.1
September 2 O 1 6

Master Thesis

Pernille Reitz Hgjgaard

The incentives, benefits and challenges of increased collaboration in supply
chain relationships

Supervisor: Nicolai Pogrebnyakov, Department of International Economics
Total number of pages: 155

Standard pages: 77

STUs: 170.241

Hand-in date: September 15, 2016

Copenhagen Business School, M.Sc. in International Business




Abstract

The global business environment is far more competitive today, than just a few decades ago, and
the quest for sustainable competitive advantages in the market therefor requires the
development of dynamic capabilities, such as collaboration and coordination in the supply chain,
which go beyond the individual company’s inherent resources. In order to be competitive in the
global market, companies should increasingly be able to act as supply chain networks, instead of
single entities competing against each other. There has been a tendency to focus primarily on
the internal environment of companies, while the focus on building strong relationships
between focal companies and suppliers have been neglected. However, this has received
increasing attention in recent years. This thesis sets out to examine the benefits that arise when
increasing the intensity of strategic collaboration in the supply chain, but also to shed light on
the challenges that companies meet when attempting to exercise this task. It also examines the
measures of collaboration that companies should implement in order to improve collaboration
in the supply chain, and whether increased collaboration between focal companies and suppliers
lead to dynamic capabilities that improves the competitive advantages of the companies.

The topic in question is analyzed primarily using Alexander’s theory of inter-organizational
collaboration and coordination, Barney’s resource-based theory and the theory of dynamic
capabilities as presented by Teece. Additionally, the ideas and frameworks of a range of scholars
who have researched the topic previously, support these theories. The analysis is based on
gualitative data, in the form interviews with managers of focal companies and supplier
companies and a set of speeches held at a conference on the topic. The companies who have
been interviewed are all production companies, and are part of an initiative by Danish Industry
called ‘Stram Keaeden’, which has set out to improve the collaborative efforts of Danish
companies. A conceptual framework is created and applied in order to analyze the qualitative
data that have been collected.

The thesis ends up proposing a revised conceptual framework, adding measures and challenges
of collaboration that have not been addressed to a large extent in previous research. In this it is
found that managers of supply chains should be especially focused on trust building, top
management support, the internal culture of the companies and supplier ownership and
autonomy, for supply chain collaboration to be effective and thereby lead to superior

performance in the market by the entire network of companies.
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Introduction

Supply chain management is a boundary spanning activity, implicating that cross-functional
and inter-organizational efforts are important, and it is argued that collaboration and
integration of processes is key to success in the supply chain. This should not only take place
within firms, but between firms as well. These inter-organizational relationships are thus
increasingly important in ensuring business success and competitive advantages in the
market, as competition and the search for competitive advantages in the market have
accelerated the past decades (Chen, Daugherty, & Landry, 2009; Fawcett, Wallin, Allred, &
Magnan, 2009; Soosay, Hyland, & Ferrer, 2008). For the supply chain strategy of businesses
to be successful, they should include a focus on integration, cooperation and collaboration,
which demand aligned objectives, open communication, sharing of resources, risks and
rewards (Soosay et al., 2008). The effectiveness of supply chain networks, partly determines
their overall competitiveness internationally and against competing technologies (Petrick,
Maitland, & Pogrebnyakov, 2016).

One of the industries that has proven to be quite successful in the area of supply chain
collaboration for many years is the OEM industry. A study has shown that 72 % of the
financial performance of OEMs can be explained by their supplier relationships (Appendix 9),
which highlights the importance of this issue for companies. The same study has been made
in other industries as well, where the results are somewhat similar. Following the latest
financial crisis, it seems there has been a tendency to focus on trimming companies in order
to achieve productivity growth, and supplier collaboration has not been a priority. This is a
clear problem, as the argument is that effective supply chain collaboration can be an
important factor in increasing productivity growth (Mortensen, 2016b).

The topic of supply chain collaboration is not a new phenomenon. In recent years, a large
amount of research has been conducted in the area of collaboration in supply chains, and a
vast amount of this literature has been reviewed for the purpose of this thesis. What this
thesis then seeks to do is compare the practical experiences of companies engaging in
increased collaborative efforts in the supply chain, to the findings of theory and previous
research. This is done through a case study of companies involved in an initiative called

‘Stram Kaeden’. The project is initiated by Danish Industry (DI), which focuses on increasing



collaboration in a range of supply chains. The focus is on strategic collaboration, centering
on efficiency, quality and innovation improvements. The companies have around 60-80 % of
their operational costs located outside the focal company (Dansk Industri, 2015), and, with a
tendency to increasingly outsource more complex and finished products to the suppliers, an
even larger part of the costs may be situated outside the company in the future (Wiegand,
2016). This clearly highlights the importance for companies to focus on supply chain
collaboration and relationships; as a CEO of one of the case companies states: “A company is
never better than its worst supplier” (Jgrgensen, 2016). 95 % of the companies who
participated in the project stated that their suppliers are strategically important to their
business, but only 50 % said that they actually focus on and allocate resources to the area of
supplier development and improving relationships (Tholstrup, 2015). This thesis then seeks
to look into the experiences of the companies who then engage in increased collaboration in
their supply chain. A range of benefits arises, but they also face challenges and obstacles in
the process of improving supply chain collaboration. It is the argument of the thesis that
Danish companies are falling behind in terms of the maturity levels of supply chain
collaboration, and that there are several areas in which they need to improve their efforts.
At the same time, it is found that the efforts they are currently employing have already lead
to several advantages for them.

