دراﺳﺔ ﺣـﺎﻟﺔ
CASE STUDY

ﻣﻘﺪﻣﺔ

ﺗﺘﻤﺜــــــﻞ أﻫــــﺪاف ﻫـــــﺬه اﻟﺪراﺳــــﺔ ﻓﻲ وﺻـــــﻒ ﺑﻌــﺾ
اﻟﺘﺤــــﺪﻳﺎت اﻟﺘﻲ واﺟــــﻬﺖ اﻟﻌﻤﻴــﻞ وﺗـﻘﻴﻴــﻢ ﻣﺆﺷـــﺮات
اﻷداء وﺣـــــﺎﻟﺔ اﻟﻌﻤﻴــــﻞ ﺧـــــﻼل ﻣﻮاﺟــــﻬﺘﻪ ﻟﻠﻤﺸﻜــــﻠﺔ

ﺑﻨـــﺎء ﻋﻠﻰ ذﻟﻚ اﻟﻔﻜـــﺮة اﻷﺳﺎﺳﻴﺔ أو اﻟﺤــﻞ
ﻟﺘﺴﺘـــﻌﺮض
ً

ّ
وﺗﻮﺿﺢ أﺳﺒـــﺎب اﺧﺘـــﻴﺎره ،اﻟﺘﻲ ﺟـــﺎءت
اﻟﺬي ﺗﻢ ﺗﻨﻔﻴـــﺬه،

ﺗﻮﺟـــﻬﺎت اﻟﻔﺌــﺔ اﻟﻤﺴﺘــﻬﺪﻓﺔ واﻫﺘــﻤﺎﻣـﺎﺗــﻬﺎ
ﺑﺤـــﺴﺐ
ّ
ﻟﺘﻨﺘــــﻬﻲ اﻟﺪراﺳــــﺔ ﺑﻤﻌﺎﻳﻨــــﺔ ﺣـﺎﻟﺔ اﻟﻌﻤﻴــﻞ ﺑﻌﺪ أن ﺗﻢ

ﺗﻨـﻔــﻴـــﺬ اﻟﺤــــــﻞ وﻗــﻴــــﺎس ﻣﺆﺷـــﺮات اﻷداء اﻷﺳـــﺎﺳﻴــﺔ
وﻣﻘﺎرﻧﺘـــﻬﺎ ﺑﺎﻟﻤـﺆﺷــﺮات اﻟﺴــﺎﺑﻘﺔ.

Introduction
This study focuses on describing the difficulties
the client has faced and evaluating the client
case during the problem. Then, showing the
implemented solution that has been taken
based on target audience’ demands and
interests. As well as, examining performance
indicators and the client case after taking the
solution. Concluding with measuring KPIs and
comparing them to the previous ones.

ﻣﻼﻣﺢ اﻟﻌﻤﻴﻞ
ﻣﺠــــﺎل اﻟﻤﻨــــﺸﺄة :ﻓﻨــــﺪﻗﺔ
ﻋﻤـــــﺮ اﻟﻤﻨــﺸـــــﺄة ٣٥ :ﺳﻨﺔ
ﺗﺼﻨﻴﻒ اﻟﻤﻨـــﺸﺄة ٥ :ﻧﺠﻮم
ﻗـــــﻄﺎع اﻟﻤﻨﺸـــﺄة :ﺧــــــﺎص
ﻧـــــــــــــــــــﻮع اﻟﻤﻨــــــــــــــﺸـﺄة:
رﺑﺤـــﻲ  /ﺧـــــﺪﻣﺎت ﺳﻜﻨــــﻴﺔ
ﻋﺪد ﻓﺮوع اﻟﻤﻨﺸﺄة ١٣٠ :ﻓﺮع

ﻋـــــﺎﻟﻤــﻲ

Customer Info
Organization Field: Hospitality
O rg a n i za t i o n A g e : 35 Years
Organization Rating: Five Stars
Organization Sector: Private
Organization Classification:
Profitable / Residential
Organization Branches: 130 Branches

