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Executive Summary

This particular case refers to the case study of Fitbit which is one of the manufacturers
of a wearable smart device. According to the case study, the organisation has been
facing a number of issues and one of them is the challenge of competitiveness in the
concerned market. The organisation is one of the pioneers of manufacturing health
tracking related information through a wearable device. However, right now they are
facing issues like intense competition from their competitors and a lack of proper
marketing strategies. This report has helped to identify the strategic issues, analyse the
issues with the relevant theories and models and formulate strategies to resolve the

issues successfully.
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Introduction

Competitive dynamics refer to the set of actions and reactions are considered by
organisations competing within a seminar market. In other words, it can be stated that it
is a set of forces that stimulate growth as well as changes within the competitive
environment of a specific market. The set of competitive actions of reactions taken by
the firm for building the competitive advantage and improve the market position has been
utilised by many industries to manoeuvre for advantageous market position.

In this particular study, the case study of Fitbit has been taken into consideration. The
organisation although has gathered a major market share in the US market, UK market
as well as the markets of other developed countries. The organisation has been facing
constant challenges in terms of developing its market and achieving a competitive
advantage. Here, competitive dynamics have been taken into consideration to find out
the solutions the organisation is facing in terms of achieving competitive advantage and
expanding its market. The specific theories and models have been implemented to
elaborate the concept of competitive dynamics and its usage in terms of the business of
Fitbit. The strategic issues faced by Fitbit have been identified and the specific strategies

that should be used by the organisation have been recommended here.

A brief summary of the case

The case is about the development of a US-based company feat beat that operates in the
fithess wearable industry. The organisation is known for constructing health and activity
trackers that can be assembled with smartphones. According to the information taken
from the case study, it has been identified that the organisation started operating as a
public company in 2015. Although initially the target markets of the organisation by the
middle-aged woman, from 2018 the target audience of the organisation is placed and
both the men and women from 18 to 45 years old have been targeted by the organisation.
Fitbit is a device that can help to monitor the steps and activity, calories burned, track
sleep, track female health and the user can also set reminders for multi-sport tracking,
heart rate tracking and cardio fitness levels (Farnell and Barkley, 2017 p 1235 (1)).
However the organisation has been facing challenges related to the competitive
advantage as a number of competitors including Xiaomi, Apple Inc, Garmin and Samsung

have already entered into the market of wearable fitness tracking devices. Besides the
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organisation has experienced that more than 50% of their customers lost interest to use
the Fitbit device after 6 months which is a major challenge for the organisation to enhance
their business market. Although according to the organisational objectives, a health-
oriented lifestyle is not only trendy and fashionable, rather it would not go out of trend
ever (Balbim et al. 2021 p.2 (2)). However, the specific base of long-term users and
strong relationship with the customers has been lacking for the organisation which is
affected their financial performance as well.

Therefore the organisation requires specific marketing activities and major distribution
channels to attract more consumers. In terms of intense competition from Smartwatch
makers and increasing the relevance of the Healthcare market, the organisation requires
consultation on the competitive dynamics and marketing activities for achieving

competitive advantage.

Identification of strategic issues

The strategic issue that has been identified from this particular case is the challenges that
Fitbit is facing in the international market and the issues that are affecting the company
to expand their business in the global market. Those issues have been mentioned below:

e The organisation is facing intense competition from the other organisations that
are dealing in the smartwatch industry. Companies including Xiaomi, Apple,
Samsung and Garmin have stepped into the smartwatch making industry. All of
these organisations have their specific terms of achieving competitive advantage
such as Xiaomi has introduced an inexpensive version of Smartwatch that help the
users to track the basic health records and activities whereas Apple users can use
the Smartwatch which can be combined with their iPhone and premium related
activities are offered to them (Veenstra, 2018, p 23 (2)).

e Other important strategic issues that have been found here indicate that the
organisation cannot keep the consumer interested in wearing the tracker for more
than six months. It has been found from the customers and analysis and survey
that more than 60% of the Fitbit users are losing interest to use the device after 6
months as no new activities or updates are being received by them in terms of

features shown in this fithess tracker.
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e Although Fitbit has been able to gather a large market share being one of the
largest manufacturers of such devices in the competitive market of US, UK and
other developed and developing countries, the organisation does not have any
specific stored or distribution channel (MacDermott et al. 2019 p 2 (2)). Even no
such significant investment has been made by the organisation in their marketing
strategy as of early 2018. Such reluctance towards distribution channel and
marketing activities has affected the business expansion strategy of the

organisation in the global market.

