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ABSTRACT

Businesses aspire to create a distinct identity by creating distinctions in the minds of consumers who
have independence of preference in today's dynamic world, with limited resources. Therefore, not only
do businesses pay greater attention to activities to seek to attract their consumers to their own goods, but
still devote energy, resources to commitment to hold them committed to their own brands. In a style of a
qualitative research, the study aims to describe how to analyse competition and also explore how to
create a superior competitive advantage in a dynamic business environment. In addition, the paper
exhausts literatures on how to conduct competitor analysis, using SWOT analysis and Porter’s five forces.
However, competitive advantage, importance of competitor advantage, types of competitive advantage
and the rest of it to mention but a few were discussed. The paper recommends that more work should be

carried out quantitatively on the subject matter.
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1. INTRODUCTION has become crucial to companies to identify the

activities of their competitors, such information

The competitor analysis helps in understanding ) . i
gives opportunities, helps the company to win

the competitor in the industry and identifies . o
market share in that area with little money than

strengths and weaknesses of the competitors. ) o
in harder competition [2].

However, competitor analysis gives more

possibilities to outsmart the competitors in the Companies when carrying out competitor

market. Benchmarking makes it easier to ensure
that services and products meet and exceeds the
level that the market requires. However, it has
become imperative to study the activities of
competitors. This information can be helpful for
the company to compete in the desired area [1].
Again, competing in the saturated area raise the
companies’ expenses, however, the competitor

is still better to get the customer was possible. It

analysis should bear in mind that everything
competitors do might not be working, for
instance, a big company can spend thousands on
face book marketing and this does not mean it’s
worth it. When conducting competitor analysis,
the competitor’s manners of operations should
not be copied [3]. Where the company copy its
competitors, they always seem to be the

competitor’s shadows. So to avoid this, the
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company should do things differently. However,
companies should not spend much time on
competitors [4]. In an industry, companies can
be creative against competitors; however, the
company can gain more information and
methods from another industry. Furthermore,
competition between firms is seen as a rivalry
between their respective business line product-
and-firm-level  [5]. Competitor  analysis
otherwise known as "acumen" provides valuable
competitive intelligence by creating an accurate,
strategic method of understanding competitors
operations and thus becomes a driver of
competitive success. Porter (1980) argues that
competition between firms can be classified
based on customer offerings that differ in terms
of specific functions and associated ease for the
use technology [6]. It is also the fiercest form of
competition that exists between firms with
hardly any differentiation between their product
offerings. Firms can become indirect
competitors in a given business domain, if they
serve the same customer needs but with
different resources. Finally, there are the
potential competitors who do not serve the
same customer base but use the same resource
base or have equivalent capability. In short, the
operational manager needs to clearly
understand the extent of competition existing in
their domain and benchmark various types of

competitors present in the market [7].

Theoretically and practically, the idea of
competitive advantage is considered a real
revolution in the world of business. The concept
behind competitive advantage, is the ability of
an organization to perform its activity in such a
way that it become difficult for their competitors

to imitate. The Competitive advantage can only

be achieved when jobs are implemented in other
to produce value in areas of cost reduction as
equated to its competitors. The ability to
maintain this eminence competitive advantage
is said to be the ability of an organization to fulfil
the needs of it consumers or the value that it
wishes to incur from a product which include,
high quality, low price in other to distinguish its
product and services through benefits incurred

as compared to its competitors [8].

The paper here, seek to provide literatures on
competitor analysis, how to conduct competitor
analysis, competitive advantage, importance of
competitive advantage, theories of competitive

advantage and the rest of it.
2. COMPETITOR ANALYSIS

Competitor analysis amongst business helps
team to build better marketing strategies.
Moreover, it identifies the opportunities in the
market that are currently under-served. Again, it
takes advantage of competitor’s weaknesses to
grow market share [9]. It has become imperative
for organizations to carry out competitor
analysis throughout the life cycle of its business
in other to stay up to date with the market
trends and product offerings. However, this
provide better idea about the type of services
currently available to the target customer and
the areas being neglected [10]. These idea
shouldn’'t sound complicated rather, it is a
common knowledge that an organization
understands it competitors and gets the better
chance of beating them [11]. Competitor
analysis helps organizations to understand their
competitors and the market structure. It also
enables management to identify competitors

making and selling strategies [10].
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Competitor analysis serves as multi-disciplinary
function affecting the sales, marketing, product
development, operations strategy and product
re-engineering, seeking for information
spanning these departments. Fewer sources of
information conducted on competitor advantage
was a difficult activity in the past, limiting the
power of advanced business analysis, such as
conjoint analysis, multi-dimensional scaling

mapping, market cluster and voice of consumers

[7].

