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Abstract

This study aimed to determine the critical success factors for the ready-made
garments in Laghouat, through elements that were expected as critical success
factors represented in quality, cost, technology, marketing, and human resource
efficiency.

And to reach the goal of the study, data were collected by semi-structured
interviews, observation, and content analysis for a sample of 10 successful
workshops in the field, and then analyzing the obtained data represented in data
related to Porter’s Five Forces analysis and others related to the expected
success factors through the benchmarking method. Then deduce the strategic
groups and test the hypotheses.

The study reached results that showed the validity of the two hypotheses related
to quality and cost, and the validity of other hypotheses in part related to
technology, marketing, and human resource efficiency.

Through this, we provided the workshop owners with advice represented in
critical success factors for their activities and increasing their competitiveness,
while identifying the strengths and weaknesses of each workshop and ways to
manage weaknesses.
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General introduction

Introduction:

The competition on the beginning of the twenty-first century has become around to
control the markets and resources and passed its regional nature because of higher
development in information systems, communications technologies, and environmental
changes. the organizations had to search for a deeper philosophy and a more comprehensive
vision, and access to the sustainable competitive advantage that achieves the organization to
stay in the spotlight, by identifying and diagnosing the critical elements for its success, which
has become an urgent necessity for organizations that It operates in highly competitive and

conditions of uncertainty.

In a general sense, almost all scientific research in business administration is
concerned with understanding what makes some businesses more successful than others. In
marketing, organization, finance, and accounting - all the academic counterparts of the
classical functional areas of business administration are concerned with understanding how
that particular part of business functions, and how this functioning is related to business
success. It may, hence, appear strange that a concept like success factors could be launched as

something new and original, something which merits special research attention.

Otherwise, As one of the promising sectors, the ready-made garments industry
provides immense opportunities for investing in it. One of the most attractive reasons for
investing in the ready-made garments industry is that it is less capital intensive with a high
investment-to-turnover ratio. However, investing in the garment manufacturing business alone
does not guarantee success. With growing global competition, the garment factory must be
both compliant and competitive, This is done by identifying the critical success factors And

embodying them to achieve the goals of the company.

Problem Statement

What are the critical success factors for ready-made garments in Laghouat city?

Research Questions :
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More specifically, the following research questions need to be addressed:

1. Is quality considered a critical success factor for ready-made garments in Laghouat city?

2. s cost considered a critical success factor for the ready-made garment in yogurt city?

3. Is technology considered a critical success factor for ready-made garments in Laghouat
city?

4. Is Marketing considered a critical success factor for ready-made garments in Laghouat
city?

5. Is individual competence considered a critical success factor for the ready-made garment
in Laghouat city?

Hypotheses :

In light of the research problem, we can formulate the following hypothesis :

1- We consider that quality is a critical success factor for the ready-made garment in
Laghouat city

2- We consider that cost is a critical success factor for the ready-made garment in Laghouat
city

3- We consider that technology is a critical success factor for the ready-made garment in
Laghouat city

4- We consider that marketing is a critical success factor for the ready-made garment in
Laghouat city

5- We consider that the individual competence is a critical success factor for the ready-made
garment in Laghouat city.

Study Objectives :

This study aims to identify the most important key success factors for ready-made garment

companies in Laghouat city through the following elements:

1- Identify the steps of determining success factors in the industry

2- Recognize the tools needed for competitive analysis

3- Determining which factors affect the competitiveness of ready-made garment companies

such as (cost, quality, technology, marketing, and efficiency of the human resources).

Importance of this study
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Critical Success Factors (CSF) are specific elements and action areas of a business,
team, or department that if each company focuses on and implements them successfully, will
achieve its strategic objectives. Successful execution of these success factors should generate

a positive outcome and create meaningful value for the business.

CSFs are important because each one works as a guiding compass for a company.
When they are explicitly clarified to everyone at the company, they function as a reliable

point of reference for focus and for determining success.

Many companies also use their critical success factors for a project to determine
whether they should proceed with a new business initiative or activity. For example, an
organization may determine that a proposed initiative does not directly support a particular
success factor and may distract from its overall strategic goals, waste precious time, and drain

resources.

While it’s not a hard and fast rule, it’s common practice to limit the number of critical
success factors for a project to five or fewer. Keeping the number of factors manageable helps
guarantee that each factor has a clear impact on strategic priorities and other elements of your

business.

On the other hand the study has a personal importance that lies in being an analysis of
the environment in which we want to implement our project, and this contributes to the

success of our project, which is a ready-made garment sewing workshop.
Methodology

In this research, we depend on the qualitative approach, when we have used two effective
methods, which are divided into the descriptive method and case study method to analyze the
sample of the study:

A sample consisting of the most successful workshops in Laghouat city .
Tools:
The research used different variety of tools in order to fulfill the goals of this study:

- Interviews semi-structured and observations for the filed study

- Content Analysis
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- Different resources which include articles; Internet sites books and researchers about the

variety.
Study Lines:

A. Time line:

- The study was carried out from May 10 to 20 Juin

B. Place line:

- This study was applied to workshops for the ready-made garments in Laghouat city .
C. Subject's lines:

- The study was applied to a sample of the most successful ready-made garment

workshops in Laghouat city.

Structure of the study:

This research is divided into two chapters. The first chapter is theoretical and the second

chapter is related to the field work.

Chapter one will present the background of critical success factors, their definition, their
evolution and characteristics, and competitive analysis with porter's five forces and strategic
groups, chapter two will deal with data analysis. the data obtained from the interviews and
observations will be analyzed and interpreted, so to help in confirming or referring the

hypotheses.
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Chapter one Section 1 : Understanding Critical Success Factors

Chapter One: Theoretical Framework

The major immediate causes of success in any market are the value perceived by
customers in a business's products, and the costs (relative to competitors) incurred in
producing this value. How good a business is at creating customer value at low costs will
depend on the skills and resources of the company. We, therefore, define a key success factor
as a skill or resource that a business can invest in, which, on the market, the business is
operating on, explains a major part of the observable differences in perceived value and/or

relative costs.

The term key success factors can be used in four different ways: a) as a necessary
ingredient in a management information system, b) as a unique characteristic of a company,
and c) as a heuristic tool for managers to sharpen their thinking, d) as a description of the
major skills and resources required to be successful in a given market. We adopt the last view.

In this chapter, the study primarily focuses on the theoretical framework of critical
success factors by presenting definitions and historical development and discussing the
different contributions of schools of thought, and the basic characteristics of the critical
success factors, and then we will discuss the theoretical aspect of competitive analysis and the

strategic tools used
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Section 1 : Understanding Critical Success Factors

1.1.Definition of critical success Factors

There are many definitions of the term key success factors, we will review some of them

The most important definitions of the critical success factors

Sources Critical success factors definition

Rockhart (1979) | The limited number of areas in which results, if they are satisfactory, will
ensure successful competitive performance for the organization. (Donald
& Jerry, 1984)

Bruno and | Those characteristics, conditions, or variables that, when properly

Leidecker (1984) | sustained, maintained, or managed, can have a significant impact on the
success of a firm competing in a particular industry. (Joel & Albert,
1984)

Ellegard and | A qualification or resource that a company can invest in, which in turn,

Grunert (1993) accounts for a significant part of the observable differences in perceived
value and/or relative costs in the company's relevant markets. (Michael,
Florian, & Martin, 2005)

Bullen and | Critical success factors are the few major areas of activity in which

Rockart (1981) positive results are necessary for a particular manager to reach his goals.
(Christine & John, 1981)

Pinto and | Factors that, if addressed, significantly improve project implementation

Slevin(1987) chances. (Michael, Florian, & Martin, 2005)

Freund (1988) Critical success factors are those things or areas that need to go right for
the organization to be competitive and successful. (Coster, Engdahl, &
Svensson)

Boynton and | Those things or activities that must go well to ensure success for a

Zmud (1984) project manager or an organization. (James & Richard)

Source: made by the students based previous studies

Critical success factor (CSF) refers to specific activities, procedures, or areas that are
necessary for an organization or project to achieve its mission and for its continued survival.
Critical success factors are unique to each organization and these are required to ensure the
success of a project, company, or organization. These key factors reflect the current business

and future goals of an organization and can be identified by applying business analytics.
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1.2.History of the Critical success factor Method

When World War Il concluded in 1945 many of the large organizations and corporations
from around the world found that the business landscape to which they were accustomed was
rapidly changing. The world scheme of geo-political power and influence was quickly shifting
and the sphere of a newly forming global economy was bursting at the seams in various areas

because of growing, maturing and advancing nations.

