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Introduction
The changing environment and increased movement into the Fourth Industrial Revolution 
(4IR) resulted in a more intricate motorcycle industry in South Africa. Technological 
advancements and changes have led to increased customer demands, calling for quality and 
performance improvements and further innovations (Mtanga & McCamel 2019). In addition, 
challenges brought forth by the declining market (Mtanga 2016) force motorcycle 
manufacturers to reconsider, adjust and modify their strategies and strategic positioning. It 
is, thus, deemed necessary to secure a competitive advantage within the changing environment 
of the 4IR (Alexander 2015). Therefore, the discussion to follow provides an overview on 
literature in support of the research question, starting with the dynamism of the market, 
followed by strategies and positioning, the 4IR within South Africa, the motorcycle industry 
and, lastly, the manufacturer itself.

Dynamism and strategic positioning
The 4IR has led to the emergence of innovative and creative strategies. Changing the course of 
direction, organisations are becoming more aggressive to sustain the dynamic competitive 
landscape that is increasingly revolving around technological advancements. These advancements 

Orientation: Whilst the South African motorcycle industry faces a declining market, an 
additional challenge remains – the movement of the market into the Fourth Industrial 
Revolution (4IR), calling for strategic amendments.

Research purpose: The purpose of this research was to investigate and analyse the current 
strategies of a specific manufacturer, with the aim of establishing a strategic positioning 
suitable for the 4IR to gain a competitive advantage.

Motivation for the study: Acquired knowledge resulted in the establishment of various 
suggestions and recommendations, benefitting the manufacturer to gain a competitive 
advantage in the 4IR and thus strengthening its strategic positioning.

Research design, approach and method: Following an interpretive paradigm, a qualitative 
approach was used, allowing for in-depth analysis of 29 semi-structured interviews at five 
different dealerships and the regional head office in South Africa. Interviewees were selected 
using purposive and convenience sampling for the initial contact with the individual 
dealerships and regional head office of the motorcycle manufacturer. Thereafter, further 
interviewees were acquired based on the study requirements. Content analysis was applied to 
analyse the data.

Main findings: Some interviewees were less acquainted with the strategy and positioning of 
the manufacturer. Strong customer engagement strategies are necessary whilst targeting new 
markets.

Practical/managerial implications: Additional training is required, ensuring the equal 
acquisition of knowledge amongst employees. The introduction of technologies and the 4IR to 
customers is required to grow the market. New markets need to be identified and analysed to 
ensure efficient targeting.

Contribution/value-add: Whilst South Africa addresses the 4IR differently to Europe; this 
study’s focus provides insights for the specific manufacturer to accurately conquer the 
changing environment.
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have additionally led to modified products at an increased 
pace, following the implementation of innovations. Keeping 
up with these trends is vital for organisational success and 
survival (Garrett & Welcher 2018). 

To ensure survival and a competitive advantage in dynamic 
landscapes, it is necessary to consider multiple success 
factors, such as quality, service, innovation, speed, cost 
competitiveness and sustainability, which need to be 
reflected in the strategies implemented (Bateman, Snell & 
Konopaske 2019). Drastic changes in the manufacturing 
industry have been realised, thus making it critical to 
accurately manage information (Low 2019). Inevitably, the 
motorcycle industry encounters challenges around legislation 
promoting environmental friendliness, resulting in the rise of 
electric-powered vehicles (Mitterreiter 2018). As these 
changes progress, further developments to the manufacturing 
processes and services are required as well as added 
modifications to the strategies.

Strategy entails a reflection of organisations’ value chains, 
consisting of multiple procedures implemented in a unique 
way amongst industry rivals (Porter 2001). Strategy and 
planning thereof are, therefore, vital, as it provides guidance 
in recognising and accomplishing anticipated objectives 
whilst additionally providing for the evaluation of 
developments in comparison to competitors (Gartenstein 
2018). Managers are required to make continuous assessments 
to ensure that the strategies meet the changing demands to 
remain competitive (Gamble, Peteraf & Thompson 2017:7). 
An envisioned strategic positioning can, thus, be achieved 
through the implementation of diverse strategies and a 
thorough market analysis, ensuring a sustainable competitive 
advantage (Porter 1980; Prabhakar Rajkumar & Abraham 
2018:162). 

Technological advancements are occurring at a rapid rate, 
forcing significant strategic changes to be made across 
industries. However, accepting and keeping up with the 
changing environments form part of the drivers of 
success, with the potential of exploiting new opportunities 
(Cloosterman 2018). Affecting both short-term production and 
long-term sustainability requires organisations to warrant 
reliability as well as assurance in technological improvements, 
and in the modification of strategies. Avoiding an unexpected 
crisis requires different strategies, adopting a remodelling 
nature whilst tolerating the changes in conditions and 
customer demands (Hickman & Silva 2018). 

