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Abstract

This paper examines the influence of digital strategy on transient competitive advantages of large-
scale manufacturing companies in Kenya. The research is driven by the observation that the
manufacturing sector in Kenya faces challenges in maintaining a competitive edge, as reflected in
declining growth rates. The study employed correlational research design and targeted a subset of
857 large-scale manufacturing firms in Kenya, identified based on criteria from the International
Labour Organization and Kenya Association of Manufacturers. These firms constituted the unit of
analysis. The study employed Pearson Correlation analysis and bivariate regression analysis to
examine the relationship between the variables. The key finding of the study is that there is a strong
positive correlation (r=0.758, p-value = 0.000) between overall digital strategy and transient
competitive advantage in large-scale manufacturing firms in Kenya. The regression analysis further
supports this, with the model being statistically significant (F-test p-value = 0.000) and explaining
57.45% of the variation in transient competitive advantages. The positive and significant coefficient
(B = 0.841, p-value = 0.001) for digital strategy suggests that an increase in digital strategies is
associated with a significant increase in transient competitive advantage. The study recommends
creating a supportive policy environment for digital transformation initiatives, offering incentives,
grants, and tax breaks for firms investing in digital technologies. Collaboration between policymakers
and industry associations is crucial for promoting digital skills development programs. At the
organizational level, clear digital policies, workforce training programs, and strategic alignment of
digital marketing efforts are recommended for firms aiming to fully leverage digital strategies and
secure transient competitive advantages.
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Introduction

Transient Competitive Advantage (TCA) involves adopting organizational practices that
accommodate contexts whose advantages change over time. Within this rationale, enterprises
must consistently advance fresh strategic endeavors in a realm where a
competitive advantage often dissipates in under a year (Forrest, 2018), by crafting and
harnessing multiple transient competitive advantages concurrently. In the context of TCA,
companies possess the capability to promptly detect an advantage, capitalize on it fully, and
subsequently transition to the next advantage before the present one diminishes, rendering
their advantages more dynamic and increasing the likelihood of success. Consequently, it has
been asserted by a number of researchers (Gottschalck & Giinther, 2016; Mubako, 2017;
Santalainen, 2019) that digital business transformation strategies allow the firm to be more
prepared to acquire and maintain transient competitive advantages (Forrest, 2018).

Although still at the nascent stages, the concept of Transient Competitive Advantage has
garnered practical and research attention across the globe. Globally, the practice of TCA
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seems to have garnered significant traction. In Japan, manufacturing firms are following TCA
regardless of whether they are small or large. This is because the landscape for manufacturing
firms is becoming increasingly competitive and dynamic, with new technologies and business
models emerging on a regular basis (Liao et al., 2018). Through adoption of a TCA strategy,
manufacturing firms in Japan stay ahead of the competition and remain profitable, while the
company also maintains good ratings in economic complexity. Similarly, in United Kingdom
(UK) and the United States (US), TCA has become a favored strategy, particularly among
start-ups and well-established enterprises. In the UK, technology start-ups are utilizing TCA
to remain agile and competitive within the ever-shifting tech landscape (Forrest et al., 2019).
In the US, established firms are embracing TCA to navigate dynamic market trends
effectively (Forrest & Nightingale, 2018). This strategic choice enables them to stay ahead in
a highly competitive market environment (Forrest et al., 2019). Brazil, known for its
economic volatility, has witnessed a surge in TCA adoption. According to Salgado et al.
(2022) and Fernandes et al. (2023), companies across various sectors are turning to TCA to
fortify themselves against unpredictable economic shifts. This approach equips Brazilian
firms with the resilience needed to withstand economic uncertainties and maintain their
stability.