The business was changing and as result management at many already successful
organizations tried to and needed to keep up. One of those nations that saw dramatic growth
post World War 1l was the United States. Because of the rapid economic expansion post
World War Il and the changing business models, many of the large organizations based in the

U.S. were experiencing challenges in managing operations not previously encountered.

Business models shifted and many of the large U.S. Based corporations grew so quickly
that organizational controls, information management systems, and decision-making for
ongoing projects were fundamentally skewed and obsolete. A large portion of those
companies reacted by changing organizational structures and developing new data reporting
models. Sensing opportunity in all areas of management research the burgeoning academic
community and blossoming consulting industry quickly worked on solutions to the

developing void, and hence an entire sub-culture of the study was hatched. (Barno, 2022)

In the early 1960's a management consultant by the name of D. Ronald Daniel employed
by the firm McKinsey & Company introduced the concept of what would be later dubbed
"Critical Success Factors”. Daniel's article was published in the Harvard Business Review
under the name “Reorganizing for Results” (1966). (Barno, 2022)

In the late 1970s and early 1980s, organizations found themselves amid an information
revolution. The growth of information systems in organizations resulted in the production of
significant amounts of information for analysis and decision-making. The advent of the
personal computer and the evolution of the field of information “systems” to information

“technology” were indicators that the information explosion would continue. (Richard, 2004)

John F. Rockart, of MIT’s Sloan School of Management, recognized the challenge that the
onslaught of information presented to senior executives. Despite the availability of more
information, research showed that senior executives still lacked the information essential to

make the kinds of decisions necessary to manage the enterprise. As a result, Rockhart’s team
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concentrated on developing an approach to help executives identify and define their
information needs. (Richard, 2004)

Most of the work in success factors performed by Rockart and Daniel was focused on
refining the information needs of executives. However, as a logical outgrowth of this work,
Rockart hinted at the usefulness of the method as a component of strategic planning for
information systems or technology [Rockhart 81]. The CSF method has found its way into
many formalized information or business systems and technology planning methodologies
that are still being used today, This is confirmed in a study conducted by Ramaprasad and
Williams (1998), in which the results are utilized: project management (63.49 %), IS
implementation (49.21 %), and requirements (47.62 %). (Michael, Florian, & Martin, 2005)

1.3.Various contributions of schools of thought

Research in the area of strategy formation varies widely regarding meta-theoretical
Assumptions, including, among other things, the view on causality. Since a key success factor
is a statement about a causal relationship, namely between success and some cause of success,
the way the key success factor concept is used varies between the various schools of thought

as well.

For the sake of simplicity, only three schools of thought will be distinguished in the
following these are the design school, the planning school, and the shared-experiences school.
(Mintzberg, 1990)

Critical success factors as a business characteristic. The design school maintains that
every business is unique in all aspects, and every business therefore also has to find its own
unique match with its environment. It is therefore not possible to generate general statements
about the causes of success, and the term Critical success factor, if it is used at all, can have
meaning only with regard to a single business. Consequently, the only form of research
methodology applicable for finding key success factors is the case study. (Christensen,

Andrews, Bower, Hamermesh, & Porter, 1987)

Indirectly, causal statements still have their place, also in the design school. The use of the
case method in business education, as promoted by this school, builds on the idea that, by
looking at many cases, one develops an understanding, an intuition for business ecology,
which, in future problem solving situations, will improve the ability to look at the right cues

in the environment and come up with the right strategic decision. In this way, general causal
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statements about success are possible, but they cannot be made implicit, because they are
buried in the decision-makers intuition, i.e., they have become automatic, perceptual and

intellectual skills.

The basic philosophy of the design school is therefore not compatible with the aim of

establishing explicit general statements about the critical success factors in an industry.

The Critical success factor concept can be used in training business executives, but not in
building up a general base of knowledge that could be communicated to the business
community. In the final analysis, the design school maintains that research in the area of
strategy formation is not possible. (Klaus & Charlotte, 1992)

Critical success factors as a planning tool. The planning school aims at developing
planning instruments which help businesses in finding the right strategy. A main assumption
is that, by providing input which helps decision-makers in structuring their thoughts, the
quality of decision-making can be improved. Encouraging decision-makers to reflect their
own assumptions about the causes of success - key success factors as a planning tool is one

possible example.

It is hence assumed that decision-makers have theories of their own, subjective
theories linking success to its causes. (Ferguson & Dickinson, 1982), Neither the theoretical
foundation for the concept nor the method for measuring it are central to the discussion. With
regard to method, an eclectic approach is preferred (e.g., Leidecker & Bruno, 1984)
(Leidecker & Bruno, 1984), with more emphasis on variety than validity. It is the process of
building a consideration of key success factors into planning, which improves strategy
formation. It is emphasized that key success factors are small in number. By forcing the
decision-maker to identify and concentrate on a small number of factors, a process of
reasoning is started which, by virtue of its systematic nature, actually may lead to improved

strategy formation even though this has never been demonstrated empirically.

The planning school, just as the design school, puts emphasis on improving the skills
of decision-makers. However, since decision-making in the planning school is not primarily
related to unconscious intuition, but to conscious problem-solving, the instruments and
methods devised are potentially useful to contribute to a general body of knowledge as well. It
becomes possible to obtain general knowledge on how decision-makers tackle their tasks, and

also how their problem-solving can be improved. Specifically, it becomes possible to obtain
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knowledge about decision-makers perceived success factors, about how these perceptions are

shaped, and how they influence strategy formation. (Klaus & Charlotte, 1992)

It would be still more exciting, if perceived success factors could be compared to actual
success factors. The latter is what the last view of key success factors is about. Key success
factors as a market description. The shared experiences school maintains that the area of
business strategies is amenable to research aimed at finding nomological statements. It is
believed to be possible to find out how different strategy types are linked to business success
under various conditions. This school can be called the shared experience school, because it
builds on the expectation that, if experience on business strategies is shared, it becomes
possible to build up general, empirically based theoretical knowledge, which then can guide
the selection of business strategy. For this school, business success is governed by causal
relationships, which exist as an objective truth, and which gradually can be uncovered by

research.

Industrial organization theory and its transfer to the area of strategy formation,
therefore, provides a source of hypotheses on key success factors, and also a methodological
tradition for testing these hypotheses. As noted, hypotheses can also be inductively
established, based on exploratory empirical research instead of theory. Studies on factors
distinguishing successful from unsuccessful businesses are an example of this: based on the
expectation that there are some general causes for success, possibly such causes are identified
in the comparison process, without establishing that these factors have indeed been causal.

This fourth view on key success factors is certainly the most ambitious one, and hence
also faces the most severe obstacles. In empirical studies which have aimed at testing
hypotheses about key success factors, the amount of variance explained in the performance
measure has often been low. At least two groups of reasons can be given for this. The first is
concerned with the general problem of causal inferences in non-experimental research.
Lacking the control mechanisms of an experiment, causality must be established based on
covariation, temporal sequence, and simultaneous measurement of all possible competing
explanations. Especially the latter is often difficult to achieve. In addition, both success and
factors leading to it are often difficult to operationalize, and often little is known about the
reliability and validity of the measurements.
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While these problems may be overcome by using a more sophisticated methodology, a
second group of problems may be still more difficult to solve. They are connected to the

dynamic nature of causes of success in a market. (Chamberlain, 1968)

Success factors may be transient, and this problem will be more serious, the more
concretely the factors are formulated. In addition, recognition of the success factors operating
in a market by the actors in that market, may actually change them: when everybody invests
into the same skills and resources, the ability of variation in these skills and resources to

explain variation in success will necessarily decline. (Klaus & Charlotte, 1992)
1.4.Critical success Factors Characteristics

It is important to understand the characteristics of CSFs. Some key characteristics are

summarized here: CSF hierarchy, types, uniqueness, and stability over time.
1.4.1. Critical success Factors Hierarchy :

In Daniel’s work, success factors are described at the industry level, and they are
shared across organizations within an industry. Daniel focused on non-unique industry-level
success factors (i.e., success factors that are relevant for any company in a particular

industry).

Anthony et al. expanded Daniel’s work by suggesting that CSFs could differ from
company to company and from manager to manager, introducing the concepts of managerial-
level CSFs and organizationally unique CSFs. (Anthony, Dearden, & & Vancil, 1972)

Caralli also adopted this perspective. Levels of management introduce different types
of operating environments and this different levels of CSFs. Bullen and Rockart provide a
thorough discussion of the hierarchical nature of CSFs and identify four specific levels of
CSFs: industry, organizational division and individual. Caralli introduces the concept of
operational-unit CSFs, which focus on the contributions that an entity makes to support the
organization’s overall goals and mission, and supports the concept of operational units in the

IT strategy context.