For a company to be competitive in the market,
it is paramount for operations managers to have
a clear wunderstanding of their firms’
competitors. However, they should have an
operations strategy that reflect the planning,
design and implementation of strategic
decisions that span across business process of a
firm which strengthen a firms competitiveness
in the market through improved quality, better
delivery, lower cost and enhanced market
adaption flexibility and quick design of product

[7,12-15].

Mononen (2020) state that competitor analysis
can be used to find new opportunities in

business analyses which include:

e Market gap

e New trends

e New ways of creating product and service
offerings

e  More customers

When competitor analysis is done frequently, it

assists companies in running the business [1].

Method of conducting competitor analysis

When competitor analysis is carried out in a
professional way, it helps in anticipating the
competitor’'s next moves and allows
differentiating companies from competitors. The
first step in conducting competitor analysis is
identifying top 3 to 5 competitors that are their
biggest threat. Competitors should be selected
instance, a small

wisely, for computer

manufacturer whose customers are local
shouldn’t analyse Apple manufacturer. The
competitor should be the one that is direct
threat to the business. Once the competitors are

identified, they should be described properly.

An important step in conducting competitor
analysis is analysing the competitor’s online
presence. Nowadays, products and services are
usually found from the internet, if the website
and search engine optimization are poor then
buyer starts to look for other options [16]. One
good way to analyze competitor’s websites is
hub spot website grader. They can notice
different kind of factors where a company can
gain competitive advantage for instance
competitor website is not mobile responsive
[17]. After knowing the competitors, the SWOT

analysis can be conducted.
3. SWOT Analysis

SWOT analysis is the common framework which
is used to conduct competitor analysis. It helps
in identifying the competitor analysis consisting
strengths and weaknesses, opportunities and
threats. The strength and weaknesses are the
company’s internal factors while opportunity
and threats are the companies’ external factors,
for instance. Internal factors as identified as

follows:

e Brand reputation
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e (Capacity of employees
e Company culture

e Industry relationships
e Location

e Substitutability

e Demand

e  Availability of financing
e Costof supplies

e Political climate

SWOT analysis as part of a competitor analysis
is a good way to get familiar with the
competitors. It can be hard to conduct a SWOT
analysis on competitors but it clarifies the
competitiveness of the company and its
competitors. SWOT can be had to do, but it
shouldn’t be done other than direct competitor
who might offer a substitute product or service

for the company's product or service [18].
4. PORTER'S FIVE FORCES

Porter (1979) identified and explained the five
forces of competitor analysis as an efficient tool
to identify competitiveness in the industry [19].
When the affecting forces are identified, the
strategy can be adjusted accordingly. Porter
encouraged organizations to examine their
competitors' actions and factors that could
impact the business environment. Therefore, he
identified five factors that create a competitive

environment which includes:

e Competitive rivalry

It describes the number of competitors, who
they are, and how strong they are. Where the
competition is hard, suppliers and buyers can
choose another organization. On the other hand,
where the competition is not hard it is easier to

be strong and get good profits.

e  Supplier power

It tells how many potential suppliers are there
and how much it costs to change the supplier. If
there are many suppliers to choose from, the
prices are not so high. On the other hand, if
there is only one supplier who can be chosen, it

can change more because it has no competition.
e  Buyer power

It describes the number of customers and their
power towards a company. If there are not many
customers, then it is easy to switch the
competitors’ products or services. The more
customers’ a company has, the power of the

company increases.
e  Threat of substitution

It means that it is easy for customers alternate
company’s service. If a substitution is cheap and
easy to make it makes the company's position

weak and it will make less profit.
e Threat of new entry

It describes how easy or hard to enter the
market. When the entry is easy and cheap, the
entry of many new competitors can be made
quickly. If the entry is hard, it is easier to keep a

strong position in the market [20].