South Africa’s readiness for the 
Fourth Industrial Revolution 
Africa is known to provide the least job possibilities in 
manufacturing industries, with little opportunities to remedy 
this. Globally, the African continent has been recognised to 
carry only 2% of the global manufacturing share. Thus, the 
4IR in South Africa presents further challenges, as more jobs 
would be lost because of lack of skill and education to operate 
in an advanced environment. This may lead to the eventual 

replacement of workers by machines, or even outsourcing 
primary manufacturing activities to foreign countries with 
advanced economies, equipment and skills. Additionally, 
local markets are declining, as the spending power of South 
Africans is decreasing (Naudé 2017; Sutherland 2019).

Apart from the challenges instilled by the 4IR, the South 
African motorcycle industry also faces several restrictions on 
trade, resulting in the manufacturing processes being 
relocated elsewhere. This leads to job losses and increased 
import costs, causing a decline in sales and trade. To counter 
this, the demand for aftermarket parts has, however, increased 
(Mtanga 2016). Although various opportunities are found in 
the manufacturing sector, it often remains unexploited. In 
addition to the aftermarket parts, the potential for growth in 
the low-cost motorcycle segment, targeting the lower income 
market by providing a cheaper and more time-efficient mode 
of transport, was identified (Mtanga & McCamel 2019). 

Since June 2014, a decline has been observed in new 
motorcycle registrations (eNatis 2019), although 50% growth 
was forecasted in the smaller motorcycle segments (Cokayne 
2016). The changes brought forth by the 4IR, and the 
fluctuating market conditions in South Africa, present an 
array of challenges to the motorcycle industry. In addition, 
the coronavirus disease 2019 pandemic in 2020 forced the 
South African motorcycle industry to close for a period of 
time, also leaving the industry unsettled. Thus, further 
analysis is necessary, defining the changes to be made to 
strategies and strategic positioning. 

Despite these challenges, the motorcycle manufacturer under 
study managed to expand its motorcycle range. These 
expansions include several innovations and technological 
advancements to keep up with the changing environment and 
the 4IR (Mitterreiter 2018). The manufacturer has continuously 
focused on providing ‘premium quality performance vehicles’ 
to the market, ensuring customer demands are successfully 
met. This focus is adhered to with every decision and strategy, 
ensuring the core values are regularly portrayed (Anonymised 
Authors 2019a). 

Aiming to guide the modification of strategies and strategic 
positioning suitable to the environmental changes, this 
research serves to draw conclusions in response to the 
primary objective, namely, to determine the motorcycle 
manufacturer’s strategic positioning options for the 4IR in 
South Africa, ensuring a competitive advantage within the 
South African motorcycle industry. Subsequent to the 
primary objective, the following are the secondary objectives:

1. To establish an understanding of strategic positioning 
and the 4IR.

2. To establish the current strategic positioning and 
capabilities of the manufacturer.

3. To explore the current strategies impacting the positioning 
of the manufacturer.

4. To suggest strategies for positioning the motorcycle 
manufacturer in South Africa for the 4IR.
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Research methods and design
This study revolves around a specific motorcycle manufacturer 
in South Africa who has been achieving increased market 
share and profits in a declining market (AFP.com 2019). 
Providing a vast range of motorcycles, the core values are 
reflected in all strategies, resulting in the sale of a premium 
product and service. These impressions provide evidence that 
the manufacturer is currently known as one of the stronger 
rivals in the industry (Anonymised Authors 2019b). As the 
most popular range of motorcycles in South Africa consists of 
the adventure market, the manufacturer manifests most of its 
success in this area (Van der Walt 2017).

Research instrument
As depicted in Figure 1, the research follows an interpretive 
paradigm – allowing for inductive reasoning, a qualitative 
approach with a case study strategy was used (Denzin & 
Lincoln 2008; Saunders, Lewis & Thornhill 2019:196), thus 
acquiring insights and experiences (Thanh & Thanh 2015). 
Using non-probability sampling methods, a combination of 
purposive sampling with an element of convenience 
sampling was applied. Convenience sampling was used 
during the selection of the different dealerships based on the 
convenience and accessibility to the researcher (Bryman & 
Bell 2014). Purposive sampling was used during the selection 
of the type of job positions of the employees, which in turn 
was based on previously acquired knowledge and 
experiences of the industry (Etikan, Musa & Alkassim 2016). 

The population investigated was within Gauteng, South 
Africa, with the sample consisting of interviewees, employed 

by the brand, from the regional head office, and five 
dealerships situated across the Gauteng province. Here a 
multistage sampling method is considered as Gauteng 
provides for the greatest number of dealerships across South 
Africa, thus providing an adequate sample of the population 
(Bryman & Bell 2014). Dealerships located in the main regions 
of Gauteng were selected, providing an array of information. 
At the regional head office level, the managing director was 
interviewed, with a further five interviewees who provided 
beneficial information and insights about the manufacturer. 
Thereafter, the dealerships were approached, whereby the 
dealer principal was firstly interviewed, followed by further 
suggested interviewees, based on the specifications provided 
by the sampling methods. These specifications consisted of 
sales executives, an employee from the workshop and the 
accountant. 

A total of 29 interviews were conducted with the intention of 
achieving saturation. The concept defines the time point of a 
research study when no additional or new information is found. 
Reaching this point of saturation allows for the collected data to 
be deemed as credible and comprehensive or to ‘understand it 
all’ (Hennink, Kaiser & Marconi 2016).