Caralli also draws an explicit parallel between CSF hierarchy and planning hierarchy
by pointing out the similar way in which both hierarchies are interdependent. He notes,
however, that CSFs do not necessarily cascade through the layers of an organization in simple
one-to-one relationships. (Gates, 2010)
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Figure 01 : the critical success factor hierarchy
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Source: (Linda .P, Gates; Strategic Planning with Critical Success Factors and Future

Scenarios; November 2010;p10)

1.4.2. The Four Main Types of Critical Success Factors :
1. Rockart identified four main types of CSFs that businesses need to consider:

» Industry factors: result from the specific characteristics of your industry.
These are the things that you must do to remain competitive within your
market. For example, a tech start-up might identify innovation as a CSF.

= Environmental factors: result from macro-environmental influences on your
organization. For example, the business climate, the economy, your
competitors, and technological advancements. A PEST Analysis can help you
to understand your environmental factors better.

» Strategic factors: result from your organization's specific competitive
strategy. They might include the way your organization chooses to position
and market itself. For example, whether it's a high-volume, low-cost producer;
or a low-volume, high-cost one.

» Temporal factors: result from your organization's internal changes and
development, and are usually short-lived. Specific barriers, challenges and
influences will determine these CSFs. For example, a rapidly expanding

business might have a CSF of increasing its international sales.
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An organization’s CSFs may include any or all of these types. Understanding the type of CSF

helps an organization know whether the CSFs are shared or unique and how they may persist

or evolve over time. (Mindtools)

1.5.

1.4.3. CSF Uniqueness :

Caralli puts significant focus on understanding the CSFs that are unique to an
industry, organization, or manager. But CSFs are not necessarily unique to the
organization, division, operational unit, or individual to whom they apply. Rockart
focused on the CSFs at the managerial level, along with department or organizational-
level CSFs (though he continued to acknowledge industry-level CSFs). He also noted
that CSFs could be non-unique (shared across the industry) or uniquely linked to
internal and external sources other than the industry. (Gates, 2010)

1.4.4. CSF Stability Over Time :

Although CSFs may remain fairly constant over time, at least in the sense of a
strategic planning period, from Rockart and Bullen’s perspective, CSFs change “as
the industry’s environment changes, as the company’s position within an industry
changes, or as particular problems or opportunities arise”. (Bullen, 1981)

Rockart also points out that CSFs are not key indicators standard measures that can
be applied across all divisions of an organization. There can be some migration
between CSFs and specific goals, particularly when a CSF reflects a challenge or
problem (temporal CSFs). A “performance gap” in a particular operational area may
cause a CSF to be elevated into a fix-oriented goal. Alternately, a goal, once achieved,
may migrate to a CSF for sustainment. (Gates, 2010)

Key areas of critical success factors :

Bullen has suggested that CSF identification be focused on whether CSFs fall into one
or more of several key areas. These key areas, plus one (modification management)
we have added, are:

* Global or industry related: These are activities essential to project success that
would be true of any project or company operating in the particular environment
(industry or business area).

* External influences: These CSFs are governed by external factors that can
significantly influence the success of your endeavour.

* Internal influences: These are determined by internal factors that can significantly

influence project success.
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e Current and future: Included here are time-driven CSFs that are essential to project
success. Current CSFs are activities that must be done in the near future. Future CSFs
are those which are long range. Planning for the success of future CSFs may be an
activity that requires immediate attention.

* Temporal and enduring: These are significant influences that either have a short-
term duration or are present through most or all of a project.

* Risk abatement: Some activities are necessary in order to avoid significant identified
risks to project success.

* Performance: These are identifiable levels of performance or achievement that must
be realized for the project to be successful.

* Special monitoring: These activities or events require special monitoring, protection,
or contingency planning in order to assure project success.

* Quality: Quality requirements, if not met, will mean the failure of the project.

* Modification management: Some activities or conditions that currently exist or are
currently planned will, if not changed, cause the project to fail. (Dobbins & Donnelly,
1998)
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Section 2 :Competitive Analysis

A competitive analysis is a strategy that involves researching major competitors to
gain insight into their products, sales, and marketing tactics. Implementing stronger business
strategies, warding off competitors, and capturing market share are just a few benefits of
conducting a competitive market analysis. (HUBSPOT)

In the 1970s Dr. Michael Porter of Harvard Business School recognized the lack of
rigor in the current analytical frameworks and set out to develop a new, comprehensive
framework that would capture both internal and external threats as well as both horizontal and
vertical competition. The result has come to be known as Porter's Five Forces analysis, as
Porter had distilled the key elements into five parts, the analysis of which would allow a

person to assess the attractiveness of an industry.

1.Porter's Five Forces

1.1The threat of New Entrants

Porter (1985) states that “new entrants to an industry bring new capacity, and the
desire to gain market share that puts pressure on prices, costs and the rate of investment
necessary to compete, However, the threat of entry will largely depend on how high entry
barriers are and how many organizations are in the industry.
Furthermore, new entrants can disrupt established players in a particular market, and
directly affect the competitive advantages. When the demand is not increasing or
decreasing, an additional supply of goods or services will decrease the profit margins of
the market participants. (Porter, 1985)

Differentiates seven critical barriers to entering the market, (a) supply-side
economies of scale,(b) demand-side benefits of scale,(c) customer switching cost, (d)
capital requirements, (e) incumbency advantages independent of size, (f) unequal access
to distribution channels, and (g) restrictive government policy.

An essential exercise for organizations is to analyze barriers to entry and anticipate
possible retaliation measures from competitors when considering entering a new industry.
It is of utmost importance for a new entrant to overcome entry barriers without nullifying,

through heavy investment, the profitability of joining the industry. (Porter, 1985)
1.2 Bargaining Power of Suppliers

This can have a detrimental effect on profitability in an industry as suppliers can threaten

organizations with increasing prices of products and services; when organizations are
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unable to recover, the cost increases in its prices. Several reasons can be seen as indicators

of high bargaining power of suppliers. For instance, domination within an industry may be
controlled by a few organizations and is, therefore, more concentrated than the industry it
sells to, or the industry is not the most important customer of the supplier group. On the
other hand, the bargaining power of suppliers can be manipulated by the number of
suppliers, the size of the supplier, and the availability of substitute customers.
Furthermore, many powerful suppliers do not depend predominantly on one industry for
its revenue as some may serve several other industries and will not hesitate to extract
maximum profit from each one. An influential factor in the power of suppliers is the
power of customers, who may drive prices downwards, demand better quality, or enforce
expanded services, which may well hurt the profitability of an industry. (Porter, 1985)

1.3 The Bargaining Power of Buyers

When there is a monopoly market situation, buyers have the greatest bargaining power
when they are large and can switch comfortably to alternative suppliers that are few. Other
relative buyer concentrations are (a) competitiveness —many buyers and suppliers, (b)
mutual dependence — few buyers and suppliers, and (c) monopoly power — few suppliers
and many buyers. (Bruijl, 2018)

Furthermore, buyers compete with the industry by forcing prices down. When buyers
are powerful, sellers may develop ways where buyers are prepared to pay a premium price
for some products. For instance, sellers need to accept that there is an imbalance of power
and that profitability will be reduced or even accept a rate of return that is close to the cost
of capital. Furthermore, sellers may find different ways for increasing the cost that buyers
incur when switching from one seller to another seller. However, this is difficult as most
buyers will recognize that they may not appreciate it when they are locked into a certain
buyer. (Bruijl, 2018)

1.4 The Threat of Substitutes:

The threat of substitutes is the availability of other products that a customer could
purchase from outside an industry. The competitive structure of an industry is threatened
when there are substitute products available that offer a reasonably close benefits match at a
competitive price. In this case, price points are limited by the prices at which substitutes are
available, thereby limiting the amount of profitability that can be generated within an
industry. When there is a strong threat of substitutes, industry players must pay more attention
to operating in the most efficient manner possible; otherwise, their high-cost structures will

interfere with profitability and may drive some firms out of business. When there is a reduced
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prices charged to customers. Because there is little prospect of competition from outside the
industry, there is a higher potential for profits within the industry. Thus, firms tend to generate
higher profits at the expense of their customers.
- The following factors cause a higher threat of substitutes for an industry:
- Customers can easily switch between products.
- Substitute products are readily available to customers.
- Substitute products have better features than comparable products within the industry.
- Substitute products have higher quality/reliability than comparable products within the
industry.
- Substitute products have lower costs than comparable products within the indus
1.5 Rivalry
This measures the degree of competition between existing firms. The higher the
degree of rivalry, the more difficult it is for existing firms to generate high profits. The
most prominent factors that experience shows to affect the intensity of firms ' rivalries are
(1) numerous competitors, ( 2 ) slow industry growth, ( 3 ) high fixed costs, ( 4 ) lack of
differentiation, ( 5) high strategic stakes, and ( 6 ) high exit barriers. (fil)
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Figure 2 : Elements of Industry Structure
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2. Strategic groups

