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The importance of a robust
business strategy for success

o
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Head of Advisory at KPMG Qatar

“A sound strategy is critical for the success of any business or any
organization. It acts as a strong foundation for the vision - long term aspirations of
what the organization seeks to be in the future and the mission — the very purpose
of the organization’s existence and overall purpose. Further it underpins the key
values and principles that drive organizational culture and binds the workforce as a
single team.

Business strategy can include one or multiple objectives such as growth,
diversification, sustainable profits, turnaround, overcoming technological,
regulatory challenges, compliance with ESG leading practices, etc. Strategic
decisions have long term impact on any organization and hence need ownership
from senior leadership and all departments working in close cooperation with a
sense of purpose.

At KPMG, we have significant local, regional and international experience in
strategy development for our clients from diverse sectors. With this first edition of
Asasiyat - KPMG Strategy Insight Series, we seek to commence a dialogue
across the industry on strategy development and its importance for business
success. This document is our contribution towards helping our clients achieve
their aspirations thus contributing to the development of Qatar and Qatar Vision
2030. I'1
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A clear understanding of where the organization stands today, what it

seeks to be in the future given the external environment is critical for
strategy development. Long-term sustainable growth is challenged by
factors such as rising stakeholder focus on value creation, innovation by
competition, technological disruptions and compliance with evolving
regulations M
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A'Sound strategy can help achieve sustananie growih

10 DUSINBSSES..

Strategy development and implementation is
important for a successful business. There is
rising interest among board members to take an
active role in the development of a long-term
sustainable strategy. The key drivers for this
increasing interest include shortened lifespan of
business model due to disruption and innovation
in the market, rising interest in shareholders for
strategic growth, intensified government
regulations and rising competition and widening
gap between ‘winners’ and ‘losers’. Moreover,
business leaders are looking beyond pure growth
and have recognized the significance of aligning
the strategy with leading practices for
Environment, Social and Governance (ESG) to
deliver greater value to both society and
stakeholders.

Long-term sustainable growth is challenged by
many factors which include changing
consumption patterns, innovative approaches
adopted by competition, technological
disruptions and compliance with evolving
regulations. Additionally, macro trends affecting
long-term sustainable growth include changes in
political directives, emerging economic trends,
new economic blocks, retreat of globalization,
changing demographics, urbanization,
constraints on use of natural resources, rising
focus on sustainability and short term
disruptions in supply chain due to new variants
of COVID-19.

To resolve challenges and business issues,
senior management can commission
development of different types of strategies
such as:

Growth and diversification strategy: To
improve revenue and net profits (top and
bottom line) and de-risk business
performance by entering new markets, new
products/ services, customer segments, etc.

Corporate strategy: Develop end-to-end
strategy for the corporate entity to optimize
the business units, product and services and
tune the organization to best deliver its
purpose.

N

3. Turnaround strategy: Transform a loss-
making or a lagging business into a profitable
one. Achieve cost optimization and/or
revenue and profit growth to maximize
business value.

Growth is one of the top priorities for
companies today. By being risk averse, many
companies leave opportunities for their
competitors. A holistic growth strategy enables a
business to make investments in the right
direction over a time period through a platform of
opportunities, known as ‘growth platforms’.

Growth platforms are clusters of ‘related’
opportunities where the grouping is based on
relatedness through themes such as geography,
technology, customer, etc. They help drive
internal efficiencies and provide risk mitigation
tools through a diversified portfolio of
opportunities for long-term sustainable growth
and for realizing business value.
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andsetaclear drectionfor the organization

The success of growth platforms relies on an
optimized operating model that is set up for
growth and execution of the strategic initiatives by
a capable team and with senior support. Further
progress review of strategy implementation
provides room for mid-course correction and
flexibility to achieve the desired objectives.