Following this, the thesis seeks to answer the following research question and sub questions:

What are the benefits and disadvantages of increased intensity of collaboration and
coordination in supply chain networks?

* How is higher intensity of collaboration reached through collaboration measures?

* Does increased supply chain collaboration provide the companies with dynamic

capabilities that lead to competitive advantages in the market?

While the analysis is based on the experiences of Danish companies, who are primarily
operating in the Danish business environment, it is argued that the findings are scalable to
the international business environment as well, and that the findings, as such have

implications for international business strategy.



The research question is answered on the basis of a theoretical foundation, which consists of
collaboration theory (Alexander, 1995; Thompson, 2011), a vast amount of previous
research in the area, and last the resource-based view (J. B. Barney & Clark, 2007; Grant,
1991), which provides the basis for discussing whether supply chain collaboration leads to

companies developing dynamic capabilities.

Delimitations

The topic of supply chain collaboration involves a large range of factors, and can be studied
from many different perspectives, and hence choices have been made in terms of industry
and angle of investigation. The limitations of this thesis are briefly presented in this section.
First of all, the focus is on production or manufacturing companies, as it is argued that the
supply chain dynamics and relationships may be very different in retail or service industries.
Secondly, the focus is on the strategic or critical suppliers (whose products are either high in
volume or of high risk to the focal companies), as no focal company will have the incentives,
or the resources, to engage in close partnerships with all of their suppliers. So the
relationships that are merely transactional in nature are not important for the purpose of
the thesis.

Lastly, it is important to state that, while the analysis is based on empirical data obtained
from Danish companies only, they are all part of an international business environment, and
the processes and relationships they are engaged in can be replicated in their international
relationships. Also, it is not found that the experiences of the Danish companies vary
significantly from that of companies in other countries. As such, the findings are not argued
to be delimited to the Danish business environment, but have implications for international

business as well.

Structure of the paper

The thesis takes on a deductive structure, as the chosen theory is tested through the
sampled empirical data (Ankersborg, 2011), conducted primarily through interviews. It takes

on a structure that creates a logical flow in order to follow the argumentation of the thesis.



The following section, section 2, presents the theoretical framework that is the basis of the
analysis of the thesis. The main theories are those of coordination in inter-organizational
relationships (Alexander, 1995), the resource-based view (RBV) and dynamic capabilities (J.
B. Barney & Clark, 2007; Teece, 2009). It is supported by a literature review that looks into
how researchers have addressed the topic of supply chain collaboration previously, and how
the RBV and collaboration in supply chains have been connected previously. This review of
literature has also provided an understanding of the tools, incentives, benefits and
challenges that have been found in supply chain collaboration. This creates the foundation
to compare the empirical findings to both theory and previous research. The section is
divided into 5 parts, and is concluded by presenting a conceptual framework, which will be
the basis for analysis and discussion.

Section 3 describes the methodology, research design and research approach of the thesis,
and provides arguments and reflections as to how this thesis contributes to the already vast
research in the area of supply chain collaboration. The research is highly qualitative in
nature, and is based on a few in depth interviews with people that are central to the
organizations and to supply chain management. This method is different from many of the
previous studies of the topic, and this is addressed in this section as well. The section also
briefly describes the case companies and the quality of the interviews that have been
conducted.

Section 4 summarizes the main findings of the research conducted in the thesis, based on
both primary and secondary data. It seeks to quantify the findings in a highly simple manner,
in order to detect some of the main issues of supply chain collaboration.

Section 5 provides an analysis and discussion of the qualitative data, in which the findings
are analyzed in relation to the conceptual framework, while the implications of the findings
are simultaneously discussed. The section concludes by presenting a revised conceptual
framework, in which factors that have not previously been highlighted by the theoretical
foundation are added to the framework, as they are found to affect the intensity of
collaboration in supply chains.

Lastly, section 6 is a short conclusion of the thesis, including suggestions for further research

in the area.



Definitions

Prior to presenting the theoretical framework of the thesis, a brief outline of central

concepts, which will be mentioned and applied throughout the thesis, is provided.

Supply chain management (SCM): The process of planning, executing and controlling
interdependencies of activities, carried out by different supply chain members. It is set of
approaches that are implemented to efficiently integrate suppliers, manufacturers and
stores, so that goods are produced and distributed in the right quantities, to the right
location at the right time, in order to minimize system-wide costs. This is done by
exchanging information between suppliers and end customers within an extended supply
chain (Gunasekaran, Lai, & Edwincheng, 2008; Simatupang, Wright, & Sridharan, 2002; Zare
Mehrjerdi, 2009).