Data collection process
Semi-structured interviews were utilised with an array of 
open-ended questions in the form of an interview guide. 
Thus, the direction of the interviews was established (Myers 
2019). Throughout the interviews, further elaborations on 
specific mentions were prompted. Subsequently, recurring 
themes were noted to allow for additional coding at a later 
stage (Du Plooy-Cilliers, Davis & Bezuidenhout 2014). 

Apart from making observational notes, accurate data 
collection was ensured by making audio recordings 
throughout the interviews. Thereafter, these followed a 
process of transcribing, allowing for the emergence of themes 
(Bryman & Bell 2014).

Data analysis
The data preparation stage consisted of writing up the 
transcripts using the audio recordings. Ensuring that ethical 
considerations were adhered to and the names and all direct 
relations to the brand in question were removed for 
anonymity purposes. Verbatim transcriptions were chosen 
as these allow for the in-depth analysis of content (Hennink, 
Hutter & Bailey 2020). Thereafter, the analysis followed a 
continuous process whereby notes and transcripts were 
coherently reviewed, leading to a detailed understanding of 
the data. Additionally, previous literature was considered 
whilst completing the set objectives.

Using Atlas.ti, various responses were categorised into 
different generated codes and themes (Friese 2019). Henceforth, 
content analysis was pursued, which was achieved by a 
systematic process of working through the individual 
transcripts to code appearing themes (Harding 2019). FIGURE 1: Research design outline.
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Following the steps established by Du Plooy-Cilliers 
(2014), several interpretations were made based on the 
responses received, thereby identifying emerging themes 
through a line-by-line coding scheme. Following this 
process ensured that all lines are read and analysed with 
great detail, prompting the collection of information in an 
organised manner (Babbie & Mouton 2001; Du Plooy-
Cilliers et al. 2014). 

Ethical considerations 
The research project was reviewed by the Department of 
Business Management Research Ethics Committee at the 
University of Johannesburg, and ethical clearance was granted 
on 12 December 2019. The ethical clearance code is 2019BM94.

Results
Introducing a series of acquired results, this section 
emphasises the findings of the research. Following the results 
on the demographic profiles, are the findings from the 
interview questions that revolve around the research 
objectives of the study.

Demographic profiles 
This section consisted of questions revolving around the 
interviewees’ period of involvement with the brand, 
duration in the current job position, the role that is played 
and, finally, the training that they underwent. Following 
these questions, it was found that the majority of the 
interviewees (20) had been involved with the brand between 
1 and 5 years and over 10 years. Moreover, 12 interviewees 
have been in their current job position between 1 and 5 
years, and 7 interviewees have been in their current positions 
for over 10 years, with some interviewees reaching durations 
of up to 38 years. The interviewees were selected based on 
their roles to meet the sampling requirements. Interviewees’ 
roles ranged from director and dealer principal to 
accountants and head technicians of the workshop. 
Additionally, interviewees formed part of the sales team of 
the dealerships as well as marketing and the parts and 
accessories departments.

As illustrated in Figure 2, it is evident that interviewees 
responded based on the training completed.

Five interviewees stated that they had not been given any 
training whilst they would simultaneously agree that the 
experience gained was purely by doing the job. In addition, 
six other interviewees confirmed that by working in the job 
they have gained sufficient experience. Prior experiences 
mentioned consisted of studies and working in the same 
job at a different company previously. This prompted 12 
interviewees to mention that their experiences gained 
were either in the same industry, or even in the same 
position. 

Additionally, the online platform provided by the 
manufacturer, described by an interviewee as an ‘electronic 
learner programme’ is available for further training. With all 
employees having access to this source, it was mentioned by 
10 interviewees that they complete as much of the training as 
possible to increase their knowledge of the manufacturer.

Further training is provided by the headquarters located in 
Europe. Employees in job positions who require further 
training, such as managers and head technicians, are ‘sent to 
the factory’ in Europe as stated by another interviewee. Head 
technicians undergo in-depth training programmes on the 
new motorcycle models released, new technologies 
implemented, technological advancements on tools and the 
benefits thereof. This training was described by an interviewee 
to consist of ‘three levels, namely, bronze, silver and *gold’. 
Managers are also provided with in-depth training revolving 
around the product offering.

Finally, as described by an interviewee as ‘a lot of formal 
training’ is also provided by the regional head office based in 
South Africa, which most of the employees appear to 
complete, as stated by 19 interviewees. Whilst most 
employees complete this, it was stated that this training 
entails the required knowledge of specific job positions, 
ensuring the awareness and provision of necessary skills and 
qualifications to perform various tasks – ‘they do a lot of 
training over the whole spectrum of this business’.

