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The change in telecom market dynamics is impehietvork solution providers like the
case company to find solutions to sustain and gmowhe market. This can be
accomplished by leveraging the existing produat lmd investing into new innovative
test and service assurance solutions. The majarsfot this thesis is to analyze and
evaluate the key factors current market trend,otnst analysis, growth strategy, and
execution process-performance. The combined restiltdich forms the key indicator
matrix. The matrix provides the best possible sotuto sustain and leverage existing

product line in rapidly changing competitive market

The research is applied research i.e. asking theatogquestion regarding the problem
and finding the solution around it. The purposthefresearch will be explanatory; as key
indicator matrix creation requires explaining Marlenetration, Customer Analysis,

Strategic Excellence and Execution Excellence whitfils the company'’s vision.

There is a high demand of subscriber data managethnento shift in consumer media
consumption preferences towards wireless and singadevices. This shift has caused
high bandwidth usage and managing all subscrildets’ and services efficiently has been
most essential for telecommunication operator fasitess profitability. The combined
results of the research comprehends that businpssential growth can be achieved by
updating the legacy product line to support highdvadth 100GigE capture and analysis
functionality and improvements in deep packet ieipa and data query performance.
This will strengthen the business growth strategyexpand towards tier-1 network

operators and accelerate penetration of data ¢eted and web-scale operator market.

Key words: key indicator matrix, market penetrationstomer analysis, strategic
excellence, execution excellen
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1 INTRODUCTION

1.1 Background

Growing penetration of smartphones and tablets,bao&a with an ongoing shift in

consumer media consumption preferences towarddessreand streaming devices is
causing higher use of network bandwidth. Telecomoaiion network operators has
fierce competition in the market to meet the gravsubscriber demand as well for
network solution providers to provide best netwtekting solutions to sustain in the

market.

In terms of case company providing best networkrtg@ssolution means is to leverage
the existing product line and invest into new inaibe test and service assurance
solutions. To leverage the existing product lingrent market trend analysis, customer

analysis, growth strategy evaluation are the kejofa.

Market trend analysis means the process of evalyatianges to the company’s market.
This focuses on changing trends in technology,ustamer needs and in company's
demographics (Tanner, 2017, 11, 15). Market treradyais evaluates the current market

penetration and provides constructive solutionsiarove it.

Customer analysis means to unify end user opiramaisto use research to find the best
direction for product and service designs. Thisifas in analysing the gap between the
existing product functionalities with future neetls maximize a business growth

potential. The analysis is used for outlining aacée roadmap for future growth, and can

be used at both the strategic and operationaldefedn organization. (Sun, 2017, 1)

Growth strategy evaluation is unique for every bass. In terms of case company, it
means to get answers to the following question® #e objective of the business
appropriate i.e. Executive alignment? Are the majglicies and plans appropriate i.e.
Growth strategy? Do the results obtained to datgirco or refute critical assumptions

on which the strategy rests i.e. Future Opportesiti(Glueck, 1980, 1). This evaluation

balances between selection of goals and objectittecompany’s execution process.



1.2 Research Scope and Objective

The major focus of this thesis is to analyse armluate the key factors, market trend,
customer analysis, growth strategy evaluation amthfa key indicator matrix. This
analysis will be used by the case company to lexenaobile wireless legacy product line
in a competitive market for creating new opportiesitand exponential growth. The
sustainable revenue coming from legacy productdiitichelp company to invest in new

innovative product and service assurance solutions.

The research is conducted as single case studyewhgrent state and practices are
evaluated and improvement suggestions construdieel.case company is a leading
provider of highly specialized solutions to netwargerators and has a competitive
growth strategy. The research includes one priacgpiestion with five sub-level

questions.

Research Question: How to leverage the legacy produline in the competitive
market?
Answer to the following sub-level questions willrfiaulate the key indicator matrix,

which will provide the most possible solution te fbrinciple research question.

1. What is the current market trend of the legacy potel
- This focuses in changing market trends in technglogcustomer needs

and in company's demographics. It provitesket Penetration

How satisfied are customers with the legacy prasiaod why?
3. What should be improved in current products to reygonential growth?
- Both of these sub-level questions (2 & 3) focusesnalysing the gap
between the existing product functionalities wiitufe needs to maximize

a business growth potenti@lustomer Analysis

4. How are the current growth strategies accordinfp¢amarket need?
- This focuses in company’s executive alignment, d@ghostrategy and

future opportunities. Overall it iStrategic Excellence.
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5. What kind of process execution should be follon@grovide improved quality
products in the market?
- This focuses on company’s process evaluation aah’seperformance

management i.d=xecution Excellence.

1.3 Research Methodology

Methodology: The type of method that would be suitable fos ttésearch is ‘Applied
Research’Applied researchis about asking the correct question regardingtbblem
and finding the solution around it. The researatoise with the intention of applying the
results of the findings to solve specific probleorrently being experienced in the
organization. (Sekaran, 2003, 24). The focus afaséearch is to get the correct solution
in place so that case company can sustain ancalgeéegacy product line to support the
growth of new product lineevaluation researchshall be used for the market visibility

evaluation and creation of key indicator matrix.

The purpose of the research will &glanatory; because such studies are undertaken to
better comprehend the nature of the problem. (%@k&003, 135). In this research key
indicator matrix creation requires explaining th&rrent market situation, customer

feedback and growth strategy evaluation that &utfle company’s vision.

A qualitative approach shall be used for the research. Qualitative methaooh for a
complete, detailed description of observation, udeig the context of events and
circumstances. (Moffitt, 2003, 4) It gives flexildesign to evaluate issues in depth; the
framework of the research can be updated base@wrfindings. As qualitative data is
based on the case study, the formulation of keicatdrs or metrics for future use will

be more powerful.

Target audience The research questionnaires are addressed toassaldR&D personnel
at the case company, and also to its key customers.

The primary design of the research is illustrateffigure 1



11

Sustain and Leverage

Figure 1: Research Primary Design

1.4 Research Process

Research is conducted as a single case studypgitsdf the research is literature review
where different matrix designs are explored tordethe key indicator matrix. Second

part of the research includes empirical part ofstuely where current market trend and
customer needs are analyzed, current strategit¢iggaand its challenges are studied,
root causes are identified in the case companydTgction of the research consists of

construction of the key indicator matrix and pragddsow to use the findings for growth.

Background and
research questions
L Literature review
L Current State Analysis ) )
*Process quality evaulation and team perfromance
measured.

L Feedback and
eFrom Sales, R&D and Customers
surverys
L Key indicator Matrix
Construction

* Major findings in the matrix shall be
used for leveraging the product growth

eCurrent Market trends - case company and
competitors
eCustomer feedback about current products

eCurrent focus area on growth strategy and its
challenges

Figure 2: Research Process
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Research process began when need for the studgevasied at the case company. First
step was to form a high level understanding ofdimeent state of the company and to
formulate the research questions. After the questiscope and goals for the research
were set and the required literature was revieRetkvant topics are discussed in chapter

2, and finally the chapter is concluded to the sgsats.

In chapter three current market trends, products @mrent business strategies are
explained. The empirical research was conductéaeicase company between April and
October 2017. Information was gathered from diffiéi®ources; case company intranet,
sales tools, documentations, interviews, meetioigigie sources and questionnaires. The
interviews were performed as open discussions feih guiding questions. The case
company trends and current strategies were mappéadynirom sales tools, interviews,
online sources and internal documents. The analysesl are SWOT (Strengths,
Weaknesses, Opportunities and Threats) and PESi¢&lp Economic, Social and

Technological) for case company strategies andisren

In chapter four based on literature review, curstate analysis and gathered information,
“Key Indicator Matrix” is created with following fr major quadrants; “Market
penetration”, “Customer Analysis”, “Strategic EXeelce” and “Execution Excellence”.
Information is gathered from case company’s impurtaustomers, R&D and sales
personnel via face-to-face interviews and questoes. SWOT and market trend
analysis results are also utilized from chapter 3.

In chapter five, answers to the principle questma its five sub-level questions are
discussed and summarized, utilizing the key indicatatrix key findings. Research
limitation and further development are also disedsand suggested briefly.

Reliability and Validity of the data:

The data used during the research and thesis gvate authentic and valid. All the data
has been checked and approved by the case compaty.has been collected and
compiled to fulfil the objective of the researcmdacted. | was an employee of the case
company and | am well aquatinted with the produst land business cases that this

research focuses on.
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2 LITERATURE REVIEW

This section describes different business strad@gyytics matrix studied for the thesis.
It describes the SWOT analysis and PEST analy$ighais used to evaluate the current
market and business understanding of the case comppanighlights the key properties
of "Ansoff" matrix that has been chosen to condtthe final performance indicator

matrix for the case company.

“Strategy is the direction and scope of an orgdignabver the long term which achieves
advantage in a changing environment through itsfigoration of resources and
competences with the aim of fulfilling stakeholaepectations."(Johnson, Scholes &
Whittington, 2008, 62)

2.1 Business Strategy Analytics Matrix

In this thesis four different business strategylits matrix were studied to identify the
best suitable matrix which could be improved fa thlfilment of case company research

scope.

