can be argued to bexefmplary nature to the Case
Company. The case study considered alternativeogetigses into creating growth and
the evidence was provided by the interviews heldwatl as the author's own

observations.

A market analysis is an all-encompassing marken-fimaugh when considering all
internal and external factors impacting on a comggarstrategic decisions and
performance. The aim of this work, however, wasnude all relevant aspects for
making a market analysis of the German tractor etaakd the municipality segment in
general. More specifically, the main objective was identify market growth
opportunities and the structure of the competiteevironment, as well as the
characteristics of the competitive environment fbe Case Company’s products,
specifically municipality maintenance work tractoféie analyses helped addressing the

key issues relating to growth as well as to theeGasmpany’s product portfolio.

Deriving from the analyses and the main findingssan be argued that there is no
single way to create growth in the market. The tgment to growth can be achieved
through a chain of successfully managed proportafres corporate strategy. Moreover,

the structure, systems, people and culture ingideotganization help supporting the
growth strategies. The approaches that best seit Gase Company’s strengths,
objectives and organization are relating to thecigfieation and further development of

the current product portfolio. Moreover, in orderaichieve growth, there is an essential

demand and need to be fulfilled for increased spieation towards municipality
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programme that provides support for the customiersughout the whole sales and
support process. The existing products and digtabumay be the solution in the short
run. However, in order to create increased valsg@the network, it may be necessary
to look into new distribution channels and coogerapartners for the implements as
well as to create a strategy that supports the @erdistributor comprehensively.

Correspondingly, the German distributor is the aohtnaker in the market and needs
support from the factory to serve customers pridesdly. Moreover, as the market

environment changes on a continuous base, it isssacy to revise strategy and the

market factors influencing it.

Customization can help to meet the differentialdseef customers across countries,
regions and even contracting fields. The Case Cagnpas well adopted customization
as a corporate strategy and some of its functiarahs are a surplus for the
customization brought to another level. Customedseand values are in the core of the
company strategy. However, standardization caneaetsignificant economies of scale
and many companies are aiming at cutting costs arahting efficiency by
standardization. The Case Company has taken adaiiffperspective into building and
sustaining its strategy to conquer new emergingketarand segments. The need for
creating growth in the German tractor market istreé¢rio the future planning of the
company and the utmost goal is to create growtthénexisting markets. Resources

must be well utilized and the key is in managing nletwork properly and efficiently.

To conclude, there are some limitations relatethi® research. This work presents the
findings of the market analysis based on the liteeareviewed, interview findings and
observations made during the process from an @rtgeérspective. At the time of
completing the work, the Case Company is makingpastto utilize its opportunities
and to fill out the gaps in the German market. Rédggresented new tractors meet the
demand identified with the help of the interviewndings along with internal
investigation in the municipality segment. Furthere the new strategic approach to
customization provides the way to satisfy the dpeanunicipality maintenance work
related requirements in the first place. The cdstustomization may be a stumbling
block for some customers, although customers sgefan better functionality and

effectiveness are probably willing to pay for thera.
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Further development alternatives are numeroustdardo gain a deep understanding of
the current actions in the focus market and to haedound knowledge on how the
create growth in the German tractor market, théyara should look into the financial
information of the Case Company and of the currenmpetitors. Moreover,
Competitive Intelligence could be utilized frequgrib gain information on the current

actions in the market and moreover, on the congstit

Customization is a way to elevate the level ofdberent product portfolio and a way to
differentiate the Case Company from its competjtaithhough the market is dynamic
and the differences are minor between the top ¢empanies. The Blue Ocean Strategy
provides a good benchmark for future strategiepite®f the fact that herewith the
information available does not provide a sufficiéesel to enable to create such an

innovative strategy and moreover, to make theeggsabeneficial.

Furthermore, due to the extensive nature of the&k@banalysis, it is highly challenging
to conduct a thesis research that covers all aspeletting to the market and exploring
the growth opportunities. This work has providedaat amount of information on the
Case Company and its business network factors.ultimate goal of this work was to
provide information on the German market and th@mn opportunities for the Case
Company’s product marketing department and the @erdistributor aside. Therefore
it is desired that some of the information deriviedm this work will be found
beneficial for the parties involved and can assisiuilding up a strategy that supports
both the Case Company’s and the German’s distrilsugsions and strategy.
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