Understanding of strategic positioning and the 
Fourth Industrial Revolution
Starting with an understanding of the strategic positioning, 
nine interviewees mentioned that they were unfamiliar with 
the term, whilst 14 provided fairly accurate descriptions. 
These descriptions varied, as two interviewees described the 
term to entail the placement into a specific job position – ‘the 
way they position you in the brand’, done in a target-
orientated manner. Three more interviewees from these 14 
stated that the term revolves around the location the 
dealerships are placed in. An interviewee described the term 
as ‘strategically, they make sure that they are in the areas 
where the demand is’. Additional descriptions provided by 
six interviewees mentioned the factor of industry competition. 
An interviewee noted the importance of being unique as a 
competitor, whilst others mentioned the provision of 
improved products and services to customers. One 
interviewee specifically noted the importance to ‘strategise FIGURE 2: Training categories completed by interviewees. 
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deals within the marketplace’, whilst ensuring an in-depth 
understanding of the competition occurring in the market. 
The term strategic planning was additionally mentioned by 
six interviewees. The importance of having an implemented 
plan was mentioned by one as ‘having the foresight to see 
what is going to happen’, whilst another mentioned the focus 
of having a business plan in place to ensure the fulfilment of 
certain requirements to attain ‘where you need to be in the 
future’.

Whilst 14 interviewees provided descriptions and remained to 
the point, 13 elaborated by applying the term to the 
manufacturer. It was mentioned that the brand currently owns 
a strong positioning, described as ‘the world’s leading 
manufacturer of sports motorcycles’, with further elaborations 
made on the ‘premium components’ included in the product 
development

Moving to the next question, 24 interviewees remained 
concise in their descriptions of their understanding of the 
4IR. Responses varied entailing descriptions of ‘technology is 
evolving’ and increased ‘digitalisation and automations’. It 
was noted by an interviewee that the technology had 
increased significantly on the motorcycles and was described 
as ‘the evolution of motorcycles’.

Furthermore, five interviewees provided direct applications to 
the brand and the impact created. It was stated that this 
revolution has led to motorcycles turning to ‘more electronic 
ways’ and ‘getting more advanced’. Further evolvements and 
technological advancements were described with additional 
reference to the diagnostic tools used in the workshop. 
Interviewees also stated that the increased technology have 
made certain operations easier.

Finally, seven interviewees expressed sentiments of 
uncertainty when the term was mentioned. However, 
following guidance, it was found that only one interviewee 
was less acquainted with the term, whilst the rest were simply 
unaware of the era’s name. 

Whilst interviewees were providing direct relevance to the 
manufacturer, concern was raised by two. The concern 
related to the advancements made by technology to a point 
wherein it is described as ‘robots are going to take over’. It 
was also noted that the 4IR is developing faster than the 
interviewees anticipated.

Overall, varied descriptions were provided for both the 
strategic positioning and the 4IR. It was further established 
that some interviewees required guidance on the terms to 
answer the questions. 

The manufacturer’s current strategic positioning
Interviewees were requested to comment on the manufacturer’s 
current strategic positioning and this was mainly based on 
personal insights and experiences. Whilst three interviewees 
were unable to respond to this question, because of their job 

positions, the rest of the 26 interviewees provided further 
insights. Here, multiple themes emerged, as indicated in 
Table 1, allowing for an in-depth understanding on the areas 
the brand strives in.

Interviewees described the manufacturer as making the right 
decisions on the locations chosen, providing the ‘opportunity 
to service a specific region’. The ‘accessibility through the 
dealers’ to the market was praised as a strength by two 
interviewees. Further elaborations (2) provided for customer 
attraction and retention, whereby the manufacturer was 
described to have implemented the right notions. Additionally, 
it was mentioned by four interviewees that the existing 
customers are continuously satisfied in terms of their 
expectations and demands.

Five interviewees mentioned the opportunity of attracting 
new markets. It was stated that getting involved with new 
markets requires a thorough understanding of ‘their ways of 
living’. Simultaneously, it was mentioned that the 
manufacturer has broadened the motorcycle range, 
welcoming different customers into the brand. The adoption 
of a lifestyle, ‘a strategy to sell the complete package’, was 
mentioned by four interviewees, as customers go to great 
extent in purchasing branded clothes, accessories and 
garments. Additionally, it was proclaimed twice that the 
brand is purely ‘sold on passion’, as motorcycles were 
described to remain a luxury item.

Eight interviewees associated the title of market leader to the 
brand, and it was established that the catered adventure 
segment is prevailing. Additionally, an interviewee stated 
that ‘there is no other real competitor on the off-road side’ 
and another stated to be ‘on top of the game’.

The declining market was acknowledged by two interviewees. 
In accordance with three interviewees, however, it was found 
that the manufacturer is continuously improving the motorcycle 

TABLE 1: Emerging themes of strategic positioning.
Themes Frequency

Market leaders 8
Leading offroad range 7
New market opportunities 5
Strength in the brand 5
Strategies related to the core values 5
Satisfying customer demands 4
Lifestyle adoption 4
Focused on racing environment 4
Innovative product offering 4
Increased technologies 3
Expanded use of social media 3
Accessibility 2
Customer attraction and retention 2
Revolves around passion 2
Recognition of declining market 2
Stable warranty system 2
Prevailing adventure range 1
Uniqueness 1
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technologies, whilst four others stated that the product 
development and offering are becoming increasingly innovative, 
allowing the brand to ‘open up to a different market’.

