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Abstract

This thesis examines the impact of international expansion strategies on the
sustainable growth of Almarai Company, a leading Saudi dairy and food
producer, over the period 2015-2024. The study is motivated by the dual
challenge of relative saturation in the domestic Saudi market and intensifying
regional competition. An explanatory single—case study design is adopted,
relying exclusively on published secondary data, including annual reports,
sustainability reports, investor relations disclosures, and analyst reports. The
analysis is structured around an integrated theoretical framework that combines
the Uppsala internationalization model, Dunning’s eclectic paradigm (OLI) for
entry modes, the Ansoff growth matrix, the Sustainable Growth Rate (SGR)
model, and the Triple Bottom Line (TBL) framework for assessing financial,
environmental, and social performance.

On the quantitative side, the sustainable growth rate is calculated for each year
based on return on equity (ROE) and the earnings retention ratio, and then
compared with the actual sales growth rate (AGR) for the same period. The
results show that, with the exception of the post-pandemic, inflation-driven
spike in 2022, Almarai’s actual revenue growth has generally tracked its
sustainable growth capacity, particularly in 2020, 2021, and 2024, indicating a
high degree of financial discipline and self-financed growth. Geographic
revenue analysis further reveals that international markets (notably Egypt,
Jordan, and other GCC countries) consistently account for roughly one third of
total consolidated revenues, confirming that regional expansion has been a core
engine of sustainable sales growth and strongly supporting the related sub-
hypothesis.

On the qualitative side, content analysis of Almarai’s sustainability reporting
using the TBL lens highlights a strong institutional commitment to
environmental stewardship, human capital, and responsible profitability, with
explicit alignment to GRI standards and the UN Sustainable Development
Goals. At the same time, the findings demonstrate that international
diversification has not reduced overall business risk; rather, it has substituted
domestic saturation risk with new sources of exposure, most notably foreign-
exchange risk arising from the depreciation of the Egyptian pound and its
adverse impact on consolidated results reported in Saudi riyals. The company’s
2024-2028 investment plan of SAR 18 billion marks a strategic shift from
“disciplined, self-financed sustainable growth” (AGR = SGR) to a phase of
“accelerated, debt-funded growth™ in the short term, with expected pressure on
free operating cash flow.

Overall, the study concludes that Almarai’s international expansion strategies
have made a substantial and positive contribution to its sustainable growth, but
primarily through advanced risk management, economies of scale, and regional
integration, rather than through risk avoidance. The thesis offers several




managerial recommendations, including the proactive use of financial hedging
instruments to mitigate currency risk, a strong emphasis on operational
efficiency during the peak investment years, maintaining sustainability
spending as a strategic investment rather than a discretionary cost, and
replicating the proven pattern of gradual entry and partnership-driven
acquisitions in new geographies. It also outlines avenues for future research,
such as reassessing the impact of the 2024—2028 investment program once data
become available, and conducting comparative analyses with other Saudi and
regional food companies.

Keywords: Almarai, international expansion, sustainable growth, Sustainable
Growth Rate (SGR), Triple Bottom Line (TBL), Uppsala model, OLI paradigm,
Ansoff matrix, acquisitions, regional markets.
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