2.1 Defining Strategic Groups:

Since Hunt's (1972) seminal work on competition, in which he coined the term
strategic group a substantial body of literature has addressed research questions on strategic
groups. A basic and widely accepted definition states that a strategic group is a group of firms
in an industry following the same or similar strategies along strategic dimensions . The
membership of firms within a strategic group is based on similar characteristics of firm
strategies and delineating differences of firms to other strategic groups. According to Cool
and Schendel( 1988 ), firms of industry naturally build strategic groups when their actions are
more homogenous than those of industry incumbents in general. In an extreme case, there

might be only one strategic group within an industry that comprises all market participants or
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every company within an industry could form an individual group, Conversely , a limited

number of strategic groups exist in most industries that reflect the essential dimensional.
(kerim, 2014)

Evolution:

Hunt (1972) developed the concept of strategic groups within his unpublished dissertation.
He designed an empirical study to examine the U.S. home appliance industry which was
characterized as a highly concentrated and competitive market in the 1960s. Although market
concentration was high, industry profitability was dismal. Hunt attributed this unexpected
finding to the existence of so far undefined structural factors. During his course of the
investigation, Hunt detected different sources of asymmetries between firms within the
industry and found certain groups of firms behaving in similar ways. He followed from his
analyses that different groups of firms in the same industry pursue similar strategies along
with the detected asymmetries. Consistently, Hunt proposed to the group and analyze firms
further within an industry along certain strategic dimensions and he labeled the results
strategic groups. Industry in this context is defined as a compilation of organizations that
produce comparable or even homogeneous products or services for a specific target group.
(kerim, 2014)

2.2 Characteristics of Strategic Group

The notion of the strategic group provides a distinct approach to analyzing the competitive
structure of an industry. Some of the characteristics of a strategic group are as follows :
1. The member firms of a strategic group own similar types of competencies and assets such
as brand image, distribution capacity, global market share, research, and development, etc.
2. Various factors create mobility barriers for the strategic groups such as geographical,
financial, operational, organizational, etc. The outcome of this mobility barrier is the
evolution of intra-industry competition.
3. The differences among strategic groups result in a greater ability to sustain competition
compared to firms outside the group.
4. All the competitive forces existing in the industry impact all the firms of a strategic group
similarly.
5. Strategic group emphasizes on the level of competition, within that particular group,
instead of competition outside the group. Hence, it does not focus on inter-group competition.

6. The firms of a strategic group follow a similar strategy under a similar business model.
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7. The firms within a strategic group possess similar characteristic features such as size, type

of products and services, etc. (Strategic Group Analysis | Meaning, Definition, Types &

Characteristics)
2.3 Types of Strategic Groups:

Strategic groups can be classified based on strategic orientation, which is as follows:

1) Defenders:

Defenders are those firms that have limited resources and few product lines. These firms try
to expand their business and operations. Due to the limited availability of resources, they are
fewer. capable of innovating new products. They spend most of their time in defending their
businesses against competitors, society, and government, instead of developing a competitive
edge.

2) Prospectors:

Prospectors are those firms that try to identify the weakness in the competitor's business
strategy and attack aggressively by adopting an offensive business strategy. Such types of
organizations generally devote most of their resources to innovating new products and
capturing potential market opportunities.

3) Analysers:

Such types of organizations generally have operations in two different areas out of which, one
is stable and the other is dynamic, Hence, they focus more on efficiency in the stable market
to derive maximum profitability, They further focus on innovation in the dynamic market to
attain or maintain top market position by way of introducing latest products/ services.

4) Reactors:

Such types of organizations don't have a uniform and stable strategy; instead, they follow a
strategy of guerrilla warfare as because of having limited resources they are not capable of
matching or outdoing the giant competitors. This can be useful for small companies with
limited resources and those that are not capable of emulating giants in the field. (Strategic

Group Analysis | Meaning, Definition, Types & Characteristics)
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introduction:

To gain insight and familiarity with the aspects of the study, as well as trying to answer
the problem related to determining the critical success factors in ready-made garments in
Laghouat city.

The study divided this chapter into four Points first the introduction of the Algerian
ready-made garments industry second demonstrating the Practical Side of the field study,
third Hypothesis Testing, and finally displaying the results of the Study.
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Section 1: Introducing the subject of the study

1.1 Introducing the Algerian ready-made garments industry

Algerian ready-made garments companies, which still resist the multiple constraints
linked to the effects of massive imports, hold less than 10% of the Algerian market, the textile
and clothing subsidiary which is in second position after the Agri-food sector, with respect to
its importance and strong local consumption and whose needs are in the order of 150 million
items annually while the national sector covers only 4% of these needs, and the rest is invaded
at 94% by import.

Following efforts by the government to revitalize these sectors, we note that the textile,
knitwear and garment industries have climbed by nearly 12%.

The Textile sector is a promising strategic sector that has strong assets, which makes it
possible to achieve the

demand for ready-made garments estimated at 150 million pieces by 2022 according to the
statistics and plans of action proposed by industry experts. (TEX STYLE EXPO, 2018)

Production Potential:

o Private Textile:
Products 5 000 Units
3 000 units in the confection
1 025 Units in hosiery
955 Units in the Weaving Finishing
6 Cotton mills
3 Texturing units
o Manufactured Products :
» Fabrics
> Hosiery
» Confection
» Furnishings
» Footwear
o Craft: 3000 Workshops . (TEX STYLE EXPO, 2018)

>
>
>
>
>
>

1.2 Introducing the sample of the study
We studied a sample consisting of ten active workshops in the field of ready-made garments

Laghouat city, and the following table presents a review of each workshop:
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presenting sample items

Workshop name | Owner name Location Offered product
Workshop 1 KN collection Karima and | 500 street women's
Nabila Belaabbas garments
Workshop 2 Samra FN | Fatima and Nahla | EImamourah women's
collection Benarfa garments
Workshop 3 Rahma Tailoring | Rahma Alwiaam Women's and
men's clothing
Workshop 4 Roumaissa Salah | Roumaissa Salah | 500 street tailoring bedding,
covers, and
women's clothing
Workshop 5 Anamil Khafia Oum El elemi Boukhanfous women's
garments
Workshop 6 Wiwi Bouchriet Bouchriet family | Alkarbia women's
garments
Workshop 7 Fouad Tailoring Fouad Elmamourah Women's and
men's clothing
Workshop 8 Ben chatouh | Ben chatouh | Kraibaa street Women's and
Brothers family men's clothing
Workshop 9 Samira Samira marzoug | Zebara street women's
garments
Workshop 10 Mohammed Elmamourah Women's and

men's clothing

source : made by the students based interview information

1.3 Reason for choosing the sample

We chose a sample consisting of ten successful workshops in sewing ready-made
garments in Laghouat city for the following reasons:

The sample size matches the requirements of the study

The characteristics of the sample match the requirements of the study

It helps in Saving effort and reducing costs or resources needed by scientific research, by
studying part of a study community, not all.

It helps in data collection and analytical study.

It helps in terms of place and time to conduct the research.
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Section 2 : The Practical side of the field study

1.1 Competitive analysis:
1. Customers:

We have observed that the majority of the workshops launch with a family background
that included an element of talent from childhood, so it leads to create a desire and experience
in the field, and that most of workshops have an identity which consists its name and logo,
while some of them are distinguished by colors, official uniforms, and a unique working
method.

We have noticed that the customers number per day varies depending on the seasons or
occasions, in which this number can range from 6 to 100 during peak seasons. We also notice
that each customer’s request size depends on the type of institution, that include two types:
high productivity workshops and workshops that work on demand. When it comes to high
productivity workshops, we've noticed that companies have a hard time responding to these
requests, even though they provide discounts.

Yet the category of personal consumption is the most targeted by the analyzed sample,
followed by resale and rarely re-manufacturing.

We observe that workshops that rely on productivity provide brief information about their
products, whereas workshops that work on demand do not have to provide information
because the customer determines it, with the majority of workshops having customers who
specify their requests in advance

We've noticed that workshops that focus on productivity have posters with their logo on
them, whereas other workshops don't.

We notice that the majority of the workshops are aware that they are considering
purchasing resale points, and that they are all positively compared to one another.

We notice that most of the workshops are simple to replicate and have a high level of
backward integration, whereas some are difficult to replicate due to modern technology.