Growth with profitability is essential for the
sustainable well-being of organizations, especially
for family businesses where there is often a
longer horizon for growth. Family businesses are
unigue and at the core of such business lies trust
and values which connect stakeholders and acts
as a distinctive driver for sustainable growth.
Within the ESG framework, social objectives have
traditionally been crucial to family businesses
reflecting their values, stakeholder commitments
and enabling a purpose driven leadership. Family
businesses are increasingly strengthening their
governance to align with corporate norms.

To remain competitive, a robust and well-tailored
growth strategy underpinned by assessment of
the current capabilities is required for family
businesses:

1. Family business ‘purpose’: Ensure that there
is a clear purpose and business objectives in
place for the next 3-5 years for sustainable
growth.

2. Value creation: Periodically review the
current market and customers that the
business serves to secure market position and
assess the need to diversify into new markets
or products.

3. Business structure, finance and operations:
Strong financial and management reporting
process that provides data for governance.

4. Technology: Make certain that there are
investments in technology that add value to
the business.

COrporate strategy can drive enterprise-wide
transformation and help businesses redefine their
market position and their ‘winning’ strategy
through significant business and operating model
changes, usually at portfolio level.

It is an end-to-end top-down review of the
organization’s ambitions and formulating the
business and operating models as required to
‘win’. It provides the underlying framework for
long-term strategic planning, capital allocation,
portfolio and synergy assessments, scenario
planning, corporate center redesign, and more.
The ability and willingness to transform is crucial
for organizations today otherwise they run the risk
of being irrelevant in the market.

The need for corporate strategy is driven by
external triggers such as disruptive forces
impacting financial, business and operating
models; or internal factors such as inefficiencies
within business segments, inability to leverage
synergies and the need to align stakeholder’s
interests.
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roadmap for sustainable growth. An effective strategy needs to carefully evaluate

the constantly evolving business environment and be prepared for the possible
changes that may impact business and stakeholders. '

A well-defined corporate strategy helps an entity
in the following ways: Key phases to develop a sound turnaround
1. Set out a direction for an organization under strategy include:
strong leadership.
2. Redefine company’s strategy with changes 1. Diagnose AS-IS state: Thorough evaluation

in the market dynamics. of the internal and external environment to
3. Align the strategy to stakeholder and market identify issues, challenges, opportunities
expectations with a definite plan. and relevant leading practices based on
4. |dentify, resolve and materialize the benchmarking with better performing peers.
portfolio’s anticipated synergies. 2. Define TO-BE state: Identify segments
5. Plan long-term success in a disruptive requiring turnaround and their potential
environment. solutions. Determine the most relevant
6. Transform business and operating models to solution for viable segment.
define the future. 3. Stakeholder management: Effective
communication and stakeholder
A well-structured corporate strategy is engagement is essential throughout the
incomplete without ESG being at its core. As turnaround to meet expectations.
EGS norms become mandatory in many 4. Project management: Coordinate and
countries and are widely factored into corporate support turnaround activities throughout its
performance, businesses recognize the need to cycle to successfully implement the
include them in their corporate strategy. turnaround plans.

While developing a turnaround strategy, the
senior management should assess the following
factors:

Turnaround strategy focuses on
underperforming segments of the business that
need to be transformed to meet the strategic

objectives of the organization. 1. Impact of the turnaround strategy on the

short and long-term profitability of the
company.

Cash flow and funding implications of
investments in the turnaround strategy.
Stakeholders are often hesitant to fund a
turnaround strategy which has high costs in
short term but has a long payback period.
Identify the key merits and demerits for
customers/clients and stakeholders.

For any business, some of the key signs that
indicate the need for turnaround include 9
liquidity/solvency concerns, business
underperformance, adverse trading conditions
caused by external/ internal disruptors,
stakeholders challenges, pre or post transaction
issues, market issues and governance 3
challenges.
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4. Determine the method for implementation
of the strategy.

5. Assess the risks to the company and
customers/clients while implementing the
turnaround strategy.

Blending the ESG norms in the turnaround
strategy helps businesses achieve cost
benefits and ultimately it acts as a catalyst to
outperform competitors. Organizations are
increasingly being pressured by investors,
customers, suppliers, and employees to
reassess their commitments to environmental
and social impact. The consideration of ESG
factors in a strategy has become critical to the
success of businesses across all sectors. In
today’s world, ESG is no longer a hygiene
factor but is imperative for businesses that

want to achieve sustainable long-term growth.