Relevant theoretical concepts

Among the theoretical approaches related to the competitive advantage of any business,
the resource-based view has been considered as one of the major approaches that have
been emerged during 1980. According to the resource-based view of competitive
advantage in it has been found that the organisational authority should look within their
company structure for finding the source of competitive advantage rather than looking for
it in the competitive environment. The resource-based view of competitive advantage
shows that the tangible, as well as the intangible resources, are there in an organisation
that is responsible for managing the competitive advantage. The theory also shows that
the critical assumptions of the resource-based view depend on the fact that the source
must be immobile and heterogeneous. Among the heterogeneous resources, internal
characteristics like the skills, capabilities and competitiveness of the employees as well
as the customer information are considered and these resources cannot be copied by the
other organisations (Varadarajan, 2020, p 2 (1)). Therefore a competitive advantage can
be gained. On the other hand, the immobile resources help the organisation to diseased
replication of their rival's resources and implement the same in the strategy like their
rivals. Therefore, the organisation can achieve a competitive advantage over the other
competitors in the same field.

Another theoretical perspective regarding the competitive advantage is the market-based
view. According to the market-based view, external factors like orientation in the market,
IT-enabled intangibles and industry trends play important characters in achieving
competitive advantage (Alqgararah et al. 2021 p 54 (2)). Therefore in order to gain

competitive dynamics in the business, an organisation must analyse the external factors,
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so that the facilities of gaining competitive advantage can be identified beforehand and
the organisation can explore those opportunities.

The analysis of information about the theories of competitive advantage shows that the
mentioned organisation in the case study, Fitbit is required to analyse the external
environment before entering the Asian and African market in order to expand their
business. The market-based view as well as the resource-based view of competitive
dynamics required to be considered by the organisation for achieving a competitive

advantage in the market.

Application of strategy model

Porter's generic strategy can be taken into consideration as a model Framework used for
approaching the market for any business. This model also helps the organisation to
create a strategy for gaining a competitive advantage. The four strategies according to
Michael Porter consisted of cost leadership strategy, differentiation strategy, cost focus
strategy and differentiation focus strategy.

Cost leadership strategy: According to the cost leadership strategy, a business has to
reduce the cost to deliver their product or service so that it can be ensured that more profit
can be gained and the stakeholders can be interested to invest in the business. If Fitbit
can adopt the cost leadership strategy it will help the organisation to increase their profit
margin as well as maintaining the current cost properly. Reducing the price of the
products can also be adopted by the organisation to become more competitive and
investing in the profit can help the company to diversify the business and increase the
cost reduction and shareholder value.

Differentiation strategy: apart from the cost leadership strategy, another strategy that
can be adopted by the companies in order to increase their competitiveness in the market
is to differentiate the product and services from the competitors. Obtaining such a
differentiation strategy can be beneficial for the organisation as a wide range of products
can be provided to the customers and full product diversity can be obtained through
offering unique features to the potential and existing customers. If the differentiation
strategy can be adopted, the organisation can enter into a new market with a wide range

of product portfolio, existing revenue can be increased when the prices of products
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increase as well as a strong customer base can be developed for the organisation for
further expansion.