Regionally, there is a noticeable scarcity of research that delves into Transient Competitive
Advantage (TCA), especially within the African context. Existing studies seem to gravitate
towards exploring various latent variables associated with competitive advantage. For
example, Nyarku (2017) conducted a comparative study focusing on brand building for
competitive advantage within the Ghanaian adornments trade. His findings revealed that
factors such as innovation, branding, brand positioning and promotion, and customer
engagement play pivotal roles in helping companies gain a competitive edge.

In South Africa, Botes and Pretorius (2020) observed a significant shift in contemporary
business environments, driven by rapid digital transformations. They noted that businesses in
South Africa are grappling with the challenge of maintaining sustainable competitive
advantages, leading to a growing emphasis on transient competitive advantages. Meanwhile,
Bosch and Rossouw (2021) undertook research on the strategic positioning of a motorcycle
manufacturer in South Africa, particularly in the context of the fourth industrial era. Their
study highlighted that motorcycle manufacturers must embrace technology and innovation to
meet the rising demands and expectations of customers, thereby retaining a competitive
edge. The advent of the fourth industrial revolution has compelled firms to formulate more
aggressive strategies aimed at enhancing product quality, service delivery, innovation, speed,
and cost competitiveness. In another context, Kaluyu and Odollo (2023) conducted a
comparative case study investigating the influence of product innovation and pricing on the
competitive advantage of beer products in Uganda. Their research established a significant
relationship between product innovation, pricing strategies, and competitive advantage
in the beer industry.

In Kenya, despite the importance of strategic posturing given the dynamic business
environment, there exists scanty literature on whether companies have adopted TCA.
Nevertheless, within the hospital setting, Kaluyu and Odollo (2023) discovered that the
strategic aggressiveness posture notably impacts transient competitive advantage in
private multi-practice hospitals situated in Nairobi City County, Kenya . Mwasiaji (2019)
studied the competitive advantages of medium scale manufacturing companies in Kenya. In
order to establish a sustained competitive edge, it is essential for business professionals to
possess the capacity to promptly adapt to shifts in their surroundings. Enhancing their
adeptness in remaining competitive becomes imperative for survival in an intensely
competitive setting. The ability to diversify products, adapt swiftly, and undergo
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reorganization to align with evolving market conditions and technological advancements is
crucial for not only surviving but also thriving and achieving success. Furthermore,
competitive advantage studies on manufacturing industries in Kenya, tend to focus on the
general Porter’s five forces competitive advantages, green competitive advantage (Osano,
2019) and sustainable competitive advantage (Muthoni & Kinyua, 2020), while TCA is yet to
be covered.

Some authors posit that the increasing adoption of digital business transformation is the main
driver and anchor of transient competitive advantage (Mubako, 2017; Koch& Windsperger,
2017; Kodama, 2018). Digital strategy is the core strategy among the digital business
transformation strategies. The phrases digitalization strategy, digital business strategy,
digitization strategy, and digital transformation strategy are frequently employed
interchangeably. In essence, they delineate the comprehensive outlook of a company within
the realm of digitalization, encompassing the strategic steps required to realize this vision
(Adner et al., 2019). Digital strategy can be used to help guide and inform a company’s
digital business transformation initiatives. This entails the development of customized plans
and strategies that consider a company's competitive landscape, available resources, and
capabilities to establish a competitive advantage within the digital arena (Deniz, 2021).
Digital strategy can involve activities such as market positioning, competitive intelligence,
innovation, and customer relationships. By utilizing a digital strategy, companies can identify
specific areas of their businesses that could benefit from digital transformation initiatives,
such as improved customer experiences or enhanced operational efficiencies (Sebastian et al.,
2020; Deniz, 2021).