We observe that most of the workshops mention that customers are price sensitive.
Conclusion:

And, based on the foregoing, we conclude that the customer's negotiation strength is greater
than the workshops' negotiating skill, implying that the industry is less appealing and as a
result, the workshops' profit potential is reduced.

2. Suppliers:

1. It's worth noting that the workshops cater to both wholesalers and retailers, with some
dealing with retailers only yet others exclusively with wholesalers. In most workshops, the
reasons for selecting a supplier are quality and price, while the minority is simply interested in
pricing and others worry about location as a factor in supplier selection.
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2. We note that all of the workshops' inputs to the production process are nearly identical, as
they all contain fabric and sewing supplies, while some workshops that work on demand do
not require the cloth.

3. We note that the number of suppliers from within and outside the state ranges from 3 to 16
for all workshops, with the number of suppliers increasing in proportion to the quantity
produced.

. 4 We've noticed that the majority of workshops continue to deal with the supplier even if
they can't agree on a price. In addition, we've noticed that the majority of workshops switch
suppliers when costs rise.

5. We've noticed that none of the workshops have any knowledge of Alibaba or the
technological aspects of importing.

6. We observe that none of the workshops attempt to control the sources of supply by
purchasing or merging with them; moreover, We notice that half of the sample considers
contributing their own inputs, whereas the other half does not, or rather cannot.

Conclusion:

As a result, we might conclude that the workshops' bargaining power is stronger than the
supplier's negotiation power.

3. Competitors:
1. We've noticed that there aren't many workshops in this field.

2. We note that the number of working hours per day varies from 5 to 16 hours per day, with
additional costs in order to gain more customers (5 hours during stagnation periods and 16
hours during the working season).

3. The following are this industry's basic costs: Machines are available in a variety of shapes
and sizes, including: 30000 to 70000 for a standard machine Models range from 150.0000 to
160.00000 dollars. Equipment at the shop ranges from 50000 to 400000.

4. We note that all workshops do not investigate their competitors, only one of them does and
discovers their flaws.

5. We notice that the majority of the workshops (Corona) sold a small number of products
over the two years, whereas the rest sold a large number.

6. We notice that half of the workshops (1,2, 3,4,9) are attempting to provide new, high
quality products at reasonable prices, while the other half are not.

7. We note that the products from the workshops (1,2,4,5,6,7,8,10) are of a medium quality,
whereas the products from the two workshops (3,9) are of a high one.

Conclusion:




Chapter two: Field study

We infer that the competition in this industry is not fierce based on the factors stated by the
sample.

8. Most workshops (1; 2; 3; 4; 5; 6; 9) imitate pioneering workshops in the field in terms of
design, promotion, and distribution methods, while a few do not.

9. Noting that all of the workshops under consideration benefit from the knowledge and
experience of professionals and from shared information.

10. We also notice that the majority of the workshops use the Internet to download models,
which some refer to as "visual feeding" before the design process and "keeping up with what's
popular.”

11. We also notice that half of the workshops aren't copied, while the other half are.
Conclusion:

We find that the workshops (1,2,3,4,5,6,9) use the follower's technique to copy and
learn by imitating pioneering workshops in the sector and benefiting from the experiences of
the profession's owners, sharing knowledge among them, and downloading models from the
Internet.

12.We notice that some workshops (1, 2 and 9) draw their own designs, while the rest of them
do not.

13.We notice that some of the workshops (1, 2 and 6) show that the way of presenting their
products is distinctive, while the rest have a normal way of presenting their products.

14. We note that some workshops have a feature that distinguishes them from others in terms
of mastery, designs and fabric, self-confidence, modern machines, quality and treatment,
seniority and a special touch .

15. We note that all workshops provide all the measurements required in the market.

16. We see that half of the workshops provide a delivery service, and they are (1, 2, 4, 6, 9)
for the customer, while the other half do not.

17. We see that most of the workshops are always looking to develop and update their
products, while there is only one workshop that is not.

Conclusion:

We conclude that workshops 1, 2, 6, and 9 adhere to the challenge strategy since they are
characterized by their original designs, the manner they display unique items, and the delivery
service they provide. They also want to create their own items.

18.We note that all of the workshops were chosen because of a special desire, except two that
were chosen because of a special desire and have no work.

19. It's worth noting that not all workshops are looking for a new activity to start with, but
there is one that is.
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20. With the exception of one workshop, we see that most of them do not consider giving up
this work (10).

Conclusion:

With the exception of Workshop 10, we infer that none of the workshops are considering
abandoning this activity. Given his situation, he believes that quitting up is the best option.

21. We should point out that four of the workshops (1, 2, 4, 5) are aimed at women, while the
remaining ones are open to both men and women. While workshop 1 is for young women and
2 is for children and youth (women), the remaining workshops are for people of all ages.
Moreover, workshop 1 is for middle-income earners, and the second is for high- and middle
income earners, while the remaining seminars are for all income levels (high, medium, low)..
It should be noted that the workshops (2, 3, 5, 6, 7, 8, 10) only function within the city,
whereas the others work both within and beyond the city.

22. We observe that half of the workshops ( 1, 2, 3, 5, 6 ) consider targeting other groups,
such as children and men, while the other half do not (due to the fact that it includes all

groups).

23. We can see that the profit margin for workshops (1, 4, 9) is high during the seasons,
whereas, for (2,3,5,6,7,8,10) is medium.

24. 1t's worth noting that the first six workshops have production lines ranging from one to
twenty, while the rest depend on the request

25. It's worth noting that the specialized workshops chose their specializations based on the
following criteria:

- On the basis of prior experience in the field,;

- On the basis of prior experience in the field and quality;
- On the basis of prior experience in the field and quality
- Based on previous experience in the field

- Based on cost

- Based on quality

- On the basis of quality

- On the basis of quality

Conclusion:

According to the preceding observations, workshops 1 and 2 follow the specialist's approach
in terms of gender, age groups, and income, whereas the rest of the workshops follow the
diversification strategy in terms of age groups, gender, and income

4. Entry Barriers:
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1. The workshops (1, 2, 3, 4, 5, 9) register metadata about the clients they work with, whereas
the rest of the workshops do not.

2. Promotion: We've noticed that most of the workshops are known in the real world by their
brand names, while the rest are only known online.

3. Distribution: We've noticed that all of the workshops have no trouble getting their product
to the customer, but one workshop (3) has a problem with delivery. 4. Cooperation: We can
see that workshops (2), (3), and (4) collaborated with institutions that were similar to them,
whereas the rest of the workshops did not.

5. Machine technology: We can see that the machines in the workshops (2,3,5,6,7,8,9) are
technologically advanced, whereas the rest of them have standard machines.

6. Technology (Design): We notice that workshops 1, 6, and 9 use technology in the design
process, whereas the rest do not.

7. Government policy: We observe that taxes have a positive impact on all workshops.

We notice that seven workshops (1, 2, 4, 6, 7, 9, 10) did not employ the Ansej/ Anjem support
mechanisms, whereas three workshops used these mechanisms, Anjem (3, 5) and Ansej.

8. Investment costs: The initial money required for this craft ranges from 50000 DA to
100.000 DA.

The workshops that benefited from the support mechanisms had a relatively high capital

(700000/10000000/400000)DA , whereas the rest of the workshops had capital ranging from
(5000000 to 2800000)DA.

Conclusion:

We see that entry barriers are low in response to the danger of new entrants into the business,
allowing potential competitors to enter more easily.

Substitutes Products:

5. Price: Half of the workshops (1,3,7,9,10) see that their products are less expensive than the
prices of stores (ready-made clothes), while 4 workshops (2,4,6,8) see their prices as more
than The prices of ready-made clothes similar to their products. As for the workshop (5), the
price is equal to the price of ready-made clothes

6. Quantity: We note that most of the workshops cannot provide a quantity like the quantity
available in the shops (1,2,5,6,7,8,9,10). while there are two workshops that have an equal
quantity with the shops, and one of them confirms the availability of manpower in order to
save quantity

7. Product quality: We can see that workshops (1,2,3,4,5,6,7,8) have products of the same
quality as ready-made clothes, while workshops (9) have better quality products than ready-
made clothes and workshops (10) have lower quality products.
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8. Personal measurements: We notice that all workshops have products with similar ready-
made garments that have the same personal measurements.

9. Competency: We observe that all workshops customers distinguish between perfecting
manual work and factory products.

Conclusion:

We determine that the threat of alternative products is strong and affects the workersin the
industry by comparing the alternative products represented in ready-made garments with the
products of the workshops in terms of price, quantity, quality, measurements, and
workmanship.