Furthermore, five interviewees specifically placed the 
dominating strategic positioning with the notion that the 
strength is found in the brand itself, and an interviewee 
stated that ‘leading in the market in a lot of fields’. Five times 
it was mentioned that the product development strategies 
implemented are always directly related to the core values – 
‘whatever we develop, we firstly look at what our core values 
are’. Another aspect was based on the insight of two 
interviewees who mentioned the unique and effective 
warranty system.

Overall, the motorcycle manufacturer is regarded as having a 
strong current strategic positioning. The perception is that 
the manufacturer consists of a strong brand, and this 
established the link to market leadership. Thus, the various 
emerging themes, listed in Table 1, were found to contribute 
to the brand’s success. 

Based on the responses previously received, interviewees 
were asked whether a link exists between strategic positioning 
and the 4IR. Most of the interviewees (20) agreed to the 
existence of this link. 

As depicted in Figure 3, this link was motivated by the 
increased use of improved diagnostic tools as well as the 
wider utilisation of social media. An interviewee motivated 
this: ‘I think it does. I think being a leader of product 
development, of technology, of social media, of certain 
applications and new apps that will come along’. The brand 
was labelled to be ‘ahead’ in terms of technology by three 
interviewees, providing additional confirmation on the link 
of two aspects.

The five interviewees who declined the idea of the link stated 
that South Africa is not prepared for the changes brought 
forth by the 4IR – ‘I don’t see the mobility or electrification in 
this country being where it is in Europe in the next ten years’. 
In support of this dismissal, the following was stated by an 
interviewee: ‘click-through rates and likes do not bring 
additional customers in’.

In summary, it is believed that a link exists between the strategic 
positioning of the manufacturer and the 4IR. Whilst it was 
reiterated that the link was based on the technological 
advancements, it was noted that the manufacturer has been 
labelled as the technological leader. This is evident in the 
elaborations entailing product developments and advancements 
that are described to be increasingly innovative.

Strategic capabilities of the motorcycle 
manufacturer
Interviewees were requested to indicate their perception on 
the strategic capabilities of the manufacturer and 15 responded. 
The most common strategic capability resulted because of the 
brand itself, as was mentioned by 17 interviewees and this was 
followed by the product development, which was noted by 11 
interviewees. The brand itself was described by a few 
interviewees as follows: ‘we have got a quality product’; 
‘reliability and service, I think that is definitely the strengths of 
the brand’ and ‘it’s the brand. ‘It’s the Porsche of bikes’ and 
‘we are a very high-end brand’.

It was stated by an interviewee that the brand offers a ‘much 
wider offering than the competitor’, additionally complimented 
by increased technological advancements, described to be 
achieved through thorough Research and Development (R&D). 
High levels of customer satisfaction were mentioned by five 
interviewees – the ‘biggest advantage is that they are really 
good at looking after their own customers’, with further 
mentions made on the increased popularity of the off-road 
racing scene, as an interviewee explains the need for ‘having the 
necessary models to target different markets’.

The competitive advantage was reaffirmed by 12 interviewees 
who mentioned the technological advancements and product 
development. Additionally, four interviewees repeated the 
market leadership title. According to six interviewees, customers 
are satisfied as their demands for increased technologies, in 
accordance with the changing environments, are met.

Overall, a multitude of strategic capabilities was mentioned 
by the interviewees. From the various mentioned capabilities, 
only five are specifically noted as important in the attainment 
of competitive advantage, namely, ‘market leaders’, ‘strong 
brand’, ‘customer satisfaction’, ‘improvements’ and ‘technological 
advancements’.

Strategic changes over the past decade
The interviews provided an understanding of the changes 
that the manufacturer has undergone through the past 
decade. This allowed for obtaining an indication of how far 
the manufacturer has come in terms of strategic changes, 
according to previous environmental changes. A pattern 
around four themes emerged, specifically, namely, the 
motorcycle, technology, the brand and the market; and these 
are repeating themes amongst the interviewees, seeing that a 
high frequency of mentioning was achieved.

FIGURE 3: Emerging motivations in agreement to the link between strategic 
positioning and Fourth Industrial Revolution.
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To begin with, the motorcycle category was divided into 
three groups where the changes have been most apparent. 
Figure 4 depicts these individual categories.

Interviewees mentioned the significant engine changes 
from ‘carburetted versions to fuel-injected systems’, 
followed by the observation around the expansion of the 
product offering, and finally the introduction of new 
products. It was noted by 13 interviewees that technology 
has undergone drastic changes, with an interviewee 
describing that the motorcycles ‘have improved so much’. 
Whilst the manufacturer was further characterised as a 
‘massive technology leader’, and this was motivated by the 
continuous improvements and technological advancements. 
Further technological advancements were found to revolve 
around the implemented software and systems, leading to 
another statement that this makes ‘it safer for customers to 
ride the bikes, for inexperienced riders’, as elaborated by an 
interviewee.