Supply chain linkages: Explicit or implicit linkages that firms create with the critical entities of
its supply chain in order to manage the flow and quality of inputs from suppliers into the

firm (Tan & Cross, 2012)

Coordination and collaboration: Coordination in supply networks encompasses multiple
forms of relationships between customers and suppliers with different degrees of longevity
and formality. The longer-lasting relationships with greater amounts of trust and pooled
resources are labeled as a ‘collaboration’ (Petrick et al., 2016). Throughout the thesis, the
concepts of coordination and collaboration are termed simply as ‘collaboration’, and are not

as such differentiated.

Inter-organizational coordination (I0C): All types of coordination that buyers and suppliers
gather through their supply chain activities, implying their ability to search for, analyze and
act on supply chain issues from both supplier and buyer perspectives (Cheng, Chen, & Mao,

2010; Tan & Cross, 2012).



Competitive advantage: competitive advantages are created when a firm is able to create
more economic value than the marginal competitor in its product market. Several firms in
one industry can hold competitive advantages, as a firm with competitive advantage does

not need to be the best performer in all dimensions (J. B. Barney & Clark, 2007).

Sustained competitive advantage: when a company is creating more value than the marginal
firm in its industry and when other firms are unable to duplicate the benefits of this strategy,

a sustained competitive advantage arises (J. B. Barney & Clark, 2007).

The theoretical foundation

Various studies have taken different approaches to explaining supply chain coordination,
such as transaction cost theory, network theory and resource-based theories (Barringer &
Harrison, 2000; Cao & Zhang, 2010; Gulati, Nohria, & Zaheer, 2000; Tan & Cross, 2012). The
main theoretical aspects drawn upon in this thesis will be that of collaboration and
coordination in supply chains or inter-organizational networks and an extended resource-
based view of the firm and the development of dynamic capabilities. The idea is to see
whether it is found that the tools and modes of coordination that increase the intensity of
collaboration in the supply chain also have the ability to develop valuable resources and

dynamic capabilities for the companies involved in collaborative activities.

Inter-organizational coordination and collaboration

This section will present theories of coordination and collaboration, and the factors that
enable and inhibit inter-organizational collaboration (I0C) between firms, as this will be one
of two main foundations for analysis in the thesis. Collaboration and coordination literature
and theory have been applied in many different areas of research ranging from supply chain
collaboration (Petrick et al., 2016; Prajogo & Olhager, 2012; Soosay et al., 2008; Subramani,
2004) to global political economy (Aggerwal & Dupont, 2011; Cooper, 1985) or humanitarian
relief issues (Balcik, Beamon, Krejci, Muramatsu, & Ramirez, 2010; Kovacs & Spens, 2007).
The tools and types of coordination vary from research area to research area, and in supply

chain collaboration it is the more generic tools such as contracts and other forms of

10



formalization, along with informal types of coordination such as joint training, meetings and
conferences, that are the most common (Alexander, 1995). This section looks into the more
generic theories of coordination and collaboration, while a latter section will go further into
the connection between collaboration and supply chain management in particular.

IOC recognizes interdependencies between companies and deals with ways of coping with
these interdependencies. Thompson focuses on the internal aspects of organizational
design, and argues that organizations grow in order to incorporate what would otherwise be
serious contingencies (Thompson, 2011). In the same way it may be argued that, in 10C,
companies grow networks and engage in tighter links in order to avoid contingencies. One
theory of organization is exchange theory, which explains organizational relations and
behavior by resource exchange, and proposes this as the main incentive for companies to
engage in IOC. Organizations often exist in an environment, where resources are critical, and
therefor other organizations’ resources are critical for survival (Alexander, 1995). This theory
aligns well with the extended resource-based view, which will be returned to later on, and
justifies why the resource-based view is applied to the issue of supply chain collaboration.
Collaboration is best described as an inter-organizational relationship type, in which
companies agree to invest in resources, mutual goals, information sharing and joint decision-
making. It is formed as a mean of sharing costs, pooling risk and gaining access to
complementary resources (Soosay et al., 2008). The structures of collaboration provide a
good basis for analysis and research, and are relevant to this thesis as these structures are
needed in the process of connecting decisions and actions of several organizations, for the
purpose of undertaking tasks that could not be accomplished is the organization was acting
on its own. The interaction between companies transforms them from isolated, independent
units into parts of a system (Alexander, 1995). It is these interactions, and the practical

implications of them, that will be the focus of this analysis.

Enablers and inhibitors of inter-organizational coordination

There is a range of aspects that can either enable or inhibit 10C, and it is the argument of
this thesis that firms need to improve the ways in which 10C is enabled, in order for
collaboration in the supply chain to work effectively. The following table lists some of the

main factors that are found to affect IOC (Alexander, 1995):
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Table 1: 10C Enablers and Inhibitors

Enabling 10C:

Inhibiting 10C:

A pluralist world view will stress innovation and
cooperative action

A narrow world view focused on local concerns and
the organization’s mission

Socialization of members, leadership attitudes and
staff training may increase accessibility to other
organizations

The same factors may inhibit 10C, if a self-centered
culture is fostered.