Figure 03 :Porter s five forces model according to the studied
sample

: Industry
- Competitors

Sources:Made by the student according to outputs of analyzing porters five
forces.
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1.2 Analysis of expected CSF

. Capital Investment:
Through the answers provided we noted that:

The main reason for choosing the location of the workshop is the proximity to the dwelling to
avoid mobility, noting that some workshops have been strategically located in commercial
popular areas such as workshops (6, 8, 7, 2, 10) .The ranking of workshop 4 was characterized
by the fact that it made the site famous where the reason for its choice was initially
mandatory.

We have noted that most of the sample items have one or two workshops and all of them have
a goal to expand further (by opening shops to display their products);in addition to that,
workshops (3,4,6,5) have one workshop and another to display the products
(shop).furthermore, workshops (2,3,4,5,6,9) have a measured reception room
(lighting/mirror), while 1,7,8,10 have a part of the workshop to measure that’s why it is
considered as not well prepared

According to Machinery, technology and fittings: we Note that all workshops have the basic
hardware of this craft and consist of a sewing machine, sergi machine and iron with basic
fittings (detail table and shelves), also workshops (6.9) have modern technological machinery
for production ,in addition , workshop (3) has electric scissors for large production as well.

For Additional fittings: (computer + connectivity + stereotype to display the product) We note
that most workshops do not include them (3,5,7,8,9,10);however, these ones (1,2,3,4,5,6)
have all the additional fittings from computer, delivery and stamps to display the product.

We have explained that by the classification of strategic groups through the following table:
strategic groups according to quality and cost

Strategic quality cost workshop Competitive
Groups situation
Group 01 Low low 10/7/8 Follower
Group 02 High low 2/3 Leader
Group 03 High High 1/4/5/6/9 Challenger

source : made by the students based interview information

° Cost Effectiveness:

Workshop 1 : Because they aim for a relatively high set of pricing, we observe that they
utilize analytical accounting and determine the expenses in detail with price sensitivity.
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While workshops 2 and 3 employ analytical accounting and detailed costing, they view
workshop rent as the most expensive expense and work to cut it while removing related
expenses. They also do not believe that customers are sensitive to price.

The highest cost is the raw material, which cannot be reduced with extra labor expenses, thus
Workshop 4 does not embrace analytical accounting and does not identify the costs in detail.
However, they don’t experience price sensitivity ; on the contrary, because the prices are
reasonable, there is a strong client turnout. And the reason for that is that they prioritize cost
cutting over quality.

Workshop 5 : We observe that although they do not use analytical accounting, do not
determine their costs in detail, and have the highest rental costs, they are attempting to lower
them by converting government owned property into private property, despite the fact that
they do not incur additional costs to evaluate customer price sensitivity.

They don’t use analytical accounting, and they don’t precisely calculate their costs, according
to Workshop 6. They have the most expensive rent and electricity rates. They did not take into
account lowering them with certain additional expenses, such as lights in the reception hall,
and as a result, prices are sensitive

Workshops 7, 8, 9, and 10: It should be noted that each workshop carefully calculates its
costs, with rent and electricity being the biggest expenses that it is unable to reduce. These
expenses are the only ones it incurs, and it also receives price sensitivity.

This is clarified by the strategic groups’ categorisation in the following table:

Strategic groups according to cost and customer

Strategic Groups The cost The customer | the Competitive
workshop | situation

Group 01 Low low 10/7/8 Follower
Group 02 Low High 2/3 Leader
Group 03 High Low 5/6/9 Challenger 2
Group 04 High High 1/4 Challenger 1

source : made by the students based interview information
° Supportive environment :

- We observe that the majority of workshops target people with medium purchasing
power, while the workshop (3) targets people in all three groups (high, medium, and poor).

- We can also see that workshops (1, 3, 5, 8, 9) focus on end users, whereas workshops
(2, 4) concentrate on both end users and intermediaries. The state and final consumers are the
topics of the session (7,6).
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- We also observe that the majority of workshops (1,3,7,8,9,10) did not take part in
forums and exhibitions that supported their products, which resulted in a lack of marketing,
information, and connections with the observation.

- In order to assist the display of their products, Workshops (2,4,5,6) took part in
exhibitions.

Government policy is supportive of this activity and has a positive impact through
mechanisms that stimulate and support the launch of these projects with the imposition of an
assisted tax policy, as well as by organizing forums and exhibitions to support workers in this
field. However, the unwillingness of these exhibitions to take part in workshops demonstrates
the lack of awareness on their part.

° Human resource efficiency:

- We observe that workshops (1, 2, 8, and 9) learn via YouTube or what we refer to as
self-learning, while workshops (1, 4, 5, 6, 7, and 9) learn via more experienced YouTube and
training courses. Workshops (10), on the other hand, do not.

- We observe that every workshop strives to develop new products and existing ones, as
well as invent techniques to speed up the production process, with the exception of the
workshop (10) that did neither.

- Additionally, it has been noted that workshops (1,2,3,5,6,8,9) stand out from their
rivals with a creative personality addition to their designs, in contrast to workshops (4,7,10)
who don’t offer any creative personality to their products.

- Workshops (2,3,4) attempt to draw in employment by increasing stimulus salaries, as
can be shown. This fosters the utilization of employees’ skills and stimulates labor. The
workshops (1,5,6,7,8,9,10) don’t make an effort to draw in workers by increasing stimulant
wages.

- The most crucial component of competence formation in this subject, in our opinion,
IS expertise that serves as a source of learning, training, and innovation. We believe that the
competence of human resources is founded on self-learning and learning through taking
training courses.

° Owner's Personality :

We observe that the majority of workshops have a vision for the future and can be divided
into three categories : those that aim to expand, those that aim to develop, and those that aim
to abandon. Of these, the workshops (1, 2, 3,4,5,7,3) aim to expand, while those (6, 8, 9) aim
to develop, and workshop (10) sees it abandoning in the future.

- We observe that every workplace reacts in confrontation when an issue arises,
enabling them to move forward with their work, and that the workers who encounter and
resolve the problem are the main cause of problems.
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- We think that the owner’s personality needs to be defined by the consciousness that
comes from tradition, education, and the drive to compete and excel, as well as the initiative
to look for and take advantage of chances.

° Expectation:

We observe that the workshops (1, 2,3,4,5,6,9) have finished goods that they anticipate selling
soon. These workshops create pre-products and anticipate orders based on the time of year,
the occasion, and the latest fashions. Workshops 7, 8, and 10 don’t prepare pre-products or
have ready-made items that they plan to sell.

We think about forecasting in terms of stewardship and strategic planning and work to foresee
demand, particularly during events and seasons.

° Operations Management

- We take into account projecting in terms of stewardship and strategic planning, as well
as attempting to predict demand, particularly during events and seasons.

- We see that the majority of responsibilities in most workshops are carried out by the
owner of the workshop (bringing raw supplies, maintenance, hygiene, and reception), whereas
the employees carry out the sewing process and assist with hygiene and reception.

- We observe that most workplaces organize their production according to the chain of
any employee who specializes in one job.

- We also noted that the final decision-making process is for the owners of the
workshop only.

- We have noted that the workshop (4) has a higher number of workers (10) who are
divided for the following tasks (receptionists/sewing workers).

- We also noted that the workshop (1) used a workshop (3) in the sewing process, that
is, the owners of the workshop bring materials ,design process, prepare and connect the
product, That is to say, they use a subcontracting strategy, as we see it is not effective,
because this strategy usually lowers prices, but in this case it is counterproductive because of
the poor choice of the partner and the method of negotiation.

° Financial flexibility :

Great flexibility (2,3,4) We observe that these workshops give participants a reserve to invest
in without having to borrow money, plus they have solid relationships with suppliers (trust).

Average flexibility (6,7,9) We observe that these workshops do not offer a reserve to invest in
and borrow from without any liquidity and favorable supplier relationships (trust).

Low flexibility (1,5,8,10), borrowing, lack of money, and favorable supplier relationships.

We observe that workshops with a high level of financial adaptability are better able to handle
monetary difficulty and react to investment opportunities. The availability of financial
liquidity, the ability to borrow in the absence of liquidity while maintaining a reserve of funds
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for reinvestment, and the ability to build trusting relationships with suppliers so they can
supply them with raw materials and pay later are the determinants of financial flexibility in

this area.

Section 3: Testing the hypotheses:

1.1 Analysing hypotheses applying the Strategic Groups Tool:

Figure04: Strategic groups map according to productivity and customer

dimension
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Strategic groups according to productivity and customer

Strategic Groups Workshop Productivity Customers
Group 1 5-8-6-7- 10 Low Low
Group 2 9 Low Medium
Group 3 1-2-3 Low High
Group 4 4 High High

Group 1: Consists of 5 workshops differentiated between them in terms of productivity,
where the leader of the group is the 6th most productive, followed by workshop 9 and is
considered the challenger in this group and then followed by workshops 8, 7 and 10

respectively as authors.
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Explanation: The reason for the decline in productivity and customers in Group 1 is that
workshop 6 is in its start (two years since it’s the actual work) and has not begun the actual
planned production. The rest of the workshops are due to their low productivity due to their
custom-made work in a small size per order. with sometimes down demand at work.