International

 ﻣﺸﻜـﻠﺔ اﻟﻌﻤـﻴﻞ/  ﻃﻠﺐ/ وﺻﻒ ﺣﺎﻟﺔ
واﺟــﻪ اﻟﻌﻤﻴﻞ ﻣﺸﻜــﻼت ﺗﺸﻐﻴﻠﻴـﺔ أدت إﻟﻰ ﺗﻮﻗـــﻒ ﻋﻦ اﻟﻌﻤــﻞ ﻟﻔﺘﺮة ﺗﺘﺠــﺎوز
 ﻣﻤﺎ أدى إﻟﻰ اﻧﻘــــﻄﺎع اﻹﻗﺒــــﺎل ﻋﻠﻰ اﻟﻤﻨـــﺸــﺄة وﺑﺎﻟﺘـــﺎﻟﻲ ﺿﻌـــﻒ،اﻟﺜـﻼﺛﺔ أﺷﻬـــﺮ
 وﺑﻌـﺪ ﻗﻴﺎم اﻟﻌﻤﻴﻞ ﺑﺎﻹﺻﻼﺣـﺎت اﻟﻼزﻣﺔ،اﺳﺘـﻬﻼك اﻟﺨـﺪﻣﺎت اﻟﺠـﺎﻧﺒﻴﺔ واﻟﻤﺮاﻓﻖ
 واﺟـﻪ ﺑﻌﺾ اﻟﻤﺨﺎوف ﻣﻦ ﻋﺪم اﻟﺤﺼﻮل،وﻋﺰﻣــﻪ ﻋﻠﻰ اﻻﻓﺘﺘــﺎح وﺑﺪأ اﻟﺘﺸﻐﻴــﻞ
 وﻫﻨـﺎ ﺗﺘﻤﺜﻞ اﻟﻤﺸﻜـﻠﺔ،اﻟﻤﻌﺘﺎد ﻗﺒﻞ ﺣﺪوث اﻟﻤﺸﻜﻠﺔ اﻟﺘﺸﻐﻴـﻠﻴﺔ
ُ ﻋﻠﻰ اﻹﻗﺒﺎل
.Ways اﻷﺳﺎﺳﻴــﺔ اﻟﺘﻲ دﻓﻌـﺖ اﻟﻌﻤﻴﻞ ﻟﻼﺳﺘﻌﺎﻧﺔ ﺑﺸﺮﻛﺔ

The Client Case/Request/Problem Description
The client has faced some operational problems,which lead to a
temporary stop of the services for more than three months. This caused
an increasing in the retraction rate, thus caused a decreasing in the
consumption of services and facilities of the organization. Yet, when the
client did the necessary reformation, made the decision of re-opening
and start operating, they were in doubt of getting the same visiting rate
they used to get before the problem occurs. Here appears the main problem
that drove the client to ask for “Ways Co.” support.

ﻋﻨﺎﺻﺮ أﺳﺎﺳﻴﺔ ﺗﻢ أﺧﺬﻫﺎ ﺑﻌﻴﻦ اﻻﻋﺘﺒﺎر

ﻣﻜﺎﻧﺔ اﻟﻌﻼﻣﺔ اﻟﺘﺠﺎرﻳﺔ وﻣﺴﺘﻮاﻫﺎ اﻟﻌﺎﻟﻲ داﺧﻞ اﻟﻘﻄﺎع
ّ
اﻟﻤﺘﺒـﻊ
ﻋــﺪم اﻟﺨـــﺮوج ﻋﻦ إﻃــﺎر اﻷﺳﻠـﻮب اﻟﺘﺴــﻮﻳــﻘﻲ
.ﻋﺎﻟﻤﻴــﺎ ﻟﻠﻌﻼﻣﺔ اﻟﺘﺠﺎرﻳﺔ
ً

.ﻣﺆﺷﺮات اﻷداء اﻷﺳﺎﺳﻴﺔ

Signiﬁcant Elements have taken into Consideration
The brand on a top-ranking among similar brands.
Following the same marketing pattern that is being
followed internationally by the brand.
Key performance indicators.

ﻣﺆﺷﺮات اﻷداء اﻷﺳﺎﺳﻴﺔ

ﻣــﻌـــــﺪل زﻳـــــﺎرة اﻟﻔﺌــــﺔ اﻟﻤﺴﺘـــﻬــﺪﻓـﺔ.

ﻣـﻌـــــﺪل اﺳﺘــــﺨــــﺪام اﻟــﺰوار ﻟﻠﻤــــــﺮاﻓﻖ.

ﺿﻤـــﺎن ﻣﻌـﺪل ﻣﺴـــﺎوي أو أﻋﻠﻰ ﻟﻤﻌـﺪل

اﻹﻗﺒــﺎل ﻗﺒﻞ ﺣﺪوث اﻟﻤﺸﻜﻠﺔ )اﻟﺘﻮﻗﻒ

ﻋﻦ اﻟﻌـﻤﻞ ﻟﻔﺘﺮة ﺗﺘﺠــﺎوز اﻟﺜﻼﺛﺔ أﺷـﻬﺮ(

)Key Performance Indicators (KPIs
Target audience visiting rate.
Facilities using rate.
Keep the rate equal to, or above the
visiting rate before the problem occurs
(In abeyance for more than three months).