A culture of trust is vital for IOC to happen

Rapid turnover of personnel

Task standardization

Task customization

Acknowledging that cooperating may help solve
shared problems or achieve collaborative learning.

If exchange of data and resources is perceived by
managers to be a threat to the control of valuable

information.

Many benefits of coordinated efforts may be difficult
to weigh against the costs of coordinated efforts.

A history of good relations with other organizations Underestimating the time and resources that needs to

be dedicated.

If there is a lack of I0C between organizations, due to a failure to recognize the
interdependencies among the companies, then managers must assess the feasibility of
changing attitudes. If that can be done successfully, then there has to be an assessment of
the organizational characteristics of the other company—are they outward-looking,
innovative, adaptable with good people in boundary spanning roles or are they rigid,
formalized, hierarchical and self-focused (Alexander, 1995)? This assessment of partners is
also emphasized in literature on supply chain collaboration, and will be returned to as it is

also an important aspect in the analysis.

Supply chain collaboration

This section seeks to relate the theories and ideas of coordination and collaboration to SCM
in particular, and hence focuses on the collaborative supply chain and the elements that
foster the success of this.

Today, manufacturing firms are becoming increasingly focused on core competencies, which
increases the reliance on their strategic suppliers. The trend is therefore to build long-term
relationships with suppliers, rather than continuously engaging in short-term contracts. The
relationship with suppliers is, to a greater extent, enhanced into a strategic level, where

suppliers are considered an integral part of a company’s operations. Focal companies use
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fewer suppliers over a longer period of time (Prajogo & Olhager, 2012). This tendency will
also be explored in the analysis later on, as it does contribute to concerns for the companies,

as well as bringing advantages to their operations.

Collaboration tools

The type of interdependence that links a pair of organizations will have a significant impact
on the form of 10C that they adopt. In supply chains, which are the object of this thesis,
companies will often exhibit sequential interdependence, where one unit’s output is the
input for another unit in separate organizations. If the input is relatively standard and widely
available in the market, then sequential interdependence is easily mediated through
purchase or contract. However, if the interdependence involves an exchange that demands
more transaction specific resources, then other coordination mechanisms may have to be
implemented (Alexander, 1995). In this thesis the focus is on those activities that go beyond
merely purchasing and contracts, as the suppliers are of critical or strategic nature to the
focal companies. As such the interdependence often involves exchanges of more transaction
specific resources.

There is a range of ways that companies can organize their collaboration activities, such as
strategic alliances, joint ventures, cooperative arrangements, virtual collaboration, vertical,
horizontal and lateral integration (Soosay et al., 2008). Cooperative arrangement may be the
type of collaboration that best describe most supply chain relationships, as it emphasizes the
sharing of resources in pursuit of business goals and the redesigning of both process and
products. In cooperative arrangements, companies also shift from the aforementioned
contractual and mere purchase relationships into more trusting relationships, where the
parties are encouraged to take a more long-term view of relationships (Soosay et al., 2008).
It is also the argument of this thesis that these types of relationships increasingly are the
future of supply chain collaboration. Within the supply chain and cooperative arrangements
integration may take different forms, for example vertical integration, which has long been a
major way of expanding organizational domains in order to reduce contingencies
(Thompson, 2011). Vertical integration between supplier and producer enables a better
physical and information flow through, for example, inventory management or

transportation systems. Horizontal integration occurs, as opposed to vertical integration,
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when organizations at the same level of the supply chain form cooperative arrangements,
like sharing a warehouse or manufacturing capacity (Soosay et al., 2008; Thompson, 2011).
This latter type of integration will, however, not be the center of the thesis, as the focus is
on buyer-supplier relationships.

Whereas these types of collaboration are all related to the more strategic level of 10C, there
are a number of more concrete and specific activities or types of linkages, that will be
termed here as the collaboration tools. These include both informal and formal collaborative
mechanisms that companies can implement. The informal tools include interpersonal
contact and informal channels of communication, such as telephone contacts or ad-hoc
meetings. It is argued by Alexander that these informal tools may be the most common ones
found in 10C. Formal coordination tools may be more structural coordination devices, such
as formalization and standardization of tasks through blueprints and schedules. It also
includes linkage devices such as inter-organizational agreements and contracts that assign
responsibilities and regulate resource exchange (Alexander, 1995). While Alexander argues
that informal tools were the most common ones in 1995, this thesis argues that today, as
collaboration in supply chains become increasingly important, more formalized tools are
necessary in inter-organizational activities. Another important set of tools that companies
may implement in I0C, which are highly relevant in today’s environment, are information
sharing tools, which include both structural tools such as committees, task forces or
collocating activities, and also the organization of meetings, conferences and seminars,
where the goal is to enhance the parties’ appreciation of mutual problems (Alexander, 1995;
Yu, Yan, & Cheng, 2004). This form of collaboration is one of the main components of 10C
detected in the analysis in this thesis.