PEST Analysis

SWOT Analysis

Ansoff Matrix

Quantitative Strategic Planning Matrix (QSPM)

i A

2.1.1 PEST Analysis

PEST Analysis is a simple and widely used tool thelps to analyse the Political,
Economic, Social, and Technological changes in sinegs environment. It helps to
identify the external factors within the businessieonment that impacts the business

operations. It also encourages strategic thinkiitgivan organization.

The output of the PEST analysis is subjective ashased on changing data so it is

good to update the analysis results iteratively.
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Political;

Political factors include government attitudes mopdoyment, consumer protection, the
environment, taxation, trade restrictions and daa#orms, as well as the burden of
bureaucracy and the level of corruption (FME, PESABalysis. 2013, 12).

Economical;

Economic factors refer to all the key economic afales often relate to political actions.
(Law, 2016, 73). Those factors are as follows: QBi®ss national product), inflation
rates, currency exchange rates, taxes, labour, taéeling regulations, stock exchange,

and demand-supply rate.

Social;

Social factors are important dynamics of the matiaids analysis as it focuses on the
forces within the society. These factors includ#itdde towards products and services,
population growth and its distribution, income difdstyle statistics, education and

career trends, religion and beliefs, cultural ancia mix.

Technological,

Changing pace of technology impacts the marketdgerapidly and enormously.
Following are the technological factors which andluential; Quality and pricing,
automation, network coverage, outsourcing, leg@hatchanges in telecommunication,

transport and distribution, life cycle of curreathnology etc.

Why PEST analysis is done for the research?

In this research PEST analysis is used for initi@rket trend analysis for the case
company because it looks at a "big picture” factbes might influence a market and a
decision. The results from the analysis shall eglus classify opportunities and threats
within SWOT analysis.
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2.1.2 SWOT Analysis

SWOT analysis is a technique that is performedfoduct, services and markets when
deciding on the best strategy for achieving futgrewth. The process involves

identifying the strengths and weaknesses of thearozgtion, and opportunities and

threats present in the market that it operateBha.first letter of each of these four factors
creates the acronym SWOT. (FME, SWOT Analysis. 2613)

Helpful Harmful

Intel.-n.a I Strengths Weaknesses
Origin
How to use strengths to take | How to address weaknesse;
advantage of Opportunities? that will make the threats a
reality?
External -
. . Opportunltles Threats
Origin

How to overcome weaknesse How to use the strengths to
that prevent from taking reduce the impacts of the

advantage of the opportunities? threats?

Figure 3: SWOT basic structure

(Adapted by author from various sources)

The purpose of SWOT analysis is to identify thatstgies, which match with organiza-
tion resources, capabilities to fulfil the demardghe market where the organization
competes. SWOT analysis is very versatile and @ogabl, which involves lots of sub-
jective decision-making at each stage. It is araitee process and its scope depends

largely on the business objective under considarati
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Terminology description of SWOT is as follows,

Strengths

These are internal factors, which can be contraled helps organization to achieve its

objectives. It provides an added value, a competdadvantage. Some of the Strengths of
an organization could be core competencies in kegsaproprietary technology, product

innovation skills, superior technological skillspagl market value, loyal customers,

patents, cost effective advantage, proven R&D aadagement. Strengths should be
identified and evaluated properly by iteratively.

Weaknesses

These are internal factors which organization loasesmeasure of control but hinders in
achieving its objectives. It lowers the value deohg and competitive advantage. Some
of the weaknesses of an organization could be andategic vision, bad marketing
skills, unstable records in implementation problem&#ak market image, missing
competencies, lack of good management, narrow ptdice, below average distribution
network, financial instability to changing strategfimoves, higher cost level. Despite of
the fact weaknesses highlights the areas of thegeament that are poorly managed it is
very important that accurately identified and addré. There should be good set of
iterative questions, which should be answered bywtnod the organization senior

management to provide realistic assessment of vesaks.

Opportunities

These are external factors, which cannot be cdatrdiut are good for organization to
achieve objective and generate growth. Opportudan arise from various reasons such
as emerging new technology, ability to expand rgpidth increase in market demand,
possibility to expand the product line based orntamasr needs, ability to expand into new
markets, ability to transfer skills or technolodidanow-how to new products or
businesses, falling trade barriers, changing markeds. Opportunities identified for a
market or product can be a threat for another (FSMEOT Analysis. 2013, 18).



17

Threats

These are external factors, which cannot be cdatt@ind are very unfavourable for an
organization’s growth strategies and objectived. &uorganization should always have
possibility plan to deal with threats. Some of thajor threats can be slower market
growth, changes in customer needs, environmenttdralike demographics, recession,
business cycle, changes in foreign trade policgt aacrease, competitor market and
product changes. One effective way to identify étgeare to compare its possibility with

opportunities and evaluate their impact to an oggdion growth and strategy objectives.

The SWOT Processs described in Figure 4

SWOT analysis is a popular and versatile platfasnfidture planning; it is not a strategy.
The details for each variable should be kept shod understandable. Many identified
variables are more relative so the analysis in®letof subjective decision-making and
judgements. The variables should be prioritisedcamabined, never ignore soft facts like
culture. It is an iterative process and its scopgetids largely on the business objective

under consideration.

Internal analysis External analysis
Internal strenght and External opportunities
weaknesses and threats

\ Identification of the /

key strategic issues

!

Evolution of options and
selection of strategy

l

Implementation and
management of the
chosen strateqgy

Continual feedback
Continual feedback

Figure 4: The SWOT Process (Riston, 2011, 43)
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Why SWOT is used for initial business strategy evahtion of the case company?

SWOT analysis is usually first step for more comyaad detailed analysis. It can be used

as an iterative filter to reduce the informationkiey issue that are relevant to the

organizations business objective. Decisions madéhése key issue will set the business

objective and strategies.

Theadvantagesof the analysis are:

It is a simple and quick way to evaluate compastyengths, weaknesses,
opportunities and threats.

It equally examines external and internal factakpimg or hindering to
achieve business objectives.

The analysis can be used for many different scesari

The results from the analysis can be reviewed tdhgedesired strategic
plan i.e. using strengths to take advantage of ippibies, address weak-

ness that can make the threats a reality etc.

Thedisadvantagesof the analysis are:

The analysis might be oversimplified.

To get the real advantage of using the analysexjitires good judgement
and precise thinking.

It's an iterative process and results has to beatgadwith changing

business market otherwise the analysis may ledolisiness decisions
based on irrelevant data.

It generates many options with no solution to gselee best one.

It does not prioritise issues.

The completion of a SWOT analysis should help omgion to decide which market

segments offer the best opportunities for succedpeofitable growth over the life cycle

of the product or service. After the SWOT analysissoff Matrix should be used to

define the best growth strategy to achieve theamaobjective.
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2.1.3 Ansoff Matrix

The Ansoff Matrix is a model for analysing the apgeh to product-market growth
strategies. It is developed by H. Ignor Ansoff i#6% and well defined in his book
"Corporate Srategy”. According to H. Ignor Ansoff, the matrix is a diness analysis
methodology that links an organization's markest@gtegy with its ongoing strategic
direction. It provides framework to identify growdipportunities.

The Matrix presents four alternative growth straegn the form of 2x2 table. One
dimension of the matrix considers "Products” (emgseind new) and the other dimension
considers "Markets" (existing and new). (FME, Ariddatrix. 2013, 7).

Product: Businesses are built around products and sentltais define their value

offering. Most offerings are limited in at leastaways: time, in that their relevance
diminishes and redesign or renewal is usually megiiand transferability, in that they
tend to work best under certain market conditidwssoff noted that modifying the core

offering is a key strategic choice. (Lowy, HoodP20135)

Market: It applies mostly to market options distinguighibetween customer markets

that are known and established for the companyugdts rest.

The four quadrants of Matrix are:

Market Penetration:

Focus area is selling existing products in existiragkets to achieve market growth.

Market Development:

Focus area is finding or developing new marketgHerexisting products.

Product Development:

Focus area is developing new products to introdoitkee existing markets.

Diversification:

Focus area is innovating new products to sell enrtew markets.
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Existing New
products products
Existing Merket Product
markets penetration development
New Merket

markets development Diversification

PRODUCTS
Market Product
penetration: EXISTING NEW development:
Selling more of \29 Selling new
the same to the = products to
same type of % existing
people § customers
Market E Diversification:
development: Selling new
Selling the E products to new
existing products < customers
to new types of
costumer

Figure 5: Ansoff Matrix (Whalley, 2010, 63)

The matrix outlines the alternative methods andboptto achieve the growth targets. It
never provides the final decision to whether ortoadevelop new products or enter new
markets. It provides the implications of growing thusiness through existing or new
products and in existing or new markets. The oufpn the Ansoff product-market
matrix is a series of suggested growth stratediat get the direction for the business
strategy. (Whalley, 2010, 63)

Detailed description of Ansoff four quadrants asdalows,
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Market Penetration

Lowy, A. Hood, P. 2004, 136, in their booKhe Power of the 2x2 Matrix” states that
this is the de facto strategy: change nothing agltlsore of the same to existing
customers. Organization mostly considers thisegsabecause it has the lowest risk and
the possibility of higher market gain. Market Peagon focuses on four main

approaches.