Another aspect mentioned by an interviewee was that the 
increased technologies are responsible for the changes occurring 
in the market. Today’s customers were described to be a lot 
more informed – ‘they probably know more about whatever 
they want to buy than the actual salesman trying to sell it’. 

The next category of changes revolves around the brand. 
Comparing to when the manufacturer initially started 
operating in South Africa, it was stated by 11 interviewees 
that the brand has now acquired a big piece of the market 
share. The brand’s appeal was described to have changed 
over the years and a ‘more premium’ image was created. 
The data set further established that the brand is now 
recognised as a benchmark in the motorcycle industry. 
Another strategic change was described to be the 
broadening of the product offerings, as this was noted to 
invite a wider market.

Overall, interviewees touched on the drastic changes brought 
on by technological advancements in the past decade whilst the 
manufacturer has also increased its corporate image, entailing 
the characteristics of quality and reliability. Then further 
mentioned strategic changes entail the broadened range of 
product offerings whilst being more inviting to new markets.

Suggested strategies to position the motorcycle 
manufacturer in South Africa for the Fourth 
Industrial Revolution
Twenty-three interviewees provided suggestions and the 
rest stated that the brand should continue operating and 
making decisions the way they do, as it is working well – 
‘the brand is doing it already’. The data analysis revealed the 
emergence of eight different themes in this regard. Refer to 
Table 2. 

It was suggested by four interviewees that the dealership 
employees and representatives should spend more time with 
customers – ‘go and ride with your customers’. A suggestion 
in this regard is to be ‘planning more rides together’. In 
addition, four interviewees considered this in a more personal 
manner and suggested that better systems should be 
implemented for specific job positions.

The increased use of social media was mentioned by six 
interviewees, which was described as allowing customers ‘to 
interact more with the brand’, and this was suggested in 
combination with acquiring new target markets because of 
the changing environments and the growth of technology on 
a global scale. 

It was emphasised by six interviewees that the manufacturer 
should keep up with technology, whilst further five stressed 
the importance of staying up to date with the changes in the 
market environment and changing customer needs. In 
summary, different suggestions were provided which 
mainly entailed permanent modifications to technology and 
environmental changes.

Discussion
Similar to the results section, the discussion is structured 
according to the demographic descriptors and the secondary 
objectives of this study.

Demographic description 
It was found that many of the interviewees had been 
employed with the manufacturer for relatively long periods 
of time. One interviewee even described the employment 
period of 16 years with the manufacturer. Whilst this could 
provide employee satisfaction, it was also found that some of 
the interviewees had only recently been employed. This 
additionally shows that the manufacturer is still hiring new 

TABLE 2: Interviewees’ suggestions.
Suggestions Frequencies

Targeting of other markets 7
Increased social media interaction 6
In agreement with the brand’s decisions 6
Keeping up with changes 5
Increased customer engagement 4
Implementation of improved systems 4
Keeping up with technology 2
More technically minded 1FIGURE 4: Most apparent strategic changes. 

Product innovations

Shift to fuel-injected engines

Motorcycle range expansion

0 2

Number of interviewees

St
ra

te
gi

c c
ha

ng
es

1

4

9

4 6 8 10

http://www.actacommercii.co.za


Page 8 of 11 Original Research

http://www.actacommercii.co.za Open Access

staff, looking to expand skills within the brand, as the brand 
is found to experience further growth.

The sampled interviewees, all employed by the manufacturer, 
played a variety of roles that ranged from managing director 
and dealer principals to sales executives, accountants, 
workshop technicians and even marketing and sales 
managers. The multitude of roles provided for an indication 
of the differing training provided, according to the job 
positions. Whilst the interviewees are trained according to 
their job specifications, it appears to be a standard procedure 
for the employees of the manufacturer to receive training at 
the regional head office in South Africa. It was further 
established that those employees working at the regional 
head office are sent for further training to the brand’s 
headquarters in Europe. It was determined that this is done 
to ensure maximum learning of skills and the acquisition of 
qualifications and meeting every expectation and demand 
customers may have.

Training is also available on the online platform, which most 
employees seem to complete. It was found that most of the 
interviewees spoke to complete the online training out of 
their own will to further their knowledge. Interviewees want 
to own the necessary skills to carry out specific tasks as 
efficiently and effectively as possible. Even when employees 
were found to be employed in a different job position, the 
interviewees stated that the acquisition of additional 
knowledge can only be to their own benefit. However, it was 
established that some interviewees had not undergone any 
training whatsoever.

Overall, an increased level of customer satisfaction was 
noticed, which could play a key role in the manufacturer’s 
title as the market leader. Additionally, training is provided 
on a multitude of levels, ensuring the staffs are provided 
with the resources to develop their knowledge and skills. 

The understanding of strategic positioning and 
Fourth Industrial Revolution
Hedreen (2019) stated that appropriate decision has to be 
made by managers to further ensure growth and development 
of a manufacturer. Additionally, Porter (2001) affirms that 
strategic positioning entails the in-depth understanding of a 
brand’s competitors, whilst setting up a plan to set themselves 
apart in a manner unique to the industry. The importance of 
strategic planning was elaborated by the interviewees, which 
is in concurrence with Gartenstein (2018), allowing for future 
planning to be made to achieve certain goals and the 
envisioned strategic positioning. 