In the context of supply chain management, collaboration can be viewed as an act of
properly combining a number of objects, in order to achieve a common ‘chain goal’, where
supply chain efficiency is achieved through supplier capability and a strong interface
between buyer and supplier (Chakravarty, 2014). The nature of collaboration and
relationships between buyers and suppliers vary across the supply chain, and focal firms
often develop only their critical or strategic suppliers, as not all suppliers are capable of

supporting buyers in their strategic objectives (Chakravarty, 2014; Walbom, 2016a). This is
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also the case for the companies studied here, as the focus of collaboration is only on the

suppliers that they see as strategic to their core business. The figure below illustrates what

characterizes these suppliers (Dansk Industri, 2015), and it is seen that the actions that

should be emphasized in order to reach increased intensity of collaboration are that of

forming long-term partnerships, joint product development and collaborative planning.

Figure 1: Krajlic' Taxonomy of Suppliers
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Supply chain relationships can be defined by various levels of maturity, and it is argued that,

with standard and volume suppliers, it is perfectly adequate to be situated somewhere

around level 1 or 2. It is, however, important that companies manage to transfer their

relationships to levels 3 or 4 with the few strategic suppliers that they have, and this is found

to be quite a challenge for the companies of the analysis. The figure below illustrates the

levels of maturity that supplier relationships can exhibit (Dansk Industri, 2015), and will aid

in determining the types of relationships that are found between the case companies.
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Figure 2: Supplier Relationship Maturity Levels
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The groundwork for successful collaboration among independent firms is based on high
levels of mutuality and the focus of collaboration. Mutuality strengthens the closeness that
is needed in order to better coordinate activities and it arises when there is
complementarity and coherency of activities among the partners or members of the supply
chain. Complementarity of processes is shaped when chain members collectively manage
interdependencies between logistics activities, in order to create value. Coherency of
understanding refers to the degree of reasoning that arises across organizational borders,
through disseminating common understanding. In order to accomplish coherency among
chain members, they need to share information and knowledge that helps all parties
understand the process interdependencies (Simatupang et al., 2002). These two factors will
be highly relevant to the analysis later on in the thesis, as they lay the groundwork for the
companies’ understanding of collaboration efforts.

Besides mutuality, the focus of collaboration is important and emphasizes the operational,
strategic and organizational linkages among the companies. These linkages refer to the
interface between companies, where they need to make joint decisions. The operational
linkages are focused on the integration of independent processes and information flows, and
enable, for example, coordinated distribution and logistics (Petrick et al., 2016; Simatupang
et al., 2002). Strategic linkages are those that add value through the core competencies of

the companies involved or create a wider innovative capability than that of each individual
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company, such as coordinated new product development (Petrick et al., 2016). The
organizational linkages consists of the interconnected actors who argue their own interests
while trying to carry out collective action at the same time (Simatupang et al., 2002). These
modes of collaboration may lead to higher profitability throughout the supply chain, if
mastered (Simatupang et al., 2002; Zare Mehrjerdi, 2009). It is particularly the operational
and strategic linkages that will be the nexus of this analysis, as the organizational linkages
focus more on the actor and bargaining power part of business, which are not the main
focus of the thesis.

The following table summarizes some of the collaboration modes that have been found in
research to be employed by companies in order to increase the intensity of collaboration in
the supply chain, and are argued to do so, by improving operational and strategic linkages

(Chakravarty, 2014; Simatupang et al., 2002; Zare Mehrjerdi, 2009).

Table 2: Collaboration Modes

Collaboration mode: Characteristics:
Integration (strong form of - The supply chain becomes integrated, when a chain of
collaboration) organizations is involved in the designing stage, manufacturing

process, shipping and delivery and end customer service.
- Integration makes sure that transactions among organizations
interface with existing internal and external applications.

Logistics synchronization - The market mediation function of a supply chain. Matching the
variety of products with customer needs.

- Should focus on core activities and subordinate supporting
activities = ensuring value creation.

- ltis ensured through customer definition, customer value
identification and value chain process design.

- Reduces uncertainty, variability and lead-time = reduces
inventory costs and increased customer service levels.

Automation - The automation process of supply chain collaboration is enabled
through the information sharing about inventory, sales, demand
forecast, product planning and production scheduling.

Information sharing - Avoiding asymmetric information, which is usually inherent in
supply chains, as members have private information, they wish to
keep.

- ITis a key enabler of information sharing, and may help partners
gain visibility of customer demand, resource planning and
contract issues.

- Information sharing acts as the glue that integrates all chain

members.
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Incentive alignment and co- - Defines how the decision makers are rewarded or penalized for

operative norms the decisions made.

- Avoid incentive schemes that are based on local costs and short-
term concessions, as they do not add value to the end customer.