ﺗﻘﻴﻴﻢ ﺣﺎﻟﺔ اﻟﻌﻤﻴﻞ أﺛﻨﺎء اﻟﻤﺸﻜﻠﺔ/ﺣﺎﻟﺔ ﻣﺆﺷﺮات اﻷداء أﺛﻨﺎء اﻟﻤﺸﻜﻠﺔ

ﻣﻌﺪل اﻟﺰﻳﺎرة اﻟﺸﻬﺮي

 ١٥ – ١٠زﻳﺎرة

ﺷﻬﺮﻳﺎ
ﻣﻌﺪل اﺳﺘﺨﺪام اﻟﺰوار ﻟﻠﻤﺮاﻓﻖ
ً

)ﻣﻄﺎﻋﻢ – ﻧﺎدي ﺻﺤﻲ – ﻣﺮاﻓﻖ ﺗﺮﻓﻴﻬﻴﺔ(

٩–٦
ﻓﺎﺗﻮرة ﺧﺪﻣﺔ

Evaluating Customer Case/KPIs during the Problem

10 – 15 Visits

Monthly Visiting Rate

6–9

Monthly Facilities Using Rate

Services

)(restaurants – Gym – entertainment

The Main Idea/The Solution
After discovering that the target audience is “families”

اﻟﻔﻜﺮة اﻷﺳﺎﺳﻴﺔ
ﺗﻤـــﺖ دراﺳـــﺔ اﻟﻔﺌـﺔ اﻟﻤﺴﺘﻬﺪﻓﺔ
ُﻫﻨــــﺎ
ّ ،وﺑﺸﻜﻞ ﻣﺒﺎﺷــﺮ
ٍ

in general, we directly studied the target audience

واﻟﺘﻮﺟـــﻬﺎت وذﻟﻚ
ﻋــﻦ ﻛﺜــــﺐ ﻣﻦ ﺣﻴــــﺚ اﻻﻫﺘــــﻤﺎﻣﺎت
ّ

thoroughly,in terms of their interests in order to ﬁnd a

ﺑﻐـــﺮض اﻟﻈﻬـــﻮر ﺑﺤـــﻞ ﺟﺬري وﺳـــﺮﻳــــﻊ ﺣﺴــﺐ ﻃﻠـــﺐ

deﬁnitive solution as the client requested. During the

 وﻣﻦ ﺧــﻼل اﻟﺒﺤــﺚ ّاﺗﻀﺤﺖ ﻣﻌـﺎﻟﻢ اﻫﺘـﻤﺎﻣﺎت،اﻟﻌﻤﻴــﻞ

research,the interest aspects of the target audience

وﺑﺸﻜﻞ واﺿــﺢ اﻻﻫﺘـــﻤﺎم
 وﻛﺎن ﻣﻦ ﺑﻴﻨـﻬﺎ،ﻫــــﺬه اﻟﻔﺌــﺔ
ٍ

seemed clear to us. Apparently, working in the ﬁeld of

ﻣﻦ "أﺳـــﺮ ُﻣﺴﺘﻬﻠﻜـــﺔ" إﻟﻰ "أﺳـــﺮ ﻣﻨﺘﺠﺔ" ﻓـﻲ، ﺑﺎﻟﺘﺤــــﻮل
ّ

“food” as what we can call “freelancers producing

 ﺑﺤﻴﺚ أﻇﻬﺮت اﻟﻨﺘﺎﺋﺞ ارﺗﻔﺎع ﻣﻌﺪل اﻹﻗﺒﺎل,ﻣﺠﺎل اﻷﻏﺬﻳﺔ

families” got the highest rate based on the research

 وﻣﻦ ُﻫﻨــﺎ اﻧﻄﻠﻘــﺖ،ﻋﻠﻰ ﻫـﺬا اﻟﻤﺠـﺎل ﻓﻲ اﻵوﻧﺔ اﻷﺧﻴـــﺮة

results. And here where we started! We set a strategy

اﻟﻔﻜــﺮة اﻷﺳـﺎﺳــﻴــﺔ! ﺑﺤﻴﺚ ﻗﻤﻨﺎ ﺑﻮﺿﻊ اﺳﺘﺮاﺗﻴﺠﻴﺔ ﻣﻦ

that can develop the target audience’ abilities through

"ﺷﺄﻧﻬﺎ ﺗﻄﻮﻳﺮ إﻣﻜﺎﻧﻴﺎت اﻟﻔﺌﺔ اﻟﻤﺴﺘﻬﺪﻓﺔ "اﻷﺳﺮ اﻟﻤﻨﺘﺠﺔ

“cooking training courses” by international chefs in the

ٌ
ﻃﻬﺎة ﻋﺎﻟﻤﻴﻴﻦ
ﻣﻦ ﺧﻼل ﺗﻨﻈﻴﻢ ﺑﺮﻧﺎﻣﺞ ﺗﺪرﻳﺒﻲ ﻋﻠﻰ أﻳﺪي

organization. The “producing families” segment has

 وﺗﻢ اﺧﺘﻴﺎر ﺷﺮﻳﺤﺔ "اﻷﺳﺮ اﻟﻤﻨﺘﺠﺔ" ﻷﻧﻬﺎ،ﻓﻲ ﻣﻘﺮ اﻟﻤﻨﺸﺄة