Group 2: contains the workshop 9 low productivity and an average customer ratio.

Explanation: The reason for the decrease in productivity is due to the work on demand for
the workshop, but for the average percentage of customers, this is due to the number of
customers per day is greater than mentioned in group 1.

Group 3: Contains 3 workshops differentiated between them in terms of productivity and
quality where the leader of the group is the 3rd workshop with productivity and high customer
numbers, while workshops 1land 2 are challenged with less productivity and fewer customers
than workshop 3.

Explanation: The reason for the high productivity and numbers of customers of workshop 3
is that it depends on 6 production lines and an increase in number of customers compared to
workshops 1 and 2

Group 4: Contains workshop 4, which is distinguished from the rest of the workshops with
the highest productivity and customer numbers.

Explanation: The reason for the high productivity and customers in this group is that it has
the largest number of production lines (20 production lines) and this has led to a rise in the
number of customers as well.

Figure 05:Strategic groups map according to productivity and quality
dimension
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Strategic groups according to productivity and quality

Strategic Groups Workshop Productivity Quality
Group 1 4 High Medium
Group 2 1-2-3-5-6-9 Low High
Group 3 8-7-10 Low Low

source : made by the students based interview information

Group 1: The workshop contains 4 with the highest productivity and fairly medium quality
and is considered the leading group

compared to other groups.

Explanation: The reason for the high productivity is because it has as many production lines
and used machines as much as they can, while its quality is medium compared to workshops
in group 2.

Group 2: Contains 6 workshops differentiated between them in terms of productivity and
quality where the workshop 5 is the leader of the group in terms of high productivity and
medium quality followed by workshops 3 and 1 as a challenge, while workshops 2, 6 and 9
writings and characterized by high quality and low productivity.

Explanation: The reason for the high productivity of workshop 5 is that it adopts 8
production lines but with medium quality while the rest of the workshops have fewer
production lines but high quality.

Group 3: Contains 3 workshops with the same quality but the workshop was characterized
by 8 in terms of the largest productivity and is considered the leader of the group while the
workshops 7 and 10 have the lowest productivity.

Explanation: The reason for the low productivity of the three workshops is their work on
demand, but the excellence of workshop 8 is its strategic location.
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Figure 06 :Strategic groups map according to productivity and cost
dimension
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Strategic groups according to productivity and cost

Strategic Groups Workshop Productivity Cost
Group 1 4 High High
Group 2 9-5-1-6 Low High
Group 3 3-7-8 Low Medium
Group4 2-10 Low Low

Source: made by the students based interview information

Group 1: The workshop contains 4 high productivity and also high cost and is considered
the leader in terms of productivity compared to other groups.

Explanation: The reason for the high cost is the number of machines used (20 machines)
and the number of workers estimated to 10.

Group 2: Contains four distinct workshops among themselves where the workshop is
considered the 5th least expensive and the most productive leader of the group, followed by
workshops 1, 9 and 6 on a low productivity arrangement and high cost as a challenge in this

group.

Explanation: The reason for the high productivity of workshop 5 on the rest of the
workshops in the group is due to the number of their largest production lines, but in terms of
costs, the cost of the machines used in the workshop is 5 equals with workshop 1 and less
than other workshops.
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Group 3: This group contains 3 workshops differentiated between them in terms of
productivity, but the cost is equal and is considered medium compared to the other groups,
workshop 3 is the leader of the group with the highest productivity and then followed by
workshop 8 as a challenge and then workshop 7 with the lowest productivity.

Explanation: The reason for the high productivity of Workshop 3 is that it depends on 6
production lines with more workers compared to workshops 7 and 8.

Group 4: Contains workshops 2 and 10 with low productivity and low cost and shows
differentiation between them in that workshop 2 has greater productivity and is considered the
leader of the group while workshop 10 is considered a follower.

Explanation: The reason for the high productivity of Workshop 2 is because there are two
production lines compared to workshop 10, which operates on demand and has fewer
customers. In terms of cost, Workshop 2 is characterized by a lower cost compared to
workshops in other groups and is considered a competitive advantage for this workshop

because it really follows a policy to reduce its costs.

Figure 07:Strategic groups map according to quality and customer
dimension
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Strategic groups according to quality and customer

Strategic Groups Workshop Quality The customers
Group 1 7-8-10 Low Low
Group 2 6-5-9 High Low
Group 3 1-2-3-4 High High

source: made by the students based interview information
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Group 1:

contains workshops 7, 8 and 10 quality and low customer ratio there for there’s no
differentiation between them until workshop 8 doubles the number of its customers in the
working seasons (holidays and events).

Group 2: Contains workshops 5 and 6 and 9 of high quality and low customer ratio and
shows the differentiation between them in the quality in the workshop 9 is higher and is
considered the leader of the group While workshop 6 has lower quality and is considered
challenger, workshop 5 of lower quality is considered follower .

Explanation: A Workshop 9 is characterized by high quality with a low number of
customers with a small demand size because it works on demand and has a small order size,
As for Workshop 6, it has a lower quality for its recent entry into the market. while the
workshop 5 products quality seems medium and the number of customers with the volume of
demand considered small so this workshop seeks to better quality and gain more customers it
is primarily challenger.

Group 4: We observe workshops 1,2,3,4 quality and customers are so high that Workshop 2
is the leader of the group followed by the workshops 1,3 challenging from the first degree and
workshop 4 in the second degree.

Explanation : The reason for the excellence of workshop 2 is that the quality of its products
is high and the number of its customers is low with the volume of demand is small and
sometimes large, while the workshops 1.3 quality of their products seems to be medium and
the number of customers is average with a small order size and workshop 4 The quality of its
products is medium but the number of customers is high with large volume in demand and
this has led to gaining a significant market share.

Figure 08 :Strategic groups according to Cost and customers dimension
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Strategic groups according to cost and customer

Strategic Groups Workshop Cost Customers
Group 1 10-8-7 Low Low
Group 2 2 Low High
Group 3 1-3-4 High High
Group 4 5-6-9 High Low

Source: made by the students based interview information

Group 1: It contains workshops 7, 8, and 10 with low cost and a low number of customers.
Workshop 10 is characterized by a lower cost and is considered the leader of the group, while
the costs of workshops 7 and 8 are higher with the same number of customers

Explanation: The reason behind the decrease in the costs of workshop 10 is due to the low
cost of rent and machinery with a low number of customers with a small order volume and the
owner’s intention to abandon the work, while workshops 7 and 8 have more costs and the
same number of customers and this is due to not trying to reduce costs.

Group 2: It contains the workshop 2 and is characterized by low cost and high customers
and is considered a leader among the groups.

Explanation: The reason is due to the low cost of rent and machinery, and the number of
customers is high, and this is what distinguishes Workshop 2 from the rest of the other
workshops.

Group 3: It contains workshops 3, 1 and 4 with high costs and high quality. Workshop 3 is
considered the leader of the group at the lowest cost with a significant number of clients,
while Workshop 1 and then Workshop 4 as challengers.

Explanation: The reason is that workshop 4 has a high cost and the highest cost has
machines, but the number of its customers is high with a large order volume. As for workshop
1, it was distinguished by a lower cost compared to workshop 4, but the number of its
customers is low with a small order volume

Group 4: It contains three workshops 5, 6, and 9, where the cost is high and the percentage
of customers is low, as the 9th workshop is the leader of the group and the 6th and 5th
workshop is the challenger.