- Create incentive schemes linked to global performance, reflecting
both value creation and profitability = incentive alignment.

- Agreed standards of conduct

Collective learning - The practical learning that partners gain from one another creates
understanding and capabilities, which can help implement
logistics improvement initiatives in the chain.

- Transferring knowledge is key in the change process, through

personal communication, reports or joint training.

Trust - When trust is high and managers can depend on each other’s
information, decisions can be made easier and faster.

- Products and ideas are able to flow freely and may help the
processes of design, implementation and management, which is
value creating to all parties.

- Partnerships can easily exist in the absence of trust; however, the
effectiveness of the partnership will be hindered.

- Trustis not a major factor in transactional relationships, but is
critical in strategic relationships.

Relationship-specific investments - Non-transferable investments, such as modified platforms for
information exchange, training and relocation of facilities for

proximity.

These modes of collaboration play an important role in integrating the supply chain network,
which is important as companies are increasingly leveraging the specialized competencies of
their suppliers in order to generate customer value, and benefit from collaboration through
joint development of products and processes by sharing resources. Supplier integration is
achieved through the blending of supplier and buyer activities, using both buyer and supplier
resources. For this setup to be effective, strategic suppliers should be involved early on in
activities such as design, engineering, production and sourcing, as this makes the supplier a
stakeholder in the development process and creates a larger sense of responsibility, which
furthers trust and inter-organizational learning (Chakravarty, 2014). Furthermore, some of
these collaboration modes combine a number of fragmented skills enabling the companies
to gain new skills from each other, which enables the companies to close skill gaps. It is also
important that all partners contribute unique capabilities in order to maintain influence in
the supply chain and, as collective learning continues, trust grows among the parties, which

increases the possibilities for further innovation and performance improvement
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(Simatupang et al., 2002). This idea is largely connected to the ideas of the extended
resource-based view and dynamic capabilities, which one of the following sections will go
further in to.

Companies have to accept the fact that collaboration may necessitate certain changes in
operations and an alignment of incentives of the partners, which requires an equitable
sharing of risks and rewards (Chakravarty, 2014). This is one of the challenges that proves

difficult to some companies in the process of increasing intensity of collaboration.

The collaborative supply chain

As already emphasized, the idea behind closer collaboration in supply chains is that
companies are not able to compete in today’s business environment on their own, as
customers are more demanding and competition is accelerating. Therefore companies
engage increasingly in supply chain collaboration in order to reduce risks and share rewards,
which may lead to better overall performance (Zare Mehrjerdi, 2009). The main drivers of
supply chain collaboration are both cost and customer oriented. The cost oriented drivers
are those of cost savings, higher efficiency and lower inventory levels, while the customer
oriented drivers are improved service levels and responsiveness to market needs (Chen et
al., 2009). The vision of supply chain collaboration should be built on a number of principles
for it to work efficiently, namely: quality leadership, customer focus, driven by demand,
collaborative partnerships, integrated information systems and strategic partnership and
trust (Zare Mehrjerdi, 2009). These principles will be investigated in relation to the cases of
the analysis.

This development within SCM has been termed the ‘collaborative supply chain’, and another
strategy related to this is the responsive supply chain (RSC), which also accommodates the
changing competitive environment by creating flexibility and responsiveness. The RSC is
defined as a network of firms that is capable of creating wealth in a competitive
environment by reacting quickly and cost effectively to changing market requirements,
developing a suitable network of collaborative companies based on their core competencies,
and by leveraging people and information in a speedy manner (Gunasekaran et al., 2008).
Some scholars have named collaboration as the driving force behind effective SCM, and say

that collaboration may be the number one core capability (or dynamic capability) for
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companies. The optimum performance by companies engaged in supply chain collaboration
is achieved through a focus on reducing costs, accelerating operations and improving quality
in both the focal companies and the supplier companies. By gaining cross-company visibility
and control, companies can identify and pursue opportunities for improvements in the
supply chain processes and, as such, both suppliers and buyers may benefit from supply
chain collaboration (Zare Mehrjerdi, 2009). While collaboration may be the driving force
behind effective SCM, it is, however, found that many companies are only in the early stages
of 10C, as managers spent significant resources on ‘navigating their own harbor’, rather than
focusing on forming external relationships (Chen et al., 2009). This is why the topic is highly
relevant to explore, in order to determine some of the factors that are currently not being
executed effectively.

When managing these collaborative supply chain relationships, there is a range of factors
that managers should focus on. A main factor, which has also been mentioned in the theory
section, is that of trust, flexibility and commitment. Furthermore, companies need to focus
on creating a good organizational setup for information sharing. Lastly, managers in both
focal companies and supplier companies need to focus on conflict resolution and acting as
fair and strong partners. When setting up these collaborative arrangements, one also needs
to focus on the strategic aspects of the situation that the companies find themselves in if
they wish to create long-lasting relationships. Choosing the right collaborative partners is
crucial, and is carried out by matching inter-organizational needs and capabilities. The
involved companies also have to clearly define the goals of the collaborative arrangement
beforehand, and often this has to be formalized. The level of formalization may vary, but is
always important as it sets the expectation for the strategic collaboration, and hence is
necessary for performance of the collaborative relationship (Alexander, 1995; Dyer &
Nobeoka, 2000; Yu et al., 2004; Zare Mehrjerdi, 2009). This is also emphasized by the
collaborative ideas of formal arrangements, as mentioned in the theory section.