Furthermore, when conducting the porter's five
forces analysis a company can assess its position
in the market. This gives knowledge to the
company on how to adjust the strategy to be

strong in the future.
5. COMPETITIVE ADVANTAGE

Competitive advantage is said to be the ability of

an organization to fulfil the needs of it
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consumers or the value that it wishes to incur
from a product which include, high quality, low
price in other to distinguish its product and
services through benefits incurred as compared

to its competitors [8].

A company can competitive advantage over its
rival only when its profitability is higher than
the average profitability of all companies in its
industry. However, competitive advantage of
such company will be sustained only when it can
maintain above-average profitability over many
years [21]. One of the reasons for strategic
management is to achieve and maintain a
competitive advantage compared to its
competitors. However, competitive advantage
can be achieved when the company profit is
above average industry profit. This profit should

be achieved for at least ten years in a row.

While strategic management traditionally
defined competitive advantage as a superior
economic performance, others studies looked at
it as the ability of organizations to create higher
economic value than competitors. However, it
can be seen as an attribute and resource of an
organization that makes it possible to
outperform others in the product industry or
market [21]. Porter (1980 & 1985), looked at
the concept of competitive advantage as the
ability of an organization to produce value for
consumers at prices lower than production costs
or consumers willing to pay premium prices
because the value of these products are
considered higher [22-23]. In addition, a
company can be classified as having a
competitive advantage if that company can show
performance above average or generate profits
above the ordinary profit (rent) on an on-going

basis.

Importance of competitive advantage

Khorsheed (2020)

importance of competitive advantage:

et al, explained the

a) The idea behind competitive advantage is
an essential factor for the work of
organizations of all types and production,
this is because it serve as the basis that
formulate competitive strategy and all
other variables that interact in other to
support this advantage and the emergence
of the overall competitive strategy of the
organization.

b) Competitive advantage serve as a tool that
face  challenges which await the

organization from competing organizations

in relevant sectors, this comes through the

development of the  organizations
competitive knowledge and its ability to
meet the needs of future customers by
standardizing technologies and production
skills in capacities that enable them to
adapt to rapidly changing opportunities.

c) Competitive advantage is one of the
important criterion for the resulting

organizations, this is because successful

organizations are the ones that constantly
create new models. As long as the old
models have become widely known and
available the competitors are fully aware of

them.

6. MAIN TYPES OF COMPETITIVE
ADVANTAGE

e Lowest cost advantage

This is the ability of an organization to design,

manufacture and market products at a low cost
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as compared to its competitors to enable the
organization achieve reasonable profit. Low cost
creates opportunities for organizations to select
competitive prices. For organizations to achieve
lowest cost it most use an efficient production
system and try to test the actual location

characterized with presence of facilities [24].
e  Product excellence advantage (quality)

For organizations to provide unique products
and services that receive customer satisfaction
(high quality, after sales services), it therefore
becomes imperative for the organization to
understand and analyse the sources of value
chain, in other to exploit highly technological
competencies, skills and technologies so as to
adopt effective expansion methods of price and
promotional policies that enables us to increase
the market share of the organization [25].
However, quality is appropriate for the purpose
of use and also dependent on the realization of
customers’ requirements. The quality of the
product depends on its design, use of the
product and the degree of conformity of the final
product to the design specifications. In addition,
the quality of a product has become paramount
for organizations who are trying to maintain
competition in the market cost [26]. Therefore it
is necessary for organizations to improve the
quality of their product without increasing cost
through relying on technology that helps to

improve quality and reduce cost.
e Time abbreviation advantage

It aimed at achieving competitive advantage on
the basis of reducing the time component in
of the several

favour customer through

elements. The most important once include.