In an era when industrialization should be a priority, the contribution of the manufacturing
sector to the Kenyan economy is diminishing. Over the span of five years (2016-2020), it has
witnessed a decline, dropping from 9.3 percent to 7.6 percent. The manufacturing industry in
Kenya has experienced an annual growth rate of 3.7% between 2017 and 2022, which falls
below the average annual growth rate of the overall real GDP at 4.6% (KPMG, 2021). This
signifies a relatively modest performance and limited competitive edge, hindering the
advancement toward the realization of Kenya Vision 2030 and sustainable manufacturing
aligned with the achievement of the Sustainable Development Goals. While TCA has been
cited by many researchers as a catalyst of improved performance and sustainability, in Kenya
manufacturing firms encounter a number of challenges when attempting to implement
transient competitive advantage, such as difficulty in attracting the right talent, high costs
associated with developing cutting-edge technology, or complex regulatory environments
(KPMG, 2022). Additionally, a lack of support from local and national governments also
adds to these challenges hence limiting the effectiveness of transient competitive advantages
(KAM, 2021). This discrepancy between the growth rates of the manufacturing sector and the
overall economy portrays that digital strategies might be the missing link that can accelerate
the growth of the industry.

Nonetheless, research on digital strategy and transient competitive advantage in the context
of large-scale manufacturing companies is also elusive. Studies often explore different
industries and countries, creating contextual gaps. For instance, Lin et al. (2020) focused on
European manufacturing firms, while Lee et al. (2020) studied the impact of digitization on
Small and Medium Enterprises (SMEs) in Malaysia. Some investigations, like the one
conducted by Soltanizadeh et al. (2017), stressed business strategy without sufficient
attention to competitive advantage. Others, such as Mithas et al. (2018), explored the
relationship between digital strategic posture and business strategy, with a focus on the
competitive environment. Despite these efforts, the connection between digital strategies and
transient competitive advantages remains insufficiently explored in the existing literature.
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Therefore, this research examined the influence of digital strategy on transient competitive
advantages of large-scale manufacturing companies in Kenya.

Methodology
Research Design

The study adopted a correlational research design which involves the application of
quantitative data collection and analysis methods to assess the extent and characteristics of
relationships between variables (McClintock, 2018). This design is particularly suitable when
the objective is to understand the connections between different dimensions (Bell et al.,
2018), such as digital strategy, and transient competitive advantage. The correlational
approach allows for the examination of causal correlations using quantitative data without
modifying it, aligning with a positivist methodology (Krause, 2018).

The study targeted a subset of 857 large-scale manufacturing firms in Kenya, identified based
on criteria from the International Labour Organization and Kenya Association of
Manufacturers. These firms constituted the unit of analysis. The focus was on 2571 managers
from operational, marketing, and Information Technology (IT) departments as the unit of
observation, selected for their strategic roles in digital business transformation. This approach
aimed to capture a comprehensive view and minimize potential biases in the study.

The research employed a multi-stage sampling method. In the first stage, a representative
sample of 857 large-scale manufacturing companies in Kenya was selected using stratified
proportionate random sampling. The second stage involved the selection of operational,
marketing, and IT managers from these firms using stratified proportionate sampling. The
sample size, determined using the Yamane formula, was 348 managers, distributed
proportionately across the categories. Operational managers were represented by a sample
size of 125, marketing managers 115, and IT managers 108. This approach aimed for cost
efficiency, time management, and representative results.

Data collection was conducted using a structured questionnaire designed on a 5-point Likert-
scale to gather quantitative information. This approach, recommended by Kothari (2017) for
large-sample cross-sectional studies, is in line with the scientific principles of data analysis
outlined by Saunders et al. (2015).

To facilitate data analysis, the collected data underwent preparation, coding, and entry into
the SPSS version 26 data analysis program. Descriptive statistics, including measures of
central tendency such as frequency, percentile distributions, mean, and standard deviation,
were computed to provide a comprehensive overview. Diagnostic tests were conducted to
assess the suitability of proposed statistical models for fitting the data. For inferential
analysis, the study conducted Pearson Correlation and bivariate regression analysis. Pearson’s
correlation analysis offers a quick and straightforward assessment of the magnitude of the
association between two variables. The study hypothesis stated that; there is no statistically
significant influence of digital strategy on the transient competitive advantage of Kenya’s
large manufacturing firms. To test the hypothesis, the empirical model (1) was utilized and
the study failed to reject the hypothesis with p> 0.05, at 5% significance level.