Cost focus strategy: the first focus strategy focuses on the niche market and becomes
an expert on that specific market. For the mentioned organisation Fitbit, using this
strategy of first focus can be effective and efficient for a number of reasons. A level of
credibility will be established for the organisation in the entire industry which will help them
to attract more customers and generate customer loyalty. On the other hand, when the
organisation produces the product for an aggressive cost, a competitive advantage can
be gained by them over the other competitors (Islami et al. 2020 p. 3(8)).
Differentiation focus strategy: Another major strategy that can be adopted by the
organisation is the differentiation focus strategy. Two strategic aspects are combined
here; one of them is focusing on the aspect of differentiation whereas the other focuses
on the development of the business in a niche marketplace. By adopting this strategy,
the cross-selling between the customers in the specific market can be developed by the
organisation. Moreover, additional services can be inaugurated by the organisation for
attracting more consumers and Fitbit has already developed additional products and
services which can be considered as a part of this particular strategy (Ouma and Oloko,
2017, p 1065 (3)).

By analysing all these aspects of Porter's generic strategy, it can be stated that it is the
cost focus strategy that can be adopted by the company to increase its market share and

enter into a new market.

Strategy formulation

To formulate strategies that can be effective to resolve the strategic issues faced by the
mentioned Organisation in the case study, Fitbit, the theories and models related to
competitive dynamics have been taken into consideration and implementing on these
theories and models in the below-mentioned strategies has been identified. It is expected
that the implementation of these strategies will help to resolve the issues and the
organisation will be able to gather more market share and competitive advantage in the
potential and existing niche market.

One of the major strategies that can be taken into consideration by the organisation is to

introduce new updates in the Fitbit devices that can be able to attract more consumers

8|Page




towards it and competitive advantage can also be gained. Advanced metrics can be
provided in the Fitbit devices such as the measurement of oxygen level in the body which
has been identified as one of the crucial factors during the pandemic of covid-19.
Although the design of the product has been slim in comparison to other products, more
attractive designs should be taken into consideration by the organisation for enhancing
the competitive advantage.

Another strategy that can be considered by the organisation is to analyse the external
environment before entering into a new market. The analysis of the external environment
helps the organisation before entering into the market of developing and the
underdeveloped country is to identify whether the customers are willing to spend a large
amount for a wearable device that will help them only to track refunds metrics. Such
information would not only help the organisation to understand the market trend on that
specific country or market but also the customer requirement can also be identified and
therefore the organisation will be beneficial in terms of competition (Stefko et al. 2019 p
26 (3)).

The trademark issue is required to be resolved by the organisation in order to gain a
competitive advantage. Although it has been identified from the history that its
competitors have a patent war and trying to get advantage to the technological innovation
it is needed that the organisation required to maintain the competitiveness in the
technology industry.

Another strategy that should be considered by the organisation is to establish new stores
and invest in the development of distribution channels and marketing strategies. It will
help the organisation to present their production services in front of the customers and if
the customers can visualise the products and services they will definitely be attracted
towards the IT and therefore the competitive advantage will be gained (Agung and Darma,
2019, p 744 (7)).

Strategy implementation

In order to implement the new strategies, it is necessary that the organisation must
conduct an analysis of the internal and external environment so that in the existing market,

the market trends can be identified and the organisation can proceed according to that.
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The analysis of the internal and external environment can help the organisation to achieve
the business goals and minimise the weaknesses. In order to implement the strategies
like establishing new stores and developing new distribution channels, it is necessary to
find out whether any external challenges are there to be confronted by the organisation.
Moreover, the organisation should increase the investment towards the distribution
channel and marketing strategies.

In the contemporary world, it is necessary to invest in marketing strategies for attracting
more customers and therefore the organisation must consider the audio-visual as well as
the social media channels. Using social media channels can help the organisation to
attract more customers and the millennials can also be attracted. As the organisation has
targeted the male and female customers of 18 to 45 years age who are attracted towards
healthy habits and lifestyle, using the social media channels will be beneficial for

segmenting the customers.

Conclusion

To conclude the study, it is necessary to mention that the organisation has faced strong
market competition in the current market; however, there are certain points of advantages
that are still there to support the business of Fitbit. The organisation requires finding out
the opportunity to implement the recommended strategies. The internal and external
analysis of a business is required to be considered by the organisation as the organisation
is planning to expand their business market in other developed and developing countries.
For achieving competitive advantage and competitive dynamics, it is found that the cost
focus strategy will be the best strategy to be adopted by the organisation for the further

development of the business.
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