Thus, a well-defined turnaround strategy can
provide long term solutions that would benefit
all stakeholders.

To conclude, successful businesses
recognize the significance of investing in
strategy formulation based on a well-structured
approach. The type of strategy needed would
vary based on stakeholder needs, business
objectives and desired end results.




Key business challenges

e -y We assIstin addressing key challendes affecting varous
_ DUSINESSES

My sector hasn’t shown
much growth. How do |
expand and diversify my
business?

Managing growth and profitability
have been a challenge for my
organization. How do we ensure that
we grow with sustainable profitability?

Several external challenges have
eroded my profitability. How do | turn
the business around?

Considering COVID-19, how do we
modify the company strategy to
achieve the goals and objectives?

KPMG Strategy team can support in formulating an appropriate strategy to help
your business achieve its goals considering the internal and the external factors.




Defining and formulating strategy
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@ 1. Definition

A business strategy articulates a corporate entity’s purpose and values, and provides a
clear roadmap over the medium-to-long term to achieve the defined objectives. It can
help diversify a business, turnaround its losses into profits and achieve sustainable
growth. A robust business strategy drives the value of the entity to exceed the sum of its
parts.

2. Core objectives

— To diversify the business

— To turnaround the business
— To focus on overall corporate growth and sustainable profitability

G 3. Key Triggers

— Changing market dynamics

— Stagnancy in profits and sustainable growth

— List the company on the stock exchange

— Changes in geopolitical situations

— Technology advancements

— Change in leadership / corporate structure

— Losses in business

— Aspiration for new product line and market entry

@ 4. Critical Success Factors

— Effective stakeholder (internal & external) engagement

— Be conscious of the organization’s resources and capabilities
— Auvailability of historical performance data

— Willingness to adapt and align to changing market dynamics
— Focus on SMART goals and objectives
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5. Methodology

Step 1: Current state assessment: Where do | stand now?
- Internal & external assessments

Step 2: Benchmarking analysis: What can | learn and improve?

Step 3: To-be state articulation: Where do | want to reach?

Step 4: Operating model: How should | function at the to-be state?
Step 5: Implementation roadmap: How do | reach the to-be state?
Step 6: Business plan: What is the financial outcome of the strategy?
Step 7: Managing performance: Am | on track?

[\

Lo 6. Tools
— KPMG 9-levers of value — SWOT analysis
— PESTEL analysis

LPENBTURES

A oAt et L1 039
Zo £ — Balanced scorecard

b

— Porter’s 5 forces analysis

7. KPMG 9-levers of value

Our 9-LoV framework is built around a business’ financial and strategic
outcomes, the business model and the operating model which is needed to
develop a robust strategy.

8. Outcome

— A holistic plan on how to achieve their medium-to-long term goals.
— Achieve profitability

— Diversifying to new markets/ products

— Organizational alignment, resource allocation and utilization

— Improvement in shareholder value
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KPMG 9-Levers of Value is an estaplished iramework
[0 Cevelop your Strategy

Financial outcomes What to aim for ?

structuring,
investment and
capital allocation

“Where to play”
Business
model (BM)
Propositions and
brands

Customers
Profitable and channels

growth

Core business

processes
“How to execute and win”
Operating

Technology and model (OM)

operations
infrastructure

Organizational
structure, governance,
and risk controls

Operational
excellence

People and
culture

Measures and

incentives

Financial outcomes structuring, investment and capital allocation:
What are the 3-5 year financial and strategic objectives?

Markets:
Does the current portfolio of businesses support the financial and strategic objectives?

Propositions and brands:

How should the portfolio of propositions and brands be managed over time to deliver financial
and strategic objectives?

Customers and channels:
What changes to the operating model can enable customer / channel performance?

Core business processes:

What are the priority business processes to deliver the financial outcomes, and a winning
business model?