TCA= Lo+ PLiDSH € (1)
Where; TCA = Transient competitive advantage, DS = Digital strategy, 8, = Constant term

p1 = is the coefficient of digital strategy variable and € = error term
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Results
Response Rate

Table 1 displays the response rate based on returned questionnaires. Overall, from the total of
348 questionnaires administered, 267 were returned, leading to a cumulative response rate of
76.8%. According to Bell et al. (2018) a response rate of more than 70% is sufficient.

Table 1. Response Rate

Category Administered Returned Percentage Returned
Operational Managers 116 97 83.6
Marketing Managers 116 86 74.1
ICT Managers 116 84 72.4
Total 348 267 76.8

Descriptive Statistics

Table 2. Descriptive Statistics for Transient Competitive Advantage

ID Statement Mean Std
MF1 Our organization is able to recognize changes in the market 2.2 1.1
MF2 Our organization is able to adapt when faced with changes in

business environment 1.7 1
MF3 Our organization is able to maintain old customers 1.8 1
MF4 Our organization is able to attract new customers even during the

changing business environment 4.1 1.1
CR1 Our organization agility allows to change with the trends 1.8
CR2  Our organization organizes itself around the available

opportunities 1.8 1
CR3 Our organization is able to create temporary advantages over

competitors 1.9 1
RA1 Our organization proactively removes obsolete resources in

competitive terms 2.3 1.1
RA2 Our organization budgets in continuous rapid cycles 4.1 1.2
RA3 Our organization managers understand what opportunities present

advantages to the business 36 1.1
PI1  Our organization is able to innovate differential products that are

valued in the market 3.6 1.3
PI2  Our organization managers search for new growth areas 1.8 1
LP1  Our organization considers the lost advantages as a way of

freeing-up resources for new advantages rather than lost glory 4 1.2
LP2  Our organization considers disengaging from old advantages as

normal business cycle 3.1 09
LP3  Our organization top leaders keep strategizing on how to get

ahead of the competitors 3.5 1.4

Aggregate 2.75 1.09

Overall, the aggregate mean of 2.75 suggests that large manufacturing companies have very
low transient competitive advantages, brought about by product innovation, market focus,
continuous reconfiguration, proactive resource allocation, innovation proficiency and
leveraging of lost advantages. This implies that in a rapidly changing environment, large
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manufacturing companies in Kenya may struggle to attract and retain customers; struggle to
adapt to changing business environments, such as shifts in customer preferences, emerging
technologies, or market trends. These organizations are also at risk of disruption due to rapid
technological advancements, wasted resources and missed opportunities to invest in more
strategic initiatives.

Table 3. Descriptive Statistics for Digital Strategy

ID Statements Mean Std
Our mission statement captures the mission to digitally

DS1 transform 3.5 1.2
We have digital policies that guide digitalization of the company

DS2 process and products 2.3 1.1

DS3 We focus on digital innovations to automate processes 3.5 1.3

DS4 We have a digital model that governs automation of operations 2.2 1
We have a sustainable approach to digital development,
adoption, and implementation, with clear goals and metrics for

DS5 success 2.2 1
We have successfully cultivated a digital culture in our

DS6 organization 2.1 1

DS7 The company regularly cultivates the digital culture 1.2
The digital culture in our organization supports digital

DS8 transformation 2.2 1
Our employees have the technical abilities to handle automation

DS9 processes 3.9 1.3

DS10  We have an effective information technology architecture 3.8 1.3
We have integrated both internal information systems and

DS11 external information systems 3.9 1.3
We have an effective operations architecture that offers support

DS12  and management of IT services 3.5 1.3
Our operations architecture is effective at production scheduling