Sustainability was mentioned by some interviewees in direct 
collaboration with the factors established to effectively manage 
competitive advantages, as was set out by Bateman et al. 
(2019). Although it was found that many interviewees 
understand a certain aspect of strategic positioning, some are 
less acquainted with the term and, thus, lack the understanding 
of the importance thereof.

Interviewees’ understanding of the 4IR includes the rapid 
occurrence of innovations (Schwab 2016). Increased 
automation of manual operations in manufacturing 
industries was additionally mentioned. This was noted to be 
achieved through technological advancements and increased 
globalisation (Low 2019). It was, thus, noted that the 
interviewees understand what the term entails as well as the 
implications. It was further established that the manufacturer 
does well to keep up with the technological and innovative 
changes, through the improvisation of development and 
manufacturing processes.

The manufacturer’s current strategic positioning 
and capabilities
By describing the strategic positioning of the brand, it was 
found that these are modified and adapted in accordance 
with the competition. Reaffirmed by Porter (2001), it was 
stated that the brand continuously seeks to improve services, 
products and operations to ensure further acquisition of 
competitive advantages.

Overall, it was found that the manufacturer currently has a 
dominant strategic positioning, as the products are developed 
in an innovative manner. This allows for the meeting of 
customer expectations (Dean and Company 2020). 

A direct link was found between the manufacturer’s strategic 
positioning and the 4IR. The manufacturer has proven 
flexibility in the modifications of strategies. Allowing for 
increased employment opportunities whilst maintaining the 
adequacy and level of training staffs for the changing 
environments was additionally found to confirm the 
relationship (Gaspar, Juliao & Cruz 2019). 

The manufacturer is regarded as implementing strategies 
based on value-added customer and increased competitive 
advantage. As a result, multiple strategic capabilities were 
listed, proving the notion that the target market is served in a 
valuable manner through effective strategic implementation 
(Gamble et al. 2017:2).

Therefore, the brand is seen as a strategic capability, 
continuously adding value to the manufacturer and its 
customers. The broadening of the product offering serves as 
an additional capability, which is supported through a vast 
amount of knowledge spill over (Frenken 2007, quote by 
Kublina 2015).

In summary, an advanced brand was established, continuously 
maintaining and gaining competitive advantages. Whilst 
sustainability has been evident along the strategies, the 
manufacturer has ensured survival as well as an increased 
share in the market (Anonymised Authors 2019b).

Exploring current strategies 
The manufacturer was found to follow a diversification 
strategy as business operations entail a unique competitive 
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advantage whilst ensuring the targeting of a broader market 
(Le 2019; Porter 1985). This was supported by the strategies 
including the broadening of the range, with increased 
technologies, features and applications. 

Concerning the brand’s flexibility, the brand adapts 
strategies ensuring a strong strategic positioning according 
to changing market environments (Cloosterman 2018). 
Additionally, achieving customer satisfaction forms part of 
the decision-making of strategy implementation, ensuring 
the meeting of expectations and demands. This has 
been established by providing a product characterised as 
premium quality and performance. For this, staffs are 
adequately trained, ensuring the adoption of appropriate 
skills and increased knowledge to provide customers with 
the best possible service (Anonymised Authors 2019a). This 
further forms part of the development strategy as a variety 
of innovative decisions are made whilst including the 
ultimate technological advancements (Kylliäinen 2018).

Suggested strategies for strategic positioning 
within the Fourth Industrial Revolution
The declining market was acknowledged by the interviewees. 
Thus, it is deemed important for the brand to create the 
necessary value-added strategies such as increased customer 
engagements, further improving customer service and 
motivating customers to continue spending their money in 
the industry. However, these prove to be difficult with the 
depreciating South African rand currency (Droppa 2018).

The value-added strategies led to the suggestion that further 
markets be targeted appropriately, ensuring business and 
achieving more sales. Thus, the diversification strategy and, 
more specifically, the concentric diversification strategy cater 
to the increased technologies and skills to meet specific 
market requirements (Le 2019).

Concentric diversification strategies will increasingly become 
of benefit as the 4IR becomes more digitalised. Specifically 
targeting technological advancements, this strategy goes 
hand in hand with the suggestions provided for the 
implementation of adequate online platforms, catering to the 
technologically adept customers wanting to make online 
purchases (Ndung’u & Signé 2020).

Although many of the interviewees did not provide further 
suggestions apart from agreeing on the current strategies 
implemented, it was established that the manufacturer has a 
strong positioning in the market. The interviewees have 
expressed confidence in the brand and the advancements, 
providing support in the strategic decisions.

Furthermore, some interviewees were less acquainted with 
the strategies implemented by the manufacturer. Often this 
was reasoned with specific job positions, as interviewees 
were not confronted by the strategies. Some were also less 
knowledgeable on the motorcycle industry, thus only being 
able to provide detailed information once prompted, assisted 
or guided.