1. Maintain or increase the current product's marketrs: This can be achieved by
aggressive marketing and sales promotion for thetieg products, provide
competitive yet attractive pricing or discount efeDo more customer centric
research and focused actions so that it buildsrifwket share which might lead
to winning customers from competitors in the erigtnarket.

2. Secure dominance of growth markets by finding nesnagraphics for the
products.

3. Restructure a mature market by driving out competitWhen the market is
mature there is no more sectors left to exploihtttaget the market share from
the competitors. This can be achieved by makingntlaeket unattractive via
extensive promotional campaign and very alluringipg strategies.

4. Increase usage by existing customers: This carchieaed via loyalty schemes,

adding value or improving the products.

The market penetration marketing strategy reliesiyan how well company knows its

market, competitor activities and its product.

Market Development

A well-developed product can be introduced into meavkets to extend its value. This is
ideal when little modification is required and rodon growth in the original market is

restricted. (Lowy, Hood, 2004, 136). This strategy be approached in follows ways,

1. New geographical markets i.e. expanding to newzbosg by exporting the
product to new countries by utilizing the saledistributor channels present in

the new market.
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2. New product dimensions or packaging i.e. refadtergroduct existing marketing
requirements to fit the new market needs.

3. New distribution channels i.e. establish new regatlets.

4. Different pricing policies to attract different ¢amers or create new market
segments i.e. providing the customer to change phwechases according to the

market need.

Product Development

Marketers understand the enormous value of a pestiustomer relationship and the
goodwill and trust that go with it. This relatiomgltapital allows a company to make
new product offers more effectively and inexpenlgive existing customers than to new
ones. (Lowy, Hood, 2004, 136). This strategy mayune the development of new
competencies and requires the business to deveddified products, which can appeal
to existing markets. (Whalley, 2010, 65).

Product development strategy focuses on three araas,

1. Research & Development (R&D): Investigates the testnologies, processes,
materials, competences and resource required gexelo product.

2. Customer needs assessment: Investigates the cregemtements so that it can
be added to the upcoming new product development.

3. Brand extension means launching the new produatruexisting brand name

but in different category to leverage existing onsér base and brand loyalty.

For new product development the product shouldthereassociated with current

product or matched customer requirements or ivegits the existing products.

Diversification

Diversification represents a total strategic ovathaimultaneously trading in both
Product and Market. It is the most challengingtlgpand risky of the options. (Lowy,
Hood, 2004, 136).

Diversification strategy requires new relationshipd skills development. Companies
select this strategy in joint ventures with oth@rsvhen there is serve crisis looming. The

strategy should set four main objectives.
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Extensive and honest assessment of the risks iagolv
Clear expectation of potential gain

Access to capital and willingness to invest

A

Right balance of risk vs. rewards

Diversification can occur at two levels: either tae business unit level or at an
organization level. When it happens at the businesslevel the organization expands
into a new segment of its current market. Whdmajipens at the organizational level,

integration of new organization into the existimgedappens. (FME, 2013, 22)

There are three approaches to implement the pofidyersification:

- Full Diversification
In this approach an organization offers very neadpct to an unknown market.

This approach is risky and time consuming.

- Backward Diversification
In this approach an organization offers product thgreceding version of the

current product.

- Forward Diversification
In this approach an organization offers product teaadvanced version of the

current product.
Why Ansoff Matrix is selected?
The Ansoff matrix four strategies and framework frery well for detailed analysis of
thesis research objectives. Strategies shall beoweg to form the key indicator matrix
which case company can use to leverage mobile esselegacy product line in a

competitive market and gain exponential growth.

Importantadvantagesof the Matrix are as follows,
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- It determines the best strategy to increase sales.

- It easy to use and provides flexibility to modifyto fit desired requirements of
the organization’s business vision.

- It is a management tool useful to analyse theegjratposition of the company
and set objectives for the way forward.

- It indicates the level of risk associated with eatrategy thus encouraging
management to focus carefully on the impact ofdagision made.

- It also increases brand loyalty.

- The matrix helps to explore in detail the differetitections for the strategic

growth that a company would take.

2.1.4 QSPM - For Advanced Development

Quantitative Strategy Planning Matrix (QSPM) isaternative strategic management
methodology, which can be used for the advancetutore development of output
generated from this thesis. It is an analytic métfar comparing feasible alternative
actions. The methodology tires to select the bestegy by using input from other
management matrix and some computations. The §icateanagement consists of three
different phases, Strategy formulation, implemeaataand evaluation. QSPM belongs to
strategy formulation and It falls under the “St&jeof its framework which helps and

organization to take accurate strategical decision.

Strategy formulation framework three different stagre as follows,

Stage 1 is an input stage, which consists of Eatdractor Evaluation (EFE) Matrix,
Competitive Profile Matrix (CPM) and Internal Fact&valuation (IFE) Matrix. It

summarizes the basic input information.

Stage 2 is a matching stage, which focuses on gtngifeasible alternative strategies
by aligning key external and internal factors.dhsists of SWOT, Strategic Position and
Action Evaluation (SPACE) Matrix, Boston Consulti@goup (BCG) Matrix, Internal-
External (IE) Matrix and Grand Strategy Matrix.
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Stage 3 is decision stage consisting for QSPM, lwbges input information from stage
1 and stage 2 to construct relative attractivef@ssach feasible alternative strategy thus

providing objective basis for selection specifiagtgies.

@ STAGE 1: THE INPUT STAGE n
External Factor Competitive Internal Factor
Evaluation (EFE) Profile Evaluation (IFE)
Matrix Matrix (CPM) Matrix

STAGE 2: THE MATCHING STAGE

Strengths-Weaknesses-  Strategic Positionand ~ Boston Consulting Internal-External Grand Strategy
Opportunities-Threats Action Evaluation Group (BCG) (IE) Matrix Matrix
(SWOT) Matrix (SPACE) Matrix Matrix

STAGE 3: THE DECISION STAGE

Quantitative Strategic Planning Matrix (QSPM)

Figure 6: The Strategy Formulation Framework

(Fred, Forest, 2015, 258)

Steps to create a QSPM:

1. ldentify the company’s key external opportunitiad éhreats and internal strength
and weaknesses in the left column of QSPM. Thisbeadone using the EFE &

IFE matrix.

2. Assign to each key external and internal factoresamight. These weights from
the IFE and EFE matrices.

3. Formulation of the type of the strategy company Mdike to pursue. This can
be done using the SWOT analysis, SPACE matrix ar®BCG matrix model,

or the IE matrix model.

4. Determine Attractiveness Scores (AS). It is a nucaévalue assigned for each
alternative strategy and is determined by examieah key external and internal
factors. The range of AS is 1= not attractive, Zomewhat attractive, 3 =

reasonable attractive and 4 = highly attractive.

5. Total Attractiveness Scores (TAS) are defined bitiplying weights formulated

in step 3 by Attractiveness Scores determinedep 4tin each row.
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6. Calculate the Sum Total Attractiveness Score byraddll Total Attractiveness

Scores in each strategy column of the QSPM.

[ ] External and Internal Key factc
|}
[ J Formulation ofalternative strategies usi SWOT
!
[ ] QSPM Matrix formulatior

Figure 7. QSPM Basic Steps

Alternative strategies

Weight Strategy 1 Strategy 2 Strategy 3

AS TAS AS TAS AS TAS
Key external factors
Economy 0.25 1 25 3 75 2 .50
Political/legal/governmental 0.30 - - -
Social/cultural/demographic/environmental 0.10 1 .10 2 .20 3 30
Technological 0.20 - - -
Competitive 0.15 2 .30 1 a5 3 A5
External total 1.00
Key internal factors
Management 0.15 3 45 2 30 1 a5
Marketing 0.25 - - -
Finance/accounting 0.20 - - -
Production/operations 0.15 3 45 1 a5 2 .30
Research and development 0.20 2 40 1 .20 3 .60
Management information systems 0.05 1 .05 2 .10 3 A5
Internal total 1.00
Sum total attractiveness scores 2.00 13 2.00 12 1.85 17 245

Figure 8: General Quantitative Strategy Planning Matrix

(Meredith, Forest, Fred & David. 2016, 5)

Pros QSPM,

- There is no limit to the set of strategies that lsarexamined at once sequentially

and simultaneously using QSPM.

- Integration of applicable external and internaltdas in the decision making

process improves the possibility best final striatelg@cision for the organisation.

Cons QSPM,

- Requires judgemental decisions and assumptions.