Technology and operations infrastructure:

What are the priority infrastructure and technology elements that will be required to enable
the strategy?

Organizational structure, governance, risk and controls:
What does the organizational structure need to be to enable the strategy?

People and culture:

What leadership is required to drive the transformational change and what culture and
behaviors are required as enablers?

Measures and incentives:

What will you measure to monitor progress on strategy, identify issues and enable action
where required?
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KPMG Global Strategy Group

KPMG 1S home 0 Glopal Stratedy Group with 2400 Stratedy practitioners from 31 countries

000
@ B
2,400+ 31

Countries within the
Strategy practitioners global network offering
offering diverse skills key geographic-specific
and talents insights

A global network of

Solutions across the entire economic cycle...

Post-Deal
Enterprise-
T (e Collaboration
Ventures
Pre-Deal Operating Pre-Deal
Acquisition Strategy Disposal
Strategy

: * Strateg}/ .
J X i
( ) AN
I N Downun__ 4
1

i R N

Growth Reduction |

Strate i
2 Transformation

i

Diverse client and sector experience...

&P A &

Financial Energy & Industrial Government
Services Natural Markets & Public
Resources

XN-3-

Private Healthcare & Consumer Technology,
Equity Life Sciences Goods & Retail Media &
Telecom

What makes us special in the marketplace?

0 Deep industry knowledge from dedicated teams
0 Methodologies proven in the field

0 Track record of delivering superior client value

Integrated team of experts to fully execute strategy
engagement

0 Industry-leading data & analytics capabilities
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Strategy development credentials

KPMG Global Stratedy Group has dellvered Strategy engagements across (he gione

I * I Canada

==
ES Spain
I

Conducted a facilitation of a Canadian -

real estate company’s Mission, Vision
and Values and 5-year corporate
strategy

L = United States

Suggested performance improvement
opportunities through business plan for an
industrial supply company

5-year work plan for a construction contracting
company. Key deliverables included: Go-to-market

Provided turnaround services and debtor
advice to company operating in natural stone.
We reviewed its budget and business plan too

Assisted in turnaround advisory services for 3
companies in port freight business. We also
provided a plan to utilize synergies from merger

and supporting operating strategy °

SIS

[ 1)
- Belarus e00e”’

— Financial restructuring and turnaround
strategy for a top-3 Belorussian bank to
develop and implement debt restructuring

o) India
]

— Supported the client in the development and
implementation of a Special Economic Zone
on the west coast

— Developed cash crisis turnaround strategy for a
food and retail conglomerate

e s

— Developed a business plan for infrastructure
growth company in Abu Dhabi.

Brazil

- China

— Conducted a corporate strategy workshop to clarify the
business vision and identify growth initiative for an
automotive company

-

(1]

[
000000

- Germany

— We advised a private investor wanting to enter

the German dental care market through
establishment of a chain of dental clinics

— Provided analysis of potential restructuring

- Russia

— Product and geographic diversification
for a F&B player

— KPMG Russia and Kazakhstan provided
business review and turnaround strategy
for an agricultural holding

options and turnaround advisory services for

an international automotive supplier

Finland

Provided divestiture and turnaround
advisory services for a
manufacturing company for the sale
of its assets
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— Worked on multiple growth,
turnaround and corporate
strategy projects across different
sectors.

— Analyzed the underperforming
financial aspects of a construction
company and delivered a detailed
turnaround plan

Austria

N[ A

vl

— Developed business plans and a plan
for key changes in UK rail retail and
ticketing distribution

United Kingdom

— Undertook a financial and operational
analysis for an underperforming express
carrier in the retail sector and developed
a turnaround strategy.

— Hungary

— Provided a regional business plan and
a country-wide commercial analysis for a
construction company

— Developed a comprehensive financial
model, long-term business plan and
strategic growth services for a large
F&B player

oo, South Korea

— Provided financial analysis and
° turnaround strategy for a client, a
manufacturing firm, in financial distress.