When companies want to form an RSC, there are a number of enablers or factors that they
need to engage in. The enablers of RSC can be identified as strategic planning, virtual
enterprise and knowledge & IT management (Gunasekaran et al., 2008). Strategic planning is

needed in order to achieve agility in the supply chain and, as achieving agility requires
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radical changes in business processes, there are a number of strategies that can be
employed in order to facilitate strategic planning: a network of collaborative firms, supply
chain partnering, IT systems, top management support, employee empowerment and
development of contract manufacturers. The virtual enterprise is also a way to achieve more
agility in the supply chain by developing partnerships based on core competencies and, is in
a way, an extreme form of collaboration. As each partner brings core competencies to the
partnership, the success of the project depends on all companies working together as a
single unit. This form of collaboration or integration usually proves very difficult, and a range
of strategies need to be implemented in order to adopt the desired collaboration intensity:
strategies of communication, training and goal deployment, strategy for supplier selection,
developing and maintaining relationships and empowerment of teams (Gunasekaran et al.,
2008). The RSC also has to be supported by a framework for data management and
knowledge sharing. The role of IT and knowledge sharing will receive attention in a section
on its own, as it is one of the main enablers of success in the collaborative supply chain
(Croom, 2005; Devaraj, Krajewski, & Wei, 2007; Fawcett et al., 2009).

An industry that has received attention for many years in relation to effectively managing
supply chain collaboration is the OEM industry. For years Toyota was mentioned as the
prime example of how to manage lean production and supplier networks, but in recent
years, however, they have received criticism and have been less successful in these efforts,
especially in the wake of the financial crisis (Appendix 9).

However, it makes sense to briefly describe the tools and collaboration modes that were
employed by Toyota when they were at their best as these are all argued to be necessary
when forming a solid foundation for collaboration in the supply chain. It is largely argued
that the relative productivity advantages enjoyed by Toyota for many years can be partially
explained by their ability to create and manage network-level knowledge sharing processes
(Dyer & Nobeoka, 2000). They have also managed to foster close collaborations in technical
exchange, product development, production planning and in coordinating component
supply and demand (Fane, Vaghefi, Deusen, & Woods, 2003).

It is argued that it has been difficult for US firms to reach the same type of collaborative

efforts, as there is much greater reluctance to share information and trade secrets.
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Furthermore, there has been reluctance and unwillingness to acknowledge the need to
accept new ways of thinking, and an acknowledgement that the supply chain systems should
be reflect a larger commitment from the anchor companies, the employees and the
suppliers. The collaborative supply system in itself is not fairly complicated, but establishing
and implementing it is exceptionally demanding (Fane et al., 2003).

Companies who wish to improve collaborative efforts in their supply chain may take away
some of the learning that Toyota’s development of supplier networks has brought. They
might do so, through the development of ties among focal companies and suppliers. Weak
ties are established through mere communication and getting the right people to talk to
each other (Dyer & Nobeoka, 2000). This may actually be a difficult task in itself, which is
also emphasized by one of the companies in the analysis. Stronger ties can be developed
between focal company and suppliers, by having people assigned to supplier development
and have them create a norm of knowledge sharing and openness (Dyer & Nobeoka, 2000).
Trust and commitment among supply chain members enable them to work even closer and
address common challenges and changes in the market (Chen et al., 2009). These are all
issues that are found in the analysis to be the main focus of the companies, but also areas

that they still struggle with.

Knowledge management and information sharing

Throughout literature on supply chain collaboration, IT management and knowledge sharing
is mentioned as a key enabler. It is argued that information sharing through e-business
technologies is a fundamental element of supply chain collaboration (Gunasekaran et al.,
2008; Subramani, 2004; Yu et al., 2004).

The integration of information flows is an essential part of supply chain collaboration in
sharing transactional, strategic and operational data, and it is highly important to implement
the appropriate systems for supporting all forms of collaboration. Better information sharing
should lead to stronger overall performance of the supply chain and improve supply chain
relationships, promoting unique forms of collaboration (Cheng et al., 2010; Fawcett et al.,
2009; Yu et al., 2004). This is also emphasized in the RSC, where it is argued that e-business
systems are necessary in order to achieve agility, as they will likely reduce service costs and

response time to customers (Gunasekaran et al., 2008). It is important to underline that
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knowledge management systems need to be governed by behavior similar to that
emphasized throughout collaboration theory, namely based on trust, commitment and
interdependence among the partners involved (Cheng et al., 2010). Yu et al. identify three
information levels that companies in a supply chain can be engaged in, namely
decentralized, coordinated and centralized control of information. It is argued that the latter
would be most beneficial to all parties. Here information sharing is based on electronic data
exchange where all companies can retrieve the same information in a synchronized manner.
In decentralized control there is no actual coordination of order and information sharing
between the parties, and this is actually found to be the case in some of the companies.
With coordinated control, it is mainly the manufacturer (the buyer) who make their
decisions based on knowledge and information from the supplier (Yu et al., 2004).