- It can be based only on good prerequisite inforomaéind matching analysis

- Only strategies in a given set are evaluated weldati each other.
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2.2 Synthesis

Based on the literature review SWOT and PEST aisadysll be used for current market,
strategies and product state analysis of the caspany. The Ansoff Matrix framework
shall be used to create the key indicator matrittfe case company’s business strategies.
Ansoff Matrix four quadrants shall be modified d®own in Figure 9 to develop the

framework of key indicator matrix.

Existing Product New-Improved Product

Functional

requirements
— based on

customer needs

Market Penetration Customer Analysis
Market Trends —

Existing Market

Product and .
Services

Process &

Growth Strategy B __ Performance

& Opportunities

New Market

Strategy Excellence Execution Excellence

Figure 9: Framework of Key Indicator Matrix

Market Penetration

Market penetration focuses in analysing market edbales of existing products in

existing market i.e. it is the measure of percemtaithe market that company's product
or service is able to capture. It also analyses tl@vchange in technology, customer
needs and company's demographics are affectingreiiff business strategies currently
followed by the case company. How those strategaese developed further to increase
the sales and achieve growth. Market Penetrati@tegfic approach requires detailed

market and competitors intelligence.

The thesis takes into consideration of Ansoff mankepenetration strategic module to

formulate the analysis results.
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Customer Analysis

Customer analysis is vital for any effective bussstrategy. A business or company
should follow through the three different stagesugtomer analysis.
1. Know its target customer i.e. identify current cusers, split them into groups
with similar traits and requirements. The more ifledids the understanding of the
target customer the better.

2. Understand the need of identified group of cust@emalyse what bridges these

customers together.

3. Evaluate how the company's product or service nthetsustomer requirements.
Then based on gap analysis formulate the futurmess strategy to approach the

customer needs.

Customer analysis focuses in new or improved foneti growth of products or services

offered to the customer in existing market.

Strategic Excellence

Strategic Excellence focuses in finding the bessspibe growth strategies and
opportunities in the new market with existing produn strategic excellence for the case
company, possible area of competitive advantaggerstified, the desired business state
is envisioned, and opportunities are identifiedesned. Combined output of this forms
the best possible business strategy to leveragdetiecy product line of the case

company.

Execution Excellence

Execution excellence focuses on two objectives,

- First: Organization process evaluation to providaliy product (new-existing)

to meet the new market trends.

- Second: Performance Management to from a team@ndire it to perform best

of its capabilities i.e. "Team Passion".
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3 THE CASE COMPANY AND ITS CURRENT STATE

3.1 Organization Background

The research case company is EXFO. ltis a legaiogder of next-generation test and
services assurance solutions for wireless and mwaeletwork operators and network
solution vendors in the global telecommunicatiomdustry. Founded in 1985, today
EXFO has approximately 1500 employees in 25 coesitits headquarters is in Quebec
City, Canada. EXFO'’s product offering consistssefvice solutions as well as many
physical products that are required for the offesedvices. It is one of the largest
deployments of active service assurance, whichroffmovative solutions to mobile and

IP fixed networks.

This research is done for the wireless divisioreE O OY located in Oulu, Finland.
The Finnish division was established in 1991 ahldlek Oyj, acquired by EXFO in 2010
(EXFO Press Release 2010); the office employs ampaiely 100 people and
specialises in wireless network solutions. This fotuses in providing per deployment
lab testing and live network troubleshooting fortwmk equipment manufacturers

(NEMSs) and network service providers (NSPs).

Currently this wireless division of EXFO is goinlgrough a transition from a legacy
product line to new product line. At this phasesiimportant to identify the market
penetration and customer satisfaction levels ofdgacy products. Understanding these
two key aspects will aid in continuing to supptm tegacy products, whilst at the same
time contributing key information to new producvdepment and all important revenue

generation to fuel continued growth.

The focus of this analysis will be on gatheringomfiation about the market EXFO is
operating in, using secondary data; and the maihwill be the results of the primary
data collection about EXFO’s products, and futuredpct requirements of EXFO’s
customers. The legacy products that this researcbricentrating are “PowerHawk Pro”

and “TravelHawk Pro”.
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3.2 Products

Network operators are investing significantly ireithnetwork due to rapid growth of
subscribers, devices and services. They want teiggannovative solutions adding

greater value to its customers.

Even though they are investing heavily in theimaek, they face many technical and
business challenges to deploy and manage theirngteork services. They require
extensive testing on the network elements in lie®work environment. NEMs and NSPs
needs to verify to specification, functionality, pe&ity, interoperability, quality of

experience (QoE) and quality of service (QoS).tAdise functionalities are provided by

EXFO's legacy wireless network products "PowerH&n&' and "TravelHawk Pro".

PowerHawk Pro

PowerHawk Pro is a multiuser live network analyioerine-rate data capture on 1GigE
and 10GigE networks. It enables network servicanapation and troubleshooting

through real-time key performance indicators andaitbzl user-plane analysis. It
correlates both control-plane and user-plane traffross all interfaces to show full, end-

to-end view of both signalling and user-plane d@XFO Specification Sheet, 2016, 2).

Figure 10: EXFO PowerHawk Pro (EXFO Specification Sheet, 2016, 1)

This product was developed by EXFO Oulu R&D and eamnmarket four years ago.
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TravelHawk Pro

TravelHawk Pro is a portable wireless network tteshooting tool for data capture and
analysis on multiple 1GigE and 10GigE Ethernetdink improves network analysis,
optimization and troubleshooting time, and it isidaed for three main operations: long-
term evolution (LTE)/IMS, and packet-switched (B8)e and circuit-switched (CS) core
end-to-end network analysis, Internet protocol @Pplication data analysis and data
capturing. The capacity to support all three opena in a portable form factor is what
makes this tool so powerful. Plus, the TravelHaws &ramatically improved network
quality and decreases the average mean time tor epmn days to hours. (EXFO
Specification Sheet, 2016, 2).

Figure 11: EXFO TravelHawk Pro (EXFO Specification Sheet, 2016, 1)

This product was developed by EXFO Oulu R&D and eammarket three and a half

years ago.

Both of these products need to be upgraded soitth@fpossible to serve the market
demand of growing data usage. The data usage faatesibscriber networks are ever

increasing and moving towards 100GIigE. For moretremds, refer section 3.3.3.
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3.3 Current Market State

EXFO provides testing equipment and services foeless and wireline networks in the
telecommunications industry. Telecommunicationa fEghly segmented industry and
due to its broad product and service offering, EX¢&D be identified as operating in

number of these segments, for example:

Electronic test & measurement instrument manufayD&B, Hoovers.
2017)

- Global portable fibre optic test equipment (EXF@d32rRelease, 2017)
- Optical networking-transceiver (Ratner, 2017)

- Protocol analyzer and network monitoring (EXFO Brieslease, 2010)

This section describes the current market outlouk teends of the case company. The
data gathered is from various online sources, nalesales tools and face-to-face
interviews with EXFO’s sales personnel who were &gd enough to share some of
their own in-house market research data. At firskescribes the high level view of the
telecommunications industry, and then narrows dimspecific products this research is
about. This is because EXFO'’s products and seracesll highly complementary, and

the activities of the key players have significempact on EXFO’s success.

3.3.1 Size & Growth

In 2015 the total revenue generated in the gladdacbmmunications services industry
was EUR 1.1 trillion, this figure has been steadilgwing since 2012 and is forecasted
to reach EUR 1.2 trillion by 2019, reference Figlipe

This market growth is being fuelled by the modema’'s insatiable appetite for
connectivity. In his outlook Deloitte (WiggintoB017), identifies smartphone usage as
one component driving continued growth in this isttly, citing evidence of “Unites
States consumers are looking at their devices rti@e 9 billion times a day in the
aggregate—up to 13 percentage from last year” hatldales of smartphones remain

strong. In general, they report that “penetrafod use across the telecommunications
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ecosystem continue to increase in many key categjoriTrends are investigated further

in section 3.3.3

n euros

Market value in billi

[=]
=}
=
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Figure 12: Global telecommunications services industry revenue (EUR) by region 2012

- 2015. 2016 & 2019 are forecasts (Statista, 2017, 3).

This growth creates significant opportunities inFEXs specific market segments in two

key ways:

. Increasing usage of existing infrastructure putgrain on networks (EXFO'’s

products and support services could be used ton@#ithe network)

Investment in new, and upgrading networks (EXFOimgent and professional

services could be used for design, testing andamphtation)

In these segments EXFO shows total available mafkeéED 4.2 billion, they are serving
USD 2.2 billion (EXFO Presentations, 2017).
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3.3.2 Structure & Key Players

An Ernst & Young report. 2015 segments the telecompations industry revenue as
shown in Figure 13. In this representation, EXF§€#gment would be the “Infrastructure
and platform vendors” with a 5% share of the markgetwork Operators clearly hold

the largest controlling segment.