Singapore

o’ — Long-term redevelopment of a

° government entity in Singapore.
We also provided financial and

technical help for redevelopment

N * .
Australia

— KPMG helped to implement the new
framework for a client in energy sector
who had revised its corporate strategy

13



Strategy development credentials

We leverage our global netwaork for stratedy engagements across SeCLors inUatar

Industrial

— Provided a 10-year corporate strategy, organization structure, projected financials
and implementation plan for a heavy vehicles and equipment leasing company

— Delivered Qatar’s national export promotion strategy for the non-oil, non-
hydrocarbon sector

Construction

Developed an 8-year corporate strategy and business plan and
helped in several strategic initiatives for a construction material
company in Qatar

Energy

Provided insights and benchmarking on specific metrics, growth strategy,
improved reporting structures and suggested strategic initiatives to
improve the business operations of an energy and water company in
Qatar

Financial Services

Developed a turnaround strategy, business plan and five-year financial
model for a GCC based Islamic Bank

Government

Developed a corporate governance framework, a revised business policy, processes,
procedures, a new management plan and related strategy advisory services for a
postal service company

Transportation & logistics

Developed a five-year corporate strategy and a business plan (2018-2023) for a
transportation solutions provider in Qatar. We also suggested several strategic initiatives
Provided a business strategy for a logistics player wanting to operate in the Courier,
Express and Parcel sector

Food & Beverage

— Assisted a fast-food chain in expanding their current chain of restaurants. The client
was facing issues in the area of brand visibility and profitability, and we helped to
formulate a growth strategy

Sports & recreational activity

— Developed a feasibility study, a corporate business plan to provide a clear vision
for the firm. We also formulated the business strategy for the client, a tennis
academy in Qatar

Healthcare

— KPMG provided the client with a turnaround strategy for the next five years
including a business model, product portfolio, sales and projected profitability for a
medical devices manufacturing company

Media

— Provided, a leading advertising & media company, with a corporate strategy and
5-year business plan. Analysis included target operating model and plan to
implement the strategy

Retail

— Provided a comprehensive corporate strategy, a five-year business plan and a
revised organizational structure for a leading electronics retailer

Real Estate

— Prepared a corporate strategy, 10-year business plan, target operating model,
funding analysis, risk strategy for a leading large real estate group in Qatar

— Developed a corporate strategy, a business plan, an organization structure and
other analysis for one of Qatar’s leading conglomerates

14



HoW Can KPMG assist? i

Our teams on the ground have developed multiple growth strategies, business plans, corporate
strategies, turnaround strategies in Qatar. Our global network brings in a wealth of international
leading practices. We are happy to leverage our local knowledge and global experience to support
with various strategy formulation needs. 7

Lontact us

Venkat Krishnaswamy

. Partner, Advisory
2 Strategy & Transactions Advisory
pe T: +974 5564 1024

E: kvenkatesh@kpmg.com

Ali Al Shabibi Nizar Hneini
Partner, Advisory ?' Partner, Advisory
Strategy, Risk and ESG ! ' Strategy, Digital & Innovation
T. 49747788 2768 \\ T: 4974 3356 9965
E: nhneini@kpmg.com

E: aalshabibi@kpmg.com

Adhishree Jakali
Associate Director, Advisory

v angt Strategy & Industrial Sector

)»/ T: +974 5501 2867

E: ajakali@kpmg.com

Anurag Gupta

Director, Advisory

Strategy & Real Estate Sector
T: 4974 3354 4317

E: aagupta@kpmg.com

Ronald Dias Ajay Jayakumar
Manager, Advisory Manager, Advisory
Strategy & Industrial Sector Strategy & ESG

T: +974 5070 2326
E: ronalddias@kpmg.com

T: 4974 5548 4644
E: ajayjayakumar@kpmg.com

Contributors

Adhishree Jakali, Associate Director, Advisory
Ronald Dias, Manager, Advisory

Liyan Al Hakeem, Consultant, Advisory

Aditi Sharma, Associate Consultant, Advisory
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