Firstly, reduce the time to introduce new
products into the market. Secondly, reducing the
processing life of products, thereby reducing
both storage and production cost. Thirdly,
reduce the product delivery period for the
customer. Fourthly, reduce turnaround time or
changing production process and finally, the
commitment to specific schedules in dealing
with customers. However, the market sector
takes into account the speed of delivery as a
determinant of its purchasing decision. Hence,
for any organizations to provide reliability and
delivery as part of its service, it imposes high
prices for its products. Again, delivery means
reliability and speed. However, reliability of
delivery means that delivery most be on time
and for speed of delivery, it most work faster.
This all depend on the ability of the organization
to complete production process quickly in other
to satisfy customers and these can be achieved

using technology.
e  Flexibility

The strategic perspective and ability of an
organization to provide wide range of product to
the customers is known as the flexibility of the
company. It also serve as an important element
capable of providing products at the time the
organization is expected to develop new product
and then determine the required size and
desired diversification. Again, flexibility can be
seen as the ability of the organization to offer a
variety of products and make changes in a
market location that relies on creativity in
design and size [27]. Also, flexibility can be a
rapid response to change in customer demand
and increase in customer satisfaction targeted at
delivery by reducing time. Thus, flexibility has

become a competitive dimension which includes
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the ability to produce new products in large
amount as well as the ability to quickly modify
existing products and responds to customer

desires.

7. FACTORS AFFECTING THE CREATION OF
COMPETITIVE ADVANTAGE

Khorsheed, et al, (2021) identified the basic

internal and the external factors:

e Internal factors

This is the ability of the organization to build
capabilities that are not available to other
competitors including innovation and creativity
that have a major role in creating a competitive
advantage. In addition, creativity is not limited
to developing a product or service, but it
includes creativity in strategy and creativity in
the method of work or technology used or

creativity in creating new benefits.
e  External factors

This is as a result of a change in customers need
due to technological, economic or legal changes
that brings about competitive advantage. For
instance, the importation of modern technology
which is required in the market faster than
others will create a competitive advantage by
quickly reacting to changing technology and
market needs. Hence, the importance of the
organization's ability to quickly respond to
external changes appears and this depends on
the organization’s flexibility and its ability to
track changes by analysing information and
anticipating changes and the existence of an

information system.

8. THEORETICAL REVIEW

e Theories of competitive advantage

Nashiruddin (1999) discussed the theories of

competitive  advantage looking at the
proponents of the theories into consideration in
strategic management today [21]. There is no
concrete agreement on the models to identify
the source of an organization competitive
advantage. But in general the models can be
classified into two domains, namely the
environmental-related models which is also
referred to as the theory of market-based view
(MBV) and firm-specific models namely the

theory of resource-based view (RBV) [28].

The theory of market-based view (MBV) or the
positioning school started from the theory of
industrial organization (I0) [28]. According to
him, competitive advantage aims to find a
position in an industry that can protect the
company from five forces that determine
competition, which consists of a competition
between competitors in the industry, new
competitor’s threats, and supplier bargain
power, buyer bargaining power and product

substitution challenges.

The success of a company depends on two
factors, namely the attractiveness of the
industry where the company operate and the
position of the company in the industry [29]. A
company can choose one of the three generic

strategies.

o The overall cost leadership; this advantage
can be achieved through several ways, such
as the scale of production, efficiency
through the process of learning, marketing,

sales and service.
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e The product differentiation, which can be
done through the introduction of a product
with a specific design or image that other
products do not have so that consumers are
willing to pay at a premium price.

e The meeting the needs that are focused on
certain consumers (consumer groups,

segments or geographical areas) more

efficient. Companies can apply at least one
of the three strategies and those that fail

will be trapped and stuck in the middle.

Porter (1980) also argues that companies that

seek to achieve superior sustainable
performance must choose the type of industry
that does not operate in perfect competition
[23]. Furthermore, to achieve and maintain the
competitive advantage, it is important to build a
dominant position. This advantage is obtained
because a company that first invests in large
production capacity can reduce production
costs. As a first mover, there are several other
advantages, such as technological leadership,
pre-emption of scarce assets and buyer

switching cost.

The second theory is the theory of resource-
based view (RBV) [30]. RBV paid more attention
to each company and not to the industry as the
primary determinant of potential profit. The
main concern of RBV is the importance of
differences in company-owned resources in an
industry. The basis of the opinion of the RBV is
that the use of resources using certain
combinations turns out to produce differences
in performance between companies. The
following model explains RBV and emphasizes

the key points of it.

e According to RBV proponents, it is much

more  feasible to  exploit external
opportunities using existing resources in a
new way rather than trying to acquire new
skills for each different opportunity. In RBV
model, resources are given the major role in
helping companies to achieve higher
organizational performance. There are two

types of resources: tangible and intangible.