Explanation: The reason behind the moderation in the cost and customers of Workshop 9
about Workshops 5 and 6 is that Workshop 9 has a larger number of customers and this is due
to its high quality.
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Figure 09: Strategic groups map according to cost and quality dimension
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Strategic groups according to cost and quality

Strategic Groups Workshop Cost Quality
Group 1 7-8-10 Low Low
Group 2 2-3 Low High
Group 3 1-4-5-6-9 High High

Source: made by the students based interview information

Group 1: This group contains 3 workshops 7, 8 and 10 with low cost and low quality.
Workshops 8 and 7 are considered in the same competitive position in terms of cost and
quality and are classified as followers and the workshop is 10 abandoner

Explanation: Workshops 7 and 8 are similar in several aspects, including cost and quality,
and their cost is considered medium, due to the use of a significant number of machines (3
and 4) and several workers (3). As for the quality, it is considered low compared to other
workshops. As for workshop 10, the reason is due to the non-use of machines Modern
production with only one machine and the absence of additional costs such as equipment and
the reception hall and an expression of his intention to give up his great experience in the field

Group 2: This group contains two workshops 2 and 3 of low cost and high quality.
Workshop 2 is characterized by low cost and high quality and is classified as a leader in the
group. Workshop 3 is of medium cost and high quality and is classified as a challenger in the

group
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Explanation: The reason for the distinction of Workshop 2 is due to the attempt to reduce
its costs through the use of analytical accounting and determining its costs in detail, which
contributed to its control over costs. As for the quality of its products, this is due to the design
process where they have a high skill in it , as for Workshop 3, which was classified as a
challenger, the reason is due to the increase in the costs of Workshop 3 over Workshop 2, due
to its lack of control over costs, but they seek to reduce it. As for quality, it considers the same
as

Group 3: It contains 5 workshops that are distinct among themselves in terms of quality,
where the leader of the group is Workshop 1 as it has the lowest cost with high quality, but
not the highest in the group, and then workshops 4 and 5 follow with low costs and lower
quality than the leader, meaning we consider them challengers Followed by workshops 6 and
9, as the highest cost and quality, and they are also of a second degree.

Explanation: The reason behind the low costs of Workshop 1 leader is that it uses
analytical accounting and determines its costs in detail and tries to reduce and control them,
and its quality is considered average. As for workshops 5 and 4, the reason behind their low
costs is that they work on cost at the expense of quality. Workshops 6 and 9 their costs are
high and their quality is also high, and this is due to the cost of used modern machines and
additional equipment.

1.2 The results of testing hypotheses

The results of testing the hypotheses:
The foregoing consideration of the hypotheses leads us to the following conclusion:
Hypothesis (1) Quality:

We measured the validity of the hypothesis using 3 elements represented by it, which are( 1/
quality of design 2/ quality of operations 3/ quality of product delivery) and we obtained the
following results:

Successful workshops according to quality elements

Quality quality of design quality of | Quality

operations product
presentation

Quality and | Workshop 2 Workshop 1

customers

Quality and cost Workshops 5/9/6 Workshop 1/ 4

Quiality and | Workshop 2 Workshop 9/6

productivity

Source: made by the students based interview information

The table shows the group leaders' distinction with all the elements of quality, and therefore
the validity of this hypothesis is taken.

Hypothesis (2) Cost:

> w <
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The workshops, i.e. Workshop 2 the group leader in terms of cost and was characterized by
the lowest cost, as it followed the policy of cost reduction (analytical accounting and cost
study) and the workshop 3 whose costs are challenging, but it followed the policy of cost
reduction (accounting analysis). and therefore, the validity of this hypothesis is taken.

Hypothesis (3) Technology:

We measured the validity of the hypothesis using 3 elements represented by it, which are
(1/design technology 2/Machines technology 3/Communication technology) and we obtained
the following results:

Successful workshops according to technology

Technology Design Machines Communication
technology technology technology
Workshops 1 3/6/9 1/2

Source: made by the students based interview information

The table shows the group leaders' distinction with all the elements of technology, and
therefore the validity of this hypothesis is taken partial.

Hypothesis (4) Marketing:
We measured the validity of the hypothesis using 4 elements represented by it, which are
(the four P :Product /Price /Promotion/Place ).

e Promotion :

Successful workshops according to promotion

Promotion Advertisements  on | Advertisements  on | Advertisements  on
Instagram page, | Facebook page, | Facebook page, high
discounts and prizes | discounts and offers | Quality ads

Workshops Ya 4 9/6

Source: made by the students based interview information
e Price:

Workshop 4 is a second-degree challenger in terms of cost (price) and pricing: where
Workshop 2 is a cost leader and was defined by the lowest cost, i.e. the cost of rent and the
machines are low enough that there is no price sensitivity.

The challenger's workshop 4 indicates that the cost is high, but the productivity is higher than
it has no price sensitivity as a result of lowering the costs of its products.

e Product:

Leader of Workshops 1 and 2 (Target Category) this is for their use of the specialization

strategy.
ST 1<
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e Place:

Successful workshops according to distribution

Direct distribution Inside the shop /| Delivery service
delivery service within the city by the
seller
Workshops 2/419/6 1
direct distribution Out of city delivery | Dealing with resale
service
Workshops 1 2/4

Source: made by the students based interview information

The tables shows the group leaders' distinction with all the elements of marketing , and
therefore the validity of this hypothesis is taken partial.

Hypothesis (5) Efficiency of the human resource :
We measured the validity of the hypothesis using 3 elements represented by it, which are

(1 learning / 2 experience/ 3creativity ) and we obtained the following results:

Successful workshops according to individual competence

Efficiency of the | Learning and | Learning, experience | Learning  and
human resource creativity and creativity experience
Workshops 1/2/6 9 5

Source: made by the students based interview information

The tables shows the group leaders' distinction with all the elements of marketing , and
therefore the validity of this hypothesis is taken partial.
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Conclusion

Conclusion:

This study aimed to understand and analyze the critical success factors for ready-made
garments in Laghouat city, in the first chapter we explained the theoretical side of the critical
success factors with different definitions than we moved through the stages of its development
historically And from there we tried to research the schools of thought and put forward the
contributions of each school and its view of the critical success factors. Beyond that, we

determined its characteristics of hierarchy, types, uniqueness, and stability over time

On the other hand, and as auxiliary tools to achieve the goal of the study, we touched on

the concepts of Porter's five forces and strategic groups .

In the second chapter where it is considered the most important for the value obtained
through it, and this is due to the use of many tools, including interviews, observation, and
content analysis, by following the descriptive approach and qualitative approach and data

collection and analysis to reach the results
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Positive results :

- Focus on quality for most of the workshops.

- Awareness of some leading workshops on successful competitive strategies.
- Trying to reduce costs for some workshops.

— There is no price sensitivity for some workshops.

- The use of modern technology in some of the leading workshops.

- Learning through training courses to develop skills.

- Recording data about customers (loyal customers).

- Affect of taxes in the affirmative (state policy).

- Spread Branding some of the leading workshops.

- Good relations with customers and suppliers (good treatment).

- Costs study in detail by following the analytical accounting of some of the leading

workshop.
- Having workshops that have strategic thinking.

- The existence of workshops that follow the specialization strategy and are considered

successful workshops with distinction.

- The Good product promotion for some of the leading workshops across social media.




Conclusion

Negative results

- Not resorting to the use of technology in the process of providing raw materials, such as

the Alibaba application
- Awareness of some of the leading workshops on successful competitive strategies
- Not studying costs in detail and not following analytical accounting
- Lack of modern technology
- labor shortage
- Lack of branding

- Not cooperating to share information

Recommendations:

Through the previous results and based on what was reached in the research, we can mention
some recommendations that can be used in developing the reality of the ready-made garments
industry in Laghouat city , in addition to other parties that can benefit from the current study

and as follows:

v The necessity of trying to raise productivity to cover market demand by using modern
machines for large production.
v The necessity to reduce basic costs through the use of analytical accounting and study

costs in detail.
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v’ the necessity to search for external sources of supply and use import technology.

v The necessity to focus on the product design process because it is extremely important

for success in this industry.

v The necessity for cooperation between the workshops and forming partnerships

according to a smart negotiation strategy.

v The necessity of attracting the workforce by stimulating it financially and morally.

v The necessity to raise awareness by learning more about the world of business and

project management.

v The necessity of activating the element of promotion through social media by
downloading more attractive and professional publications.

Further studies suggestions:

In addition to the foregoing results and recommendations, a number of studies can be identified
that may work to complete the findings of the current study, in order to cope with changing

environmental conditions, as follows:

v Analysis of the critical success factors of the ready-made garments industry, with the
selection of a sample of customers and a larger volume.

v" Women's entrepreneurship and ready-made garments industry.
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An example of the application of the method of calculating the weights of
the study dimensions

The first step: We divided the categories

The second steps : We determine the largest cost for each workshop and then estimate the
weights from 1 to 3, the smallest cost is estimated the weight (1) and the average cost (2) and
the highest cost (3)

The third step: the highest cost is multiplied by (2)

Cost study Owner shipor
leashold

Workshop 1 | Machines Private property 40 2
200000 million

Workshop 2 | Rent : 12000 Rented 1
Machines :
15000/20000

Workshop 3 | Rent : 25000 Rented 1,5
Machines : 21000

Machines :

Less than /16000 ( 1)
16000/ 150000 (2)
150000 and above ( 3)
Rent :

Less than 9000 (1)
9000/ 17000 (2)
17000 and above ( 3)

Privat property : 40 million
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