Infrastructure Operators OTT, content, Retail and

Device vendors

and platform advertising distribution

vendors services

20% i 55%

Figure 13: Telecommunications industry value chain - 2015 share of revenues by
segment (Ernst & Young, 2015, 13)

The largest network operators in 2015 was China iMplollowed by United State
companies, Verizon (a key customer of EXFO’'s wagldivision, Oulu) and AT&T; it
is worth noting that these are amongst some odftigest companies in the world (Chen,
2015).

Two of EXFO’s key competitors in their segment &fetscout Systems and Viavi
Solutions Inc. (EXFO, 2017). Both of these comparare based in the United States of

America and have recently been going through anisitipn based growth phase.

2015 2016
Netscout 1 1
Viavi 3 2
EXFO 2 3

Figure 14: Key competitor revenue comparison (by position) (Viavi, 2017; Netscout,
2017; EXFO, 2017)

Netscout and Viavi both manufacture network anakyzleat directly compete with the
EXFO products, which this customer analysis is §iog on.
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Other identified competitors are:

Quintech Electronics & Communications Inc. (Uniates of America)
ToyoDenki (Japan)

GL Communications Inc. (Unites States of America)

Astellia (France)

Polystar (Sweden)

3.3.3 Trends — PEST Analysis

The most relevant trends in the telecommunicationsxdustry that have impacts on

EXFO’s market segments and the area of research a@vered in a brief by PEST

analysis:

- Political

o Government's appetite for supporting heavy investmia network

upgrades e.g. 4G - 5G.

- Economic

o Capital spending has a chance of accelerating wbetter growth, higher
inflation expectation environment. (Ratner, 2017)

o Mergers and acquisitions are becoming more comma@upport higher
levels of investment and achieve geographic groiEnnst & Young,
2015; Wigginton, 2017)

o More capital investment is needed to maintain ngtvttegrity and feed
fast Internet speeds to businesses and individiiids. (Ernst & Young,
2015)

- Social

o Roll out of networks in China (Ernst & Young, 2015)

o Higher-quality websites, mobile data applicatiomsl ehigh definition
video streaming are fuelling the rapid growth ialgdl broadband demand,
which is putting a strain on network capacity. (Raf 2017; Ernst &
Young, 2015)



36

- Technological

o0 Roll out of 100GIgE transmission networks and 1@Esoptical upgrade
cycle. (Ratner, 2017)

o Continued capital deployment from telecom operatmt® 4G and
preparation for 5G. (Ernst & Young, 2015)

0 Increased capital expenditures in constrained n&twemvironments
(Ratner, 2017)

0 Realisation of the IoT ‘Internet of Things’ (Wiggom, 2017)

3.3.4 Market Share

This section provides details about EXFO’s curraatket share for legacy product line.
The data is collected from face-to-face intervievith EXFO’s sales personnel who also
shared some of their own in-house market reseatzh @Three EXFO’s sales personnel
were interviewed, Interview questions with summegizanswers are described in
Appendix 1. Figure 15 shows that legacy analyzer (1GigE/10GhgS) current market

share of 7% (average of PowerHawk Pro 6% and Tirawek Pro 8%). It also states that
EXFO is one of the top five players in this spadthwgales dominated by Europe and

America region.

1G/10G PORTABLE MARKET/PLAYERS

ey AREA Split FY16

Anite/Keysight
(Triton)
2 %GL
2%
ACME
4%
Nextcomputing (HW
via many names)
4%
Toyo (Polyvirtual) h : ¢
3% ‘ N
B
Nexus
7%
Wirdpackets/Savvio
21%
EXFO
7%

Netscout (Fluke NTM portable)
18%

Niksun
21%

AMERICAS
36%

W AMERICAS
B AS|A
® EUROPE

A
.

Figure 15: EXFO market share data - geographical sales split in portable wireless
network troubleshooting tools



37

3.4 Current Business Strategy

EXFO’s market is evolving considerably and it regaicontinuous strategic planning
and innovative solutions to sustain and grow. Utmogortant value for EXFO is

customer satisfaction. Customers are the centrairpany decision-making and strategy
planning process. Considering current business tretrategy, there are four major

focus objective. Those are as follows;

The information is gathered from EXFO’s intranet, sales and marketing

documentation (Lemonde, 2016) to define the growtstrategies.

1. Transform into solution partner, trusted advisor to provide E2E solution

This strategy means to provide full end-to-end smfuportfolio, converge &
virtualize IP services and make over 100 deploysewmridwide for service

assurance and analytics software.

Service assurance and analytics software is a fvabed systems targeted for
medium to large network operators. It is E2E solutwith fully integrated
passive/active monitoring and infrastructure pagllito assure service-level
agreements. It is also real-time analytics for isenexperience visibility and
unmatched network performance. And it monitors iy services with a

single platform.

This strategy is planned because customers arengeekd-to-end solutions to
enhance service quality and network performanceal-tBrend solutions also

delivers higher margin.
2. Increase wireless presence
This strategy means to provide multi-technologytfptans, optical testing and

automation solutions. It will focus on IMS, WebRTaEge-scale emulation to test
session boarder controllers, gateways and routers.
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This strategy is planned because mobile networkrabpes are investing
significantly in wireless backhaul, optical-relatealutions i.e. small cells, DAS
and FTTA.

. Expand and share the wallet with tier-1 network opeators

This strategy is about expanding more towards lieetwork operators with
contract wins, key new product approvals and exedrtcount penetration. The
key focus area of this strategy is to provide rsgtivice analyzers for
SONET/SDN, 10M to 100GIigE Ethernet rates; Compreivenportfolio for
wireless backhaul and front haul; Pioneered newdstal for Ethernet testing.
Currently EXFO serves about 80 of the top-100 netwperators worldwide. As
the clear No. 2 supplier in the portable telecost tearket, EXFO has plenty of
room for growth, the most advanced solutions ta gaarket share and strong
brand equity in terms of excellence and execufjbemonde, 2016, 9-12)

This strategy is planned because about 20% of mktwaerators account for 80%
of total spending. Top-15 global operators accdanthighest share of capital

spending.

. Accelerate Penetration of data centre, cloud and vieescale operator markets

This strategy focuses on providing network virtmation, I0T solutions and data
centre management solutions via API-based automatial rich analytics. This
strategy also plans to maintain a firm control osts; hence reducing operating
expenses year-after-year. Another aspect of grav#XFO's streamlined go-to-
market approach, sharper R&D focus combined witandée organization,

contributes significantly on earnings leverages.

This strategy is planned because web-scale opsraterspending at a rapid and
significantly higher rate than network operatoes accelerating profitability by
combining revenue growth with tight control on empes. I0T is upcoming

technology trend.
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3.5 Case Company - SWOT Analysis

This section describes SWOT analysis performedttier case company taking into
consideration its current business strategy defineskction 3.4. The process identifies
internal strengths and weaknesses of the orgaoizatind external opportunities and
threats present in the market that it operateshe. results from PEST analysis (section
3.3.3) is also used to classify the opportunitresthreats from political, economic, social

and technological stand point.

Data is gathered from meetings and discussion witsales and R&D personnel.
During meeting PEST analysis results and current bsiness strategies were

presented and discussed.

Strengths:

- Experienced business units and customized protlucteet the market need.

- Organization has good operation efficiency and/esrifor customer satisfaction.

- The industry shows a strong diversification.

- Access to comparable industries is possible.

- Strong foothold in network troubleshooting toolsgdeo-end solutions and optical
testing solutions.

- In comparison to competitors (Astellia, Polystat, Gommunications), EXFO’s
legacy analyzer product line provides elite clasgggmance, multi-technology
support and scalable multi-probe solutions.

Weakness:
- Distributed and small business units.
- Not good enough solution to handle big subscrieeelldata i.e. lacks improved
functionality in the product line to win changingrket deals.
- Average distribution network.

- Adequate marketing strategies.

Opportunities:
- New venture towards real-time big subscriber datablement with virtual
experience probe.

- Roll out of 100GIigE transmission networks and 1@ optical upgrade cycle.
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- Roll out of networks in big countries like Chinadaimdia

- Telecom operators continued capital deployment4@oand preparation for 5G
and loT.

- Government’s appetite for supporting heavy invesiinme network upgrades e.g.
4G - 5G.

- Steady growth rates and profitability.

- Investment level at a constant increase.

Threats:

- Rapidly changing market.

- Substantial increase in subscriber/network datasingudemand towards high
performing solution and tools.

- Rising cost of raw materials and labour.

- Mobile data applications, high definition videoestming and higher-quality
websites are fuelling the rapid growth in globabdmband demand, which is
putting a strain on network capacity.

- Mergers and acquisitions are becoming more commsapport higher levels of

investment.