Tangible assets are physical things. Land,
buildings, machinery, equipment and capital -
all these assets are tangible. Physical resources
can easily be bought in the market so they
confer little advantage to the companies in the
long run because rivals can soon acquire the

identical assets [31].

Intangible assets are everything else that has no
physical presence but can still be owned by the
company. Brand reputation, trademarks,
intellectual property are all intangible assets.
Unlike physical resources, brand reputation is
built over a long time and is something that
other companies cannot buy from the market
[32]. Intangible resources usually stay within a
company and are the main source of sustainable

competitive advantage.

The two critical assumptions of RBV are that
resources must also be heterogeneous and

immobile.

Heterogeneous: The first assumption is that
skills, capabilities and other resources that
organizations possess differ from one company
to another. If organizations would have the same
amount and mix of resources, they could not
employ different strategies to outcompete each
other. What one company would do, the other

could simply follow and no competitive
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advantage could be achieved [33]. This is the
scenario of perfect competition, yet real world
markets are far from perfectly competitive and
some companies, which are exposed to the same
external and competitive forces (same external
conditions), are able to implement different
strategies and outperform each other.
Therefore, RBV assumes that companies achieve
competitive advantage by using their different

bundles of resources.

The competition between Apple Inc. and
Samsung Electronics is a good example of how
two companies that operate in the same
industry and thus, are exposed to the same
achieve  different

external forces, can

organizational performance due to the
difference in resources. Apple competes with
Samsung in tablets and smartphones markets,
where Apple sells its products at much higher
prices and, as a result, reaps higher profit
margins. Why Samsung does not follow the
same strategy? Simply because Samsung does
not have the same brand reputation or is

capable to design user-friendly products like

Apple does. (Heterogeneous resources)

Immobile: The second assumption of RBV is that
resources are not mobile and do not move from
company to company, at least in short-run. Due
to this immobility, companies cannot replicate
rivals’ resources and implement the same
strategies. Intangible resources, such as brand
equity, processes, knowledge or intellectual

property are usually immobile.

Nashiruddin (1999) states that from the two
theoretical domains above, it can be concluded
that competitive advantage could be explained
from two levels,

namely the industry

(environmental) and firm (company-specific)
[21]. Competitive  advantage at  the
organizational level stems from cost efficiency
leadership and quality differentiation. In
addition, competitive advantage at the industry
level stems from the organization ability to
interact with market pressure in its external

environment.

Although today the theory of competitive
advantage has swung from industry (MBV) to
resources (RBV) as the most critical factor, it is
not appropriate to leave the previous
perspective concerning the emergence of new
perspectives. It is important not to contradict
MBV and RBV but to see it as complementary.
Competitive advantage is built by (i) Positioning
the product more effectively than competitors
and (ii) maintaining market position or it can be
interpreted that competitive advantage is built

through a combination of MBV and RBV.

From the discussion above, it shows that there
are similarities and differences between the two
perspectives. The equation is both trying to find
'rent' (profit above 'normal' profits). The
difference is that MBV looks for monopolistic
rents from imperfections in the final product
market, while RBV looks for radian rent derived
from the presence of imperfection in market
factors [34]. Based on these facts, it can be
concluded that the two

perspectives

complement each other.
9. CONCLUSION

Competitor analysis is a significant piece of a
company's advancement of its system. Its
significance lies in the comprehension of
competitors, their methodology, and assets an

ability. All the more explicitly, competitor
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analysis likewise permits a firm to survey its
own firm versus competitors and plan for what
competitors' activities possibly as a response to
moves the firm may make. Competitor analysis
is a key component in operations management.
Most business decisions are rooted in the
analysis of rival products inferred from market
Relative to traditional

structure. more

competitor analysis methods, we provide
operations managers with an innovative tool to
monitor a firm’s market position and
competitors in real time at higher resolution and
lower cost than more traditional competitor
analysis methods. The paper recommends that
more work should be carried out quantitatively

on the subject matter.
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