Limitations
The strengths of this study involved the researcher’s ability 
to connect with the topic at a personal level. This is because 
of her experience, interest and profound knowledge of the 
motorcycle industry. 

Limitations were experienced when the interviewees expressed 
confusion about academic terminology or even jargon used in 
the industry. This rendered interviews more difficult, as the 
passion for the industry was not equally shared by all 
interviewees, let alone the understanding of the intricacies. Also 
note, not all interviewees have a profound understanding of 
business and strategic management. Therefore, certain aspects 
were previously not even thought of.

Recommendations 
Relative to the data collected and analysed, suggestions and 
recommendations were construed. Whilst some are based on 
the potential observed problems, others revolved around the 
upkeep or increased focus on specific aspects, ensuring a 
competitive advantage within South Africa.

The initial recommendation entails the increased training of 
employees. Because of the uncertainty expressed around the 
terms strategic positioning and the 4IR, it is suggested that 
further training is implemented, allowing for the acquisition 
of knowledge around the topics of increased digitalisation, 
technological advancements and the affect thereof on the 
manufacturer’s strategic positioning. It is important for the 
employees to be acquainted with the strategic positioning of 
the brand as well as with the current implemented strategies. 
This will enable them to contribute to the growth and 
strengthening of the positioning, which applies to the 4IR. 
Whilst many employees are aware of technological growth 
and increased digitalisation, the consequences and outcomes 
are feared. Thus, ensuring further training to increase skills 
and qualifications is beneficial to the manufacturer, as 
employees have the necessary knowledge to perform specific 
tasks, whilst instilling confidence that employees’ positions 
will not become redundant (Brightman & Moran 2001). 

Further recommendations entail constant in-depth 
examinations of the market to establish new arising demands 
and trends amongst customers, such as better navigation 
systems, the possibility of electronic suspensions and electric 
engines. These should be identified in accordance with the 
changing market environments because of technological 
advancements rendering an increasingly dynamic market of 
digitalisation. Whilst it was found that the manufacturer 
reinvests many resources into R&D, it was established that 
this strategy be maintained. This will ensure that the market 
and the demands are continuously understood and catered 
for, allowing for increased competitive advantage and the 
acquisition of further market share.

Increased attention is required on the movement to 
e-commerce and the 4IR, providing customers with more 
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opportunities to make online purchases. This becomes a 
more relevant change in South Africa and it is suggested that 
the manufacturer increases the utilisation of e-commerce and 
online platforms, enabling customers to make purchases 
from the comfort of their homes. It is additionally advised to 
collaborate with a well-known second-hand dealer who has 
created an application for motorcycles to be decided on and 
purchased via an online video feed (Morton 2020). This 
collaboration or outsourcing of activities could allow for 
additional sales.

The manufacturer was found to follow a diversification 
strategy accomplished through the implementation of core 
values and philosophies whilst the product development 
includes increased technological advancements. This has 
resulted in customer satisfaction whilst additionally 
meeting their expectations and increasing the product 
offering (Mitterreiter 2018) manufactured of premium 
components (Anonymised Authors 2019a). Achieving a 
strong positioning, it is suggested that this is maintained 
through the implementation of a corporate-level growth 
strategy, ensuring a strong foundation for survival. 
Additionally, an element of related or growth diversification 
and concentric diversification (Le 2019) is suggested to be 
used further, as the manufacturer continues to outsource 
activities and increasingly using prevailing resources, 
saving costs and time whilst meeting differing expectations 
(Furrer 2016). 

The response of five interviewees who are not of the opinion 
that the 4IR will succeed in the South African market may 
require further investigation. Although it may be a weak signal, 
this can prove to be powerful in the long-term. Therefore, it is 
suggested to conduct further studies on the impact of the 4IR in 
terms of technological innovations and mainly electronics on 
consumer satisfaction over the long-term.

Conclusion
To conclude, evidence provides for the declining motorcycle 
market in South Africa, with new challenges and potential 
opportunities introduced through the 4IR. Despite the 
circumstances, the manufacturer possesses a strong strategic 
positioning with the market leadership title. Thus, in 
conclusion of the research question – ‘How should the 
motorcycle manufacturer within South Africa position itself 
strategically in the Fourth Industrial Revolution to gain a 
competitive advantage?’ – it is deemed necessary for the 
manufacturer to continuously adapt and modify strategies, 
according to identified changing demands. This also then 
supports the primary objective, namely, to determine the 
motorcycle manufacturer’s strategic positioning for the 4IR 
in South Africa, ensuring a competitive advantage within the 
South African motorcycle industry.

Although developments of the product offering are 
observed to be immense, the manufacturer must maintain 
and increase standards to attract new customers. These 
standards include continuous improvements and additions 

of technologies, new features and apps as well as further 
innovative developments to the individual motorcycle 
components of increased quality (i.e. engine, chassis, 
exhaust systems and frame). Therefore, the accurate 
implementation of strategies is required to target customers 
whilst ensuring the achievement of prosperous customer 
engagement in the 4IR. 
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