The Principle Weakness of the
organization is not good enough
solution to handle big subscriber level
datai.e. lacks improved functionality
in the product line to win changing
market deals. [affects business
strategy 3]

The principle Strength of the
organization is strong foothold in
network troubleshooting tools, end-
to-end solutions and optical testing
solutions. [comprises business
strategy 1 & 2]

Case Company

- SWOT Analysis

The priciple Opportunties are, The principle Threats are,

- new venture towards real-time big - Rapidly chaging market
subscriber data enablement with

virtual experience probe. - Susbstancial increase in

subscriber/netowrk data causing

- Roll out of 100GigE transmission demand towards high performing
networks and 100GigE optical el e B el

upgrade cycle. [fulfills requirement of
business strategy 3 & 4]

Figure 16: Case Company SAMOT Analysis considering current Business strategies
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4 RESEARCH AND ANALYSIS

4.1 Research Overview

This part of the research is about constructing “ley indicator matrix” based on

research findings. Key indicator matrix shall sugjgie best possible combination of
market trend, customer requirements, growth styategd organization process and team
performance to be used by the case company tcalgeenobile wireless legacy product

line in a competitive market.

Primary source of data and sample size:There are four sets of data collection and

analysis for four quadrants of key indicator matrix

Market Penetration:
Face-to-face interview with three EXFO sales pemsbprovided input for
- Evaluation of current market trends of the curdegtacy products, results are
available in section 3.3.4
- Evaluation of future market penetration based arhrielogy and company
demographic changes.

- Identification of target key customers for custoraealysis research.

Customer Analysis:
Feedback from three target key customers usingiquesire forms provided input for
- Evaluation of how the company's product or servineets the customer

requirements.

Strategic Excellence:
SWOT analysis results (refer section 3.5) proviihgait for

- Identification of growth strategies and opportigst

Feedback from 10 personnel (R&D and Sales) provplentity order of best possible
growth strategy that case company should follow.
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Execution Excellence:
Feedback from 15 R&D personnel using questionrfaimmas provided input for

- Evaluation of organization current process to ptewquality product.

Face-to-face interview with R&D Director providatput for
- Performance Management to form a team and optimhizeperform best of its
capabilities i.e. "Team Passion".

The final output will be to combine the four da@ssinto a key indicator matrix.

4.2 Key Findings

This section describes the key finding for eachdgaiat of key indicator matrix.

4.2.1 Market Penetration

This section focuses on evaluation of future maplegtetration based on technology and
demographic changes. Figure 17 below is a mixtdreharts representing how the

EXFO’s sales team forecast growth in optical traivees that are tested using legacy
analyser products. These charts predict a cleargehan behaviour of the market: data
loads of mobile networks is increasing due to camity rising use of Internet data by

many subscribers and the network vendors and metoués are focusing more towards
100GigE data centres.

100G will make up over 50% of data center optical
transceiver transmission capacity by 2019

12001

Transmission Capacily
(Petabits per Second)

2014 2019
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40G100G optical transceiver market will be dominated
by network equipment manufacturers (NEMs)

HEM 100G

/4 NEM 40G

&
;

Telecom Optical Transceiver Market Size and Forecast

Units (M)

CY08 CYD® CY10 CY11 CY12 CY13 CY14 CY15 CY16 CYMIT CY18 CY1%
=105 400G = 100G

Telacom Optical Transcalver Market Size and Foracast
$1.0

Revenuwe (USSB)
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Figure 17: EXFO growth forecasts

Based on the forecast results, if EXFO invests@GIgE data testing (capture, analysis

and troubleshooting), there is a possibility thdFB market share will grow from 7% to
be doubled by calendar year 2019.
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4.2.2 Customer Analysis

The customer analysis was conducted using a suwestionnaire (refer Appendix 2 ).

The survey questions were formulated to providdifaek for current functionality of the

legacy products and to indicate areas that are mgsirtant for product improvement

based on market trends and geographical locatidres survey was conducted with the
top three customers of EXFO legacy products.

Customer Feedbackthe results in Figure 18 shows that the key custs are satisfied

with the legacy products because offtsictionality andUsability.

Scale Excellent =5, Good =4, Average =3, Poor=2, Terrible =1
Customer 1 Customer 2 Customer 3
Functionality 5 1 4
Performance 4 3 3
Usability 4 4 3
Reliability and Portability 3 5 4

Customer feedback

I

Customer 1 Customer 2 Customer 3

i Functionaity mPerformance m LUsability mRdiabiity and Portability

Figure 18: Customer feedback on legacy products

Functionality means network data capture, analysis, optimizadiwh troubleshooting
for technologies like 2G, 3G, LTE, IMS, PS Core, €&f8e and IP application data.

Performance means data capture and analysis is supported otplaulGigE and
10GIgE Ethernet links, control plane and user pldeta query performance.

Usability means very user-centric and interactive user fater showing logical
connection between different network interfaces suttuscriber data.
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Reliability and Portability means it is possible to take legacy product toa@rsfomer
environment to analyse and troubleshoot the netdat i.e. decreases the average mean

time to repair from days to hours. Data quality aeglilts shown are reliable.

Improvement features based on market areathe results in Figure 19 shows the key
customers would like the legacy or new product timéocus on 100GIigE capture and
analysis functionality and improvements in deepkpadnspection (DPI) data query
performance. The market area signifies mobile datetions and subscriber in use

globally. Based on global market area trend, custordentified the need for new

features.
Scale Definitely =4, Tentative Yes =3, No =2, Mever=1
Asia Europe America
100G data rate 4 4 4
Subscriber based KPI Analysis 2 3 3
Performance increase 3 4 a
Wirtualized probe 3 3 4
loT support 2 3 3

Improvement Features based on market Area

oT support

Figure 19: Improvement features based on market area

The gap analysiscurrent legacy product fulfils the customer reguient for technology
support and user centric graphical representaBoih.due to market change to support
increased demand of subscriber data the focusiie towards supporting 100GIgE with
higher capture, analysis and data query performdesults also showed that American

market classified virtualized probe with real-tiereablement as a future demand.
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4.2.3 Strategic Excellence

This section provides priority order of best poksirowth strategy that case company
should follow in order to increase the market stzar@ have an exponential growth. The
questionnaire used for this survey is describefppendix 3. The internal survey results

comprehends three categories for strategic exad|aefer below to Figure 20.

Executive Alignment, all executive members of the organization shagee and put
effort on the same direction to turn strategic ntitns into real business results. So
according to internal survey results the organiratexecutive alignment should be
“Improve Sales Efficiency”. Business executive alignment should bé&xgand
relationship with Communication Service Provider (CSP) executive” because CSPs are
deploying fibre everywhere and upgrading transrorssiate to 100GIigE to handle
ongoing bandwidth. CSPs virtualization network fiimes to accelerate introduction of

new services and reduce operating costs.

Business growth strategyshould emphasis more towardsg@anding and sharing the
wallet with tier-1 network operators’ with key new product approval having
comprehensive portfolio.Penetration of data centre, could and web-scale operator
markets’ is also long term effective strategy to generateenue. (Refer section 3.4 for

business growth strategy details).

Participants were asked to select one of these statements - .
Executive Alignment
Executive Alignment
Expand Relationship with CSP executives 3
Evangelize SA and Analytics Solution 1
Improve Sales Efficiency 6 =
m Expand Relationship with C5P

executives

= Evangelze SA and Analytics Solution

Transform into solution partner to provide E2E solution 2
Increase wireless presence 1
Expand and share the wallet with tier-1 network operators 4
Penetration of data centre, could and web-scale operator markets 3
Opportunities
Fiber everywhere, New offering, 100GigE a
Field Automation 1
QoE and E2E Visibility 2
High-speed, NFV,Cloud, Data centers 3

Improve Sales Efficiency

Opportunities Growth Strategy

TRANSFORM INTO SOLUTION INCREASE WIRELESS EXPAND AND SHARE THE PENETRATION OF DATA
PARTNER TO PROVIDE E2E PRESENCE WALLETWITHTIER-1 CENTRE, COULD ANDWEB-
SOLUTION NETWORK OPERATORS SCALE OPERATOR MARKETS

Figure 20: Srategic Excellence Survey Results
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Opportunities that best suits the growth strategy dliéet everywhere, new offering,
100GigE” and “High-speed, NFV, Cloud, Data centers’. There results highly comprises
SWOT analysis opportunities identified in sectiof 3

4.2.4 Execution Excellence

Execution excellence is evaluated using a survegtipnnaire (refer Appendid) and

interview with R&D director (refer Appendix 5). Tisairvey questions are formulated to
evaluate EXFO'’s current product development progesdity. The results focus more
towards product development that meets the quallitie changing market trends. The
interview questions are formulated to find the agisamto common challenges in team

performance management.

According to survey results shown in Figure 21 doici development process quality, to
sustain the current legacy product line is justage. So to provide quality products that
will be well recognized in market by existing anemncustomer, case company should
focus more towards strategies planned accordinguiness vision. Never change
strategy frequently but make iterations to it bagsedchanging trends. And the process

should focus on more customer centric delivery.

Scale Excellent =5, Good =4, Average =3, Poor=2, Terrible =1
Definately =4, Tentative Yes =3, No =2, Never=1

R&D Group 1 R&D Group 2 R&D Group 3

Product development process quality 3 4 3
Strategy according to business vision 3 2 3
Customer centric delivey 3 3 3

R&D Group 1 R&D Group 2 R&D Group 3

W Product development process quality @ Strategy sccording to business vision

mCustomer centric defivey

Figure 21: Excellence evaluation results
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Performance Management: “Team Building” to achievesuccessful execution

Few common challenges in Performance Management are

1. Resource management:
* Inadequate team skill set, low motivation level anad a team player.

Not able to cope up in multicultural working enwviroent.