been chosen because it was the biggest segment of
the whole target audience.

.ﻛﺎﻧﺖ ُﺗﺸﻜﻞ اﻟﺸﺮﻳﺤـــﺔ اﻷﻛﺒـﺮ داﺧﻞ اﻟﻔﺌﺔ اﻟﻤﺴﺘـــﻬﺪﻓﺔ

:ﺗﻢ اﻟﻌﻤﻞ ﻋﻠﻰ
ٌ
ﻃﻬـﺎة ﻣﺤﺘﺮﻓﻴﻦ ﻋﺎﻟﻤﻴﻴﻦ ﻟﺘﻘﺪﻳﻢ دورات ﺗﺪرﻳﺒﻴﺔ ﻓﻲ
اﺳﺘﻘﻄﺎب
.اﻟﻄﻬﻲ ﻟﻠﻔﺌﺔ اﻟﻤﺴﺘﻬﺪﻓﺔ
إﻃﻼق ﺣﻤﻠﺔ ﺗﺴﻮﻳﻘﻴﺔ ﻟﻬﺬه اﻟﺪورات ﺑﻤﺤﺘﻮى وﻣﻌﺪﻻت وﻣﻌﺎﻳﻴﺮ
.ﻇﻬﻮر ﻣﻌﻴﻨﺔ ﻟﻠﻮﺻﻮل ﻷﻛﺒﺮ ﻋﺪد ﻣﻤﻜﻦ ﻣﻦ اﻟﻔﺌﺔ اﻟﻤﺴﺘﻬﺪﻓﺔ
.ﺗﻨﻈﻴﻢ اﻟﺪورات ﺑﺸﻜﻞ ﻛﺎﻣﻞ

We worked on:
Recruiting international professional chefs to do “cooking
training courses” for the target audience.
Launching a marketing campaign for the courses with speciﬁc
ratings to reach as many views and engagements as possible.
Fully organizing the courses.

ﺗﻘﺮﻳــــﺮ اﻟﺤـــﻤﻠﺔ

Campaign Report

Here at ways we use snapchat to reach a wide
audience since we have 11 to 12 million active daily
users in Saudi Arabia. This is considered to be the
biggest Snapchat audience in the Middle East.
Main Pros:
Reach a very high semi-targeted audience
High engagement and impression rate
Main Cons:
Out of every million impression, there is a small chance
that the media might be dispersed to other
locations, due to location service’s being switched

Total Impression Rate
5, 1 0 4 ,078

off.
Not enough data to do analytics since
snapchat does not offer analytics patform to givee
enough data.

Total Swipe Ups
1 74 , 1 0 0

Campaign :
Our two strategies were:
Swipe up rate bidding
Impressions rate bidding

The swipe up campaign is very successful. This is
due to 174,100 swipe ups and the impression rate
of 5,104,078. When we got a request to stop the
campaign we were not able to bid for “impresssions
rate” to reach to a wider audience. We were supposed
to complete the budget on the course of two days
but due to the requset we were not able to spend
much as our strategies were not followed.