DS13  and monitoring 3.9 1.2

DS14  Our operations architecture is effective at system monitoring. 2.1 1.2
Our operations architecture allows effective performance

DSI5  monitoring 2.6 1.3
We engage in digital networking with partners and customers to

DS16  build and maintain relationships 1.8 0.9
We have dedicated social media accounts for connecting with

DS17  customers and partners 2.6 1.3
Our digital marketing strategy is effective and aligns with our

DS18  overall business objectives. 2.2 1.4
Aggregate 2.79 1.18
Reliability Results Alpha  Items
Digital Strategy 0.913 18

Table 3 shows that the aggregate mean score of 2.79 indicates that respondents generally
have mixed responses, with some expressing agreement, some disagreement, and others
having neutral opinions. Based on the aggregate mean score, it can be inferred that large
manufacturing companies in Kenya exhibit a moderate level of digital strategy. Thus, digital
strategies although appreciated, there is low implementation of the strategies which can be
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attributed to poor/low digital culture, poor low digital networking practices, and poor and low
digital business model. In terms of reliability, it can be inferred from the Cronbach Alpha of
0.913, that the scale was reliable. This suggests that the items in the scale effectively capture
the variability in digital strategy and provide a reliable measure of this construct. These
results provide confidence in the consistency and dependability of the measurement scale
used in the study.

Inferential Statistical Results
Table 4. Correlation Analysis Results Matrix

TCA Digital Strategy
TCA Pearson Correlation 1
Sig. (2-tailed)
Digital Strategy Pearson Correlation 0.758%* 1
Sig. (2-tailed) 0.001
N 267 267

** Correlation is significant at the 0.01 level (2-tailed).

The findings in Table 4 show that overall digital strategy and transient competitive advantage
are positively correlated with a coefficient of 0.758. This indicates a strong positive
relationship between these two variables. The correlation is significant at a 5% significant
level as shown by the p-value of 0.001.

Table 5. Regression Analysis Results (Digital Strategy and Transient Competitive
Advantage)

TCA Coef. Robust  t-value p- [95% Conf Interval
St.Err. value ]

Digital 0.841 0.044 18.92 0.001 0.754 0.929

strategy

Constant 0.481 0.122 3.92 0.03 0.239 0.723

R-squared 0.5745 Number of obs 267

F-test 357.78 Prob>F 0.000

As displayed in Table 5, the regression model is significant, as shown by the significant F-
test (Prob >F =0.000) and R-squared value of 0.5745. This suggests that 57.45% variation
in transient competitive advantages is explained by digital strategies. The constant has
positive and significant effect (f =0.481, p-value = 0.03). This implies that even when all
other predictor variables are zero, the dependent variable is expected to have a positive value
equal to the model constant. Digital strategy therefore has a positive and significant
effect on transient competitive advantage (f = 0.841, p-value = 0.001). This implies that,
holding everything else constant, a standard deviation increase in digital strategies will result
into 0.841 increase in transient competitive advantage. Consequently, the study dismisses the
null hypothesis asserting that digital strategy does not exert a statistically noteworthy
influence on the transient competitive advantage of Kenya’s large-scale
manufacturing firms. Following this result, the optimal regression model can be presented as
follows:

TCA= 0481+0.841DS + ¢ (2)
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Overall, the analysis shows that some large manufacturing companies in Kenya have high
level of digital strategy implementation and others have low levels of digital strategy
implementation. Thus, digital strategies although appreciated, there is low implementation of
the strategies which can be attributed to poor/low digital culture, poor low digital networking
practices, and poor and low digital business model. The variation in implementation of digital
strategies could explain the variation in transient competitive advantage. This is confirmed by
correlation and regression analysis results which revealed that digital strategies positively
influence transient competitive advantage of large-scale manufacturing firms in Kenya.