» Solution 1: Select the team members, which have balancedsgkitio
drive project to completion. Evaluate the strerayil weakness of team
members to optimize team’s ability. Motivate byigty tasks that are
challenging yet matches individual expertise. Pr@rgiscussion and

communication with team members.

2. Leadership:
* Inadequately trained or inexperienced project manailanager is
allocated based on availability not on the skitl se
« Sometimes new managers can micromanage projectaskntbr every
updates/details, which might affect the produgyiat the team.
* Managers, not knowing when to ask for help or egay yes for

everything. Ignoring team mistakes.

* Solution 2:

0 Select project manager that has management sigllsell as
technical expertise that matches the deliveralfiéiseoproject. A
leader who has a bird’s eye view for project reguients,
understands technical specification and knows lwogwte tasks to
team member’s abilities. Manager should have skillsvaluate
the problems (if arises in project) and if necegsek for help at
the right time. They should also understand teachgdule and
limitation so that work flows is adequate enougt mot making

team to overwork.

0 Scope of the project should be well understood oy team
members. Weekly status updates and progress arge@qgvhich

will help to see delays in advance.
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3. Metrics:
* Not having a Metric for definition of done (teanrfm@mance vs. business

targets) or a system to approve and track changes.

» Solution 3: Metric for definition of done should be set basadie quality
of the feature delivered, how well requirements saiisfied based on
customer request (Proactive measures). Propetddohce any changes

in the software hardware development

4. Stakeholder:

* No one in high level willing to take ownership bktproject.

e Solution 4: Someone in high level should take full ownershiptod
project and its success and also correct setupefevant information

communication needed for stakeholder’s decisionkimga

Strategy for achieving and sustaining the growth

e Execute solution 1 to 4 and follow-up performancetms by measuring and
monitoring leading indicator based on overall basmstrategy.
* Performance of individuals and departments is tyenked to the growth

strategy and successful execution
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4.3 Key Indicator Matrix with Results

This section formulates the “Key Indicator Matris&sed on the analysis and evaluation

results from chapters 3 (current market state ecitvusiness strategy and case company

SWOT analysis) and key findings, refer section 4.2.

The framework of the matrix is already defined Imapter 2.2 which is based on Ansoff

Matrix. In that framework the results are added aow the Key indicator Matrix ” is

as follows:

The P! set of resultsTo sustain in existing market with current mobile wireless legacy

product line.

Existing Product

Market Penetration

- The legacy analyzer (1GigE/10GigE) has
current market share of 7%

Market - EXFO penetration in 2017 is USD 2.2

Trends

Existina Marke

Growth

billion.

- It can be sustained by aggressive
marketing and sales promotion for the
existing products

- Increase usage by existing customers via
loyalty schemes and adding value to
products.

[Analsysis in section 3.3]

Customer Analysis
- The target customers are top network
operators.

- key customers are satisfied with the
current legacy products because of its
Functionality and Usability.

[Results in section 4.2.2]

Customer
Need:

Product and Services

Strategy Excellence

- The principle Strength of the
organization is strong foothold in network
troubleshooting tools, end-to-end testing

solutions .

- To sustain, current legacy product line
should focus on business strategies:
“Transform into solution partner, trusted
advisor to provide E2E solution. “
“Increase wireless presence”

[Evaulation in section 3.4 and 3.5]

Strategy

Execution Excellence

- To provide quality products that will be
well recognized in market by existing and
new customer, case company should
focus more towards strategies planned
according to business vision.

- More customer centric delivery.

[Results in section 4.2.4]
Process

Figure 22: Key Indicator Matrix- Result 1
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The 29 set of resultsTo leverage mobile wireless legacy product line in a competitive
mar ket for creating new opportunities and exponential growth.

Existing Product
Market

Trends .
Market Penetration

- Results indicate that case company's
market share will be doubled by 2019
if invested to support 100GigE data
testing solution in legacy product line

- This might lead to winning new
customers from competitor in exisiting
market.

Existing Market

[Market forecast results in section
4.2.1]

New-Improved Product
Customer

Customer Analysis Needs

-To leverage in a competitive market
and to create new opportunities,
legacy product line should focus on
supporting 100GigE with higher
capture, analysis and data query
performance.

- American market classified
virtualized probe with real-time
enablement as a future demand.

-[Customer feedback results in section
4.2.2]

Product and Services

Strategy Excellence

- Growth strategy to focus are:
"expanding and sharing the wallet with
tier-1 network operators" with key new
product approval having comprehensive

portfolio. “Penetration of data centre,
could and web-scale operator markets”
for long term to generate revenue.

New Market

- Opportunities that best suits the growth
strategy are “fiber everywhere, new
offering, 100GigE” and “High-speed,

NFV, Cloud, Data centers”

[Evaluation results in section 4.2.3]
Growth Strategy,
Opportunities

Execution Excellence

-Organization executive alighment
should be to “Improve Sales Efficiency”
and process should focus on "customer

centric delivery".

- Execute solution 1 to 4 defined for
performance management and follow-
up based on overall business strategy.

[Results in section 4.2.3 and 4.2.4]

Process/

Performance

Figure 23: Key Indicator Matrix- Result 2

Since by year 2021 there will be 9.1 billion mob#abscribers, 7.7 billion mobile
broadband subscribers, 26 billion connected devaces10X mobile data traffic growth
(Lemonde, 2016, 7), the case company has alreadgdtinvesting on 100GigE testing
solutions as stated by Figure 23: Key IndicatoriMaResult 2, to increase market share

and have exponential growth. Network Virtualizatiand 5G are future revenue

generating ventures.
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5 CONCLUSION AND RECOMMENDATION

This section discusses and summarizes answers fwititiple research question and its
five sub-level questions utilizing the key indicatoatrix results. Research limitation and

further development are also recommended.

5.1 Research Output

Sub-level questions:
1. What isthe current market trend of the legacy product?

Legacy analyzer (1GigE/10GigE) has current marketres of 7% (average of
PowerHawk Pro 6% and TravelHawk Pro 8%). EXFOns of the top five
players in network troubleshooting solutions wittes dominated by Europe and
America region. Two of EXFO’s key competitors ireithsegment are Netscout
Systems and Viavi Solutions Inc. The global manenetration of EXFO in
telecommunication service industry is USD 2.2 Billi To sustain the current
market share aggressive marketing and sales promnfoti the existing products
is required. Also increase the usage by existimgocners via loyalty schemes and
added value to products.

The market is moving rapidly towards telecommundicaiptical transceivers
with 100GigE capacity. Therefore, the sales forec#isat the case company
should invest to support 100GigE data testing gwiuh legacy product line. This
way there is a possibility that EXFO market shait grow from 7% to be
doubled by calendar year 2019.

2. How satisfied are customers with the legacy products and why?
The customers are quite satisfied with legacy prtxlbecause it provides
network data capture, analysis, optimization aadkleshooting for technologies
like 2G, 3G, LTE, IMS, PS Core, CS core and IP magibn data. It has good
user-centric and interactive user interface shovaggcal connection between
different network interfaces and subscriber datatability is also one aspect
customer prefers as it decreases the average meatotrepair (MTR) from days

to hours.
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3. Wnhat should be improved in current products to have exponential growth?
To leverage in a competitive market and to creae opportunities, legacy
product line should focus on supporting 100GigEhwitgher capture, analysis
and data query performance. This is required becawarket is changing to
support increased demand of subscriber data. Farefucase company can have
competitive edge with new venture towards real-titnig subscriber data

enablement with virtual experience probe.

The sustainable revenue coming from improved legaogluct line will help
company to invest in new innovative product and/iser assurance solutions

focusing on 5G and loT.

4. How arethe current growth strategies according to the market need?
To sustain existing legacy product line in the #xgsmarket, the growth strategy
should be “Transform into solution partner, trustdvisor to provide E2E
solution” and “Increase wireless presence” bec#use&ase company has strong
foothold in network troubleshooting tools and eaekhd testing solutions. In
comparison to its competitors (Astellia, Polystat, Communications), the case
company’s legacy analyzer product line provideteallass performance, multi-

technology support and scalable multi-probe sohstio

To leverage new-improved product line in existimgnew market the growth
strategy should be “Expand and share the walldt tér-1 network operators”
and accelerate “Penetration of data centre, clodd\aeb-scale operator markets”
because of roll out of 100GIgE transmission netwoakd 100GigE optical
upgrade cycle and constant increase in investregat for it. There are also new
ventures towards real-time big subscriber datalenamt with virtual experience
probe. Opportunities in market that best suits the grosfitategy are “fiber
everywhere, new offering, 100Gige” and “High-speédV, Cloud, Data
centers”.Executive Alignment, that turn strategic intentidngo real business
results are “Improve Sales Efficiency” and “Expanmdlationship with
Communication Service Provider (CSP) executivetaose CSPs are deploying

fibre everywhere and upgrading transmission rateOf@GigE to handle ongoing
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bandwidth. CSPs virtualization network functionsaixelerate introduction of

new services and reduce operating costs.