Statistics

ﻣﺆﺷﺮات اﻷداء ﺑﻌﺪ اﻟﺤﻤﻠﺔ
 زﻳﺎرة١٠٣٠٠

٢٦٤

ﺷﻬﺮﻳﺎ
ﻣﻌﺪل اﺳﺘﺨﺪام اﻟﺰوار ﻟﻠﻤﺮاﻓﻖ
ً

()ﻣﻄﺎﻋﻢ – ﻧﺎدي ﺻﺤﻲ – ﻣﺮاﻓﻖ ﺗﺮﻓﻴﻬﻴﺔ

ﻓﺎﺗﻮرة ﺧﺪﻣﺔ

Post-Campaign Performance Indicators
Monthly Visiting Rate

Monthly Facilities Using Rate
(restaurants – Gym – entertainment)

ﻣﻌﺪل اﻟﺰﻳﺎرة اﻟﺸﻬﺮي

10,300 Visits

264
Services

ﻗﻴﺎس وﻣﻘﺎرﻧﺔ ﻣﺆﺷﺮات اﻷداء
ﻣﺆﺷﺮات اﻷداء اﻷﺳﺎﺳﻴﺔ

ﻗﺒﻞ اﻟﺤﻤﻠﺔ
Pre-Campaign

ﺑﻌﺪ اﻟﺤﻤﻠﺔ
Post-Campaign

ﻣﻌﺪل اﻟﺰﻳﺎرة اﻟﺸﻬﺮي

 ١٥ – ١٠زﻳـــــﺎرة
10 – 15 Visits

 ١٠٣٠٠زﻳـــﺎرة
10,300 Visits

KPIs

Monthly Visiting Rate

ﻣﻌﺪل اﺳﺘﺨﺪام اﻟﺰوار ﻟﻠﻤﺮاﻓﻖ ﺷﻬﺮﻳً ﺎ

)ﻣﻄﺎﻋﻢ – ﻧﺎدي ﺻﺤﻲ – ﻣﺮاﻓﻖ ﺗﺮﻓﻴﻬﻴﺔ(

 ٩ – ٦ﻓﺎﺗﻮرة ﺧﺪﻣﺔ
6 – 9 Services

 ٢ ٦ ٤ﻓﺎﺗﻮرة ﺧﺪﻣﺔ
264 Services

اﻟﺨﺎﺗﻤﺔ
ﻛﺎن ﻟﻠﺤﻞ أﺛﺮه اﻟﻮاﺿﺢ ﻋﻠﻰ ﺣﺎﻟﺔ اﻟﻌﻤﻴﻞ وﻋﻠﻰ ﻣﻌﺪل اﻹﻗﺒﺎل

ّ
ﻣﻮﺿﺢ ﻓﻲ ﻣﺆﺷﺮات اﻷداء
وزﻳــﺎدة اﺳﺘﻬﻼك اﻟﺨﺪﻣـﺎت ﻛﻤﺎ ﻫﻮ
 وﻣﻦ اﻟﻤﺜﻴﺮ ﻟﻼﻫﺘﻤﺎم أن اﻟﺤﻤﻠﺔ اﻟﺘﺴﻮﻳﻘﻴﺔ ﺣﺼﺪت،اﻟﺠﺪﻳﺪة

 وﺑﺮﻏﻢ أن ﻓﻜﺮة دورات اﻟﻄﻬﻲ،ﻣﻌﺪﻻت وﻣﻌﺎﻳﻴﺮ ﻇﻬﻮر ﻋﺎﻟﻴـﺔ
ً اﻟﺘــﺪرﻳﺒﻴﺔ ﺗﻌﺘﺒــﺮ
"ﺣﻼ ﻗﺼﻴــﺮ اﻟﻤـﺪى "ﻟﻤﺪة ﺷﻬــﺮ واﺣﺪ ﻓﻘﻂ
وﻛﺎن ﻳﺘﺨﻠﻠﻪ ﺑﻌﺾ اﻷﺧﻄﺎء إﻻ أﻧﻪ ﺣﻘﻖ ﻧﺘﺎﺋﺞ ﺗﻔﻮق اﻟﺘﻮﻗﻌﺎت
.ﻣﻌـــﺪل اﻹﻗﺒـــﺎل ﻣﻦ ِﻗﺒﻞ اﻟﻔﺌــﺔ اﻟﻤﺴﺘﻬﺪﻓﺔ
أدت إﻟﻰ زﻳــــﺎدة
ّ

Obviously, the solution had a large impact on the visiting
and facilities using rate based on the post-campaign KPIs.
Interestingly, the marketing campaign that we launched
got high views and engagements. Although, the training
courses last for a month, which considered as a short-term
solution, yet it achieved above-expectation results that led
to an increasing of the visiting rate by the target audience.

Conclusion