Discussion of Results

The study identified a significant gap between the appreciation and implementation of digital
strategies in large-scale manufacturing firms in Kenya. Factors such as a lack of a robust
digital culture, limited digital networking practices, and insufficient development of digital
business models were identified as contributors to this disparity (McClintock, 2018). The
limited adoption of digital strategies correlated with diminished transient competitive
advantage capabilities (Krause, 2018). Regression analysis confirmed a substantial positive
impact of digital strategy on transient competitive advantage, substantiating the hypothesis.
Empirical literature supported these findings, emphasizing the positive impact of digital
strategies on competitive advantage in various sectors (Kamariotou et al., 2021; Pramuki &
Kusumawiti, 2021; Mikalef & Pateli, 2017).

The evolving nature of the digital landscape necessitates continuous adaptation for firms to
maintain their competitive edge. Transient competitive advantage, arising from swift
responses to market changes, is facilitated by effective digital strategies (Warner & Wager,
2019). These strategies enable agility through real-time analytics, enhanced customer
engagement, open innovation, streamlined operations, and dynamic resource allocation
(Canhoto et al., 2021). The confirmation of the positive influence of digital strategy on
transient competitive advantage aligns with dynamic capabilities theory (Teece, 2019).
Digital strategies, representing a facet of dynamic capabilities, enhance firms’ ability to sense
opportunities, mobilize resources, and continuously renew organizational capabilities. By
leveraging technology and digital platforms, firms can stay attuned to market trends and seize
new opportunities, ensuring the continuous reconfiguration of resources to adapt to the
evolving business environment.

Conclusion and Recommendations
Conclusion

The study concludes that while certain large manufacturing firms in Kenya acknowledge the
importance of digital strategies, there is a gap in their full embrace and implementation.
While there is a focus on digital transformation and innovation, the lack of clarity in digital
business models and a sustainable approach to digital development indicates incomplete
adoption of digital strategies. A robust digital culture is lacking, despite employees showing
good digital competencies. Disparities in digital networking practices also persist. The lack of
clarity in digital business models and sustainable digital development poses a challenge,
hindering effective leveraging of digital technologies and competitive advantages in the
digital era. The study further concludes that digital strategies positively impact the transient
competitive advantages of large-scale manufacturing firms in Kenya. Companies prioritizing
and investing in digital strategies are more likely to attain and sustain these advantages
compared to those lagging in digitalization. The study emphasizes the crucial role of adopting
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digital transformation and allocating resources to digital strategies for enhancing
competitiveness in an evolving business environment. Firms seamlessly integrating digital
technologies into operations are better positioned to outperform competitors and adapt
effectively to changing market conditions, securing transient competitive advantages.

Recommendations

The study recommends policymakers, such as the Kenya Association of Manufacturers
(KAM), creating a supportive environment for digital transformation initiatives. This
involves offering incentives, grants, or influencing government tax breaks for firms investing
in digital technologies. Policymakers and industry associations should collaborate to promote
digital skills development programs, fostering education in digital literacy, data analytics, and
emerging technologies.

At the organizational level, large-scale manufacturing companies should formulate and
implement clear digital policies guiding the digitalization process. These policies should
cover digital transformation approaches, data privacy, cybersecurity, and aspects of digital
strategy like Industry 4.0 and generative artificial intelligence (AI). Clear policies serve as a
roadmap for digital initiatives and ensure consistency. To fully leverage digital strategies,
companies must invest in training programs to enhance the digital competencies of their
workforce, covering digital tools, data analysis, and Generative Al. Integrating information
systems and investing in effective information Technology (IT) and Operational Technology
(OT) architecture are crucial for supporting digital transformation initiatives. Assessing and
upgrading current IT infrastructure aligns with the digital strategy. Additionally, aligning the
digital marketing strategy with overall business objectives is essential for large-scale
manufacturing companies. Focusing on targeted and effective digital marketing campaigns
that resonate with the target audience contributes to achieving business goals.
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