5. What kind of process execution should be followed to provide improved quality
products in the market?
Current process execution to sustain current legaggiuct line is just average
according to the R&D survey results. So, to prowadality products that will be
well recognized in market by existing and new cosdrs, the case company
should focus more towards strategies planned airgptd business vision and

make customer centric delivery.

Performance management i.e. team building to aehigwccessful process
execution and growth should consider four critpaints:

- Resource Management: Select the team members, \iaich
balanced skill set to drive to project to completiMotivate and
promote discussion and communication within thentea

- Leadership: Select project manager that has marageskills as
well as technical expertise that matches the delbles of the
project. Scope of the project should be well underst by the team
members.

- Metrics: Metric for definition of done should bet $msed on the
guality of the feature delivered and how well regmients are
satisfied based on customer request.

- Stakeholder: Someone in high level should takedwthership of

the project and its success.

Principe Research Question:

How to leverage the legacy product line in the competitive market?

The market trend and customer analysis, growthtegfies and process evaluation
completed in this research provides case compathyseime key insights to its wireless
division products and how to develop them. The ikejcator matrix formulated with

the answers for sub-level questions, has put a sargl foundation on further business

strategic vision and market share growth.
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Exponential revenue growth can be achieved by upgldhe legacy product line to
support 100GigE capture and analysis functionaliy improving deep packet inspection
(DPI) and data query performance. The improved ycbtine should be brought to the
market well ahead of the competitors. This wileagjthen the business growth strategy
to expand towards tier-1 network operators as 20%etwork operator’'s account for
80% of total spending. Top-15 global operators antdor highest share of capital
spending. This move can be reinforced further bgvigling customers oriented
requirements fulfilment with committed team and mmpng sales efficiency by

aggressive marketing and loyalty schemes.

5.2 Research Limitations and Future Recommendations

Research limitations are shortcoming or conditiat are not fulfilled during the ongoing
research work. Future recommendations are actlmatscbn be taken to eliminate the

shortcoming or lessen the conditions influence.

This research focused on identifying key exteraeldrs of the market trends and internal
factors of the organization i.e. process, team operdnce etc. Business strategy
evaluation was completed using SWOT analysis.dviglied combined results for case
company to define its growth and vision for upcogniiiscal year. But this research does
not consider periodic iterative process and upd#tas are required to improve the
company's growth and vision for long term.

This can be further improved by using QuantitaBteategy planning Matrix (QSPM)
(refer section 2.1.4) which uses input from exterarad internal factor and SWOT
analysis to construct relative attractiveness fachefeasible alternative strategy thus
providing objective basis for selection specifiastgies. Relative attractiveness given to
each strategy can be iterated based on changiaghakand internal factors. Integration
of applicable external and internal factors in tleeision making process improves the
possibility for best final strategic decision foetorganisation.

For advanced research work use of Quantitativete®jyaplanning Matrix (QSPM) is
highly recommended.
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APPENDICES

Appendix 1. Interview questions for legacy Analyngarket share research.

Department: Sales

Question 1: What is the current market share of PowerHawk Pro?

Summarized answer: PowerHawk Pro has market share of 6% becausaitrisltiuser
live network analyzer for line-rate data capturelo®igE and 10 GigE networks. It
provides real-time troubleshooting functionalitythviive key performance indicators.

Question 2: What is the current market share of TravelHawk?Pro

Summarized answer: TravelHawk Pro has market share of 8% becauseaitpsrtable
wireless network-troubleshooting tool for data captand analysis on multiple 1G and
10G Ethernet links. It provides analysis of usempl and control plane data for post

processing troubleshooting.

Question 3: How is the geographical sales split for legacylyweas?

Summarized answer: PowerHawk Pro sales split ranges are as followsoieu 30%-
40%, Americas 25%-35%, Asia 18%-25%. TravelHawk Bates split ranges are as
follows; Europe 35%-42%, Americas 28%-36%, Asia 1%5286.

Question 4: What are the current technology changes in thstiagi market for legacy

analyzers?

Summarized answer: Technology is moving towards virtual networks apgirade from
4G to 5G. More emphasis is given by customers W @ubleshooting tool, which has

performance of 100GigE capture and analysis.

Question 5: Who are the target customers for legacy analyzers?
Summarized answer: The target customers for legacy analyzers @uetomer 1,

Customer 2, Customer 3.
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Appendix 2. Legacy Product line questionnaire tp égestomers

Product analysis based on Customer Feedback Survéyr Legacy Analyzers
PLEASE SELECT THE BEST POSSIBLE ASWER

Customer:

Department:

Customer feedback about current product
1. How do customer rate the product based on its iomality?

[JExcellent [ZGood [JAverage [JPoor Kl Terrible
2. How do customer rate the product based on its lity&bi

[JExcellent [ZGood [JAverage [JpPoor [ Terrible
3. How do you customer the product based on its padoce?

[JExcellent [ZGood [JAverage [JPoor Kl Terrible

4. How do customer rate the product based on itshiétyaand portability?

[JExcellent [ZGood [JAverage [JPoor Kl Terrible

Improvement requirements that can boost the sales
1. Should the product be improved to support 100G cd&?

[ Definitely [Z Tentative Yes [2Yes [Z Never

2. Should the product be improved to support subschibsed KPI analysis?
[2 Definitely [EZ Tentative Yes [2Yes [2 Never

3. Should the product increase the performance by 10%?
[ Definitely [Z Tentative Yes [2Yes [Z Never

4. Should the product support IOT?

[ Definitely [Z Tentative Yes [2Yes [Z Never

THANK YOU!
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Appendix 3. Strategic Excellence Survey questiamnai

Growth Strategy Survey for Legacy Analyzers
PLEASE SELECT THE BEST POSSIBLE ASWER

Department:

Growth Strategy Evaluation

1. Where the focus should be in executive alignment?

[ Expand Relationship with CSP executives
[ Evangelize SA and Analytics Solution

[ Improve Sales Efficiency

2. Where the focus should be in growth strategy?

| Transform into Solution partner to provide E2E solution
[ Increase Wireless Presence
[ Expand and share the wallet with tier-1 network operators

| Penetration of data center, could and web-scale operator markets

3. Where the focus should be in opportunities?
| Fiber everywhere, New offering, 100GigE
[ Field Automation

[ QoE and E2E Visibility

| High-Speed,NFV,Cloud,Data centers

THANK YOU!
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Appendix 4. Executive Excellence Survey Questiomnai

PLEASE SELECT THE BEST POSSIBLE ASWER

Group:

Execution Evaluation

1. How is current product development process quality?

[To sustain the current product line]

[C Excellent [2Good [2Average [ZPoor [ Terrible

2. Are the execution strategy according to the busineson?

[ Definitely [ Tentative Yes [ZNo [Z Never

3. Does the process focus on customer centric defivery

[ Definitely [ Tentative Yes [ZNo [Z Never

THANK YOU!
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Appendix 5. Interview questions for Performance Eg@ment

Face-to-face interview with R&D Director, answergttiights the main points addressed

during the interview.
Question 1: What are the common challenges that are facadgiteam building?

Answer: The main challenges faced during the team buildneg
- Resource management i.e. selecting the team wsthcbenpetences.
- Leadership i.e. selecting project manager who isedrand can deliver project
deliverables.
- In adequate definition of done process

- Stakeholders responsibility
Question 2: What kind of qualities should be recognized ia pnoject manager?

Answer: Selected project manager should have both skjlhsghagement and technical.
He/she should have the ability to look at the prbjequirements from team as well as
customer point of view. The project and team scheeslwould be well understood. He/she

should do weekly status updates and progress ach will help to see delays in advance.
Question 3: Why is definition of done so important?

Answer: definition of done is proactive measure to cheekféhature deliverable before
the release and review phase for the best softguaaéty with excellent performance

delivery.
Question 4: What other factors affect the performance managg?n

Answer: Other factors that might affect the performance ag@ment are
- Definition of project scope: Frequent change isjgmbscope. Not consistent
deliverables.
- Schedule and effort estimates: Not flexible schedfl the project and over
optimistic effort estimates from team members magiay or completely ruin the

project timeline and future roadmap.
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Question 5: What kind of role stakeholders have in successtelcution of project?

Answer: The roles of stakeholders are to take full owngrsgtiithe project deliverables

and take corrective and accurate measure that imelpsiness decision-making.

Question 6: How is the team competence measured?

Answer: Team competence is measured based on quality afelheerables, time taken
to complete it, risk or delay caused by the resemirduring the project execution,
deployment and maintenance capabilities. All themgemeasured during the execution
phase as well as during maintenance phase of tueigl: Lesson learned meetings after

completion of every project are highly recommended.