While Yu et al. argue that everyone will be better off when implementing knowledge sharing
systems of centralized control, Subramani argues otherwise, namely that relationships
between suppliers and focal companies are often asymmetric, and that benefits from e-
business technologies are often more beneficial only to the focal companies, as costs and
activities are often shifted to the suppliers (Subramani, 2004).

While scholars seem to agree that IT and knowledge sharing is crucial, many companies have
not been successful in using IT systems effectively, as they have invested in advanced
technologies, but failed to develop non-imitable capabilities that create long-term
competitive advantages (Fawcett et al., 2009). One of the reasons why information sharing
systems may have failed in some instances is the uncertainty that arise between companies
due to lack of perfect information. If everyone was willing to share everything, everyone
would have more information and there would be an improvement of the system. However,
due to lack of trust between the parties, this is not always going to happen (Yu et al., 2004).
Lastly, Prajogo & Olhager argues that better IT capabilities and communication contribute to
a better platform for both parties to engage in supply chain collaboration and problem-
solving activities. They emphasize a number of factors that enables the effective
collaborative supply chain. Logistics integration allows companies to adopt lean production
systems, which are characterized by reliable order cycles and inventory reduction. Supply

chain information integration has to be supported by technical aspects and also social
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aspects, such as information sharing and trust, in order to reap the full benefits from it. Here
they also highlight the importance of the willingness to share information, and argue that
investments in IT systems may be obsolete if companies do not share strategic supply chain
information and only share transactional data, such as materials and product orders (Prajogo

& Olhager, 2012).

The opportunities for e-business in supply chain collaboration

E-business is quite a broad phenomenon and is defined as “the use of systems and open
communication channels for information exchange, commercial transactions and knowledge
sharing between organizations”. It includes a large range of systems from the very common
e-mail to more complex and integrated systems such as ERP and Intranets (Croom, 2005). In
the context of SCM, a company’s e-business strategy refers to the way in which these tools
are selected and used for the needs of integration (Cagliano, Caniato, & Spina, 2003).
Effective e-business strategies are of essence in today’s SCM environment and for obtaining
effective supply chain collaboration.

Investments in IT based systems play an important role in value-creation in supply chains, as
they are a way of mediating, developing and deploying capabilities in inter-organizational
relationships. They enable high volumes and complexities of information to be
communicated, help manage supply chain activities and facilitate the alignment of
forecasting and scheduling of operations between focal companies and suppliers (Prajogo &
Olhager, 2012; Subramani, 2004). Furthermore, it is contended that integration of systems
and processes in the supply chain leads to overall network wide efficiencies as firms seek to
optimize operational performance it is necessary to seek inter-organizational answers to
logistics problems (Croom, 2005; Devaraj et al., 2007; Smart, 2008). Such integration
requires support from IT systems and technology, as e-business technologies support
customer and supplier integration in the supply chain (Devaraj et al., 2007).

The possible benefits from e-business and IT implementation in supply chains are plentiful,
and e-business can be seen to impact supply chain structures, coordination and relationships
as it aids companies in capturing and sharing real-time information and improves other
collaboration measures, such as demand planning and forecasting (Croom, 2005; Devaraj et

al., 2007). Other benefits of e-business implementation are: cost performance from
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improved productivity, improved customer service quality, process capability and
dependability from increased control of material flows in the supply chain (Croom,
2005).The benefits of e-business implementation largely depend on the e-business capability
of the companies, which is their ability to use Internet based technologies to share
information, process transactions, coordinate activities and facilitate collaboration with
customers and suppliers. If companies want to enhance the information integration intensity
of their operations, they need to invest in e-business capabilities. However, many companies
do struggle to implement these e-business initiatives, despite the knowledge of possible
benefits (Devaraj et al., 2007). Some of the barriers to integration through e-business
initiatives may be the fear of loss of control, technological investments, the organizational
focus, general trust issues or the internal structures of the companies (Smart, 2008). It is
found in the analysis that a bulk of the companies has not yet been able to implement e-
business systems in order to improve collaboration further, which is a clear challenge to

them.

Experiences from supply chain collaboration

This section seeks to sum up the benefits that may develop when engaging in supply chain
collaboration, and also the negative effects and challenges that companies have to be
cautious of. It has already been established that companies in supply chain relationships may
indeed benefit, both upstream and downstream, and that negative consequences of poor
collaboration may include higher inventory costs, longer delivery and lead times, increased
transportation costs, higher levels of loss and damage and lowered customer service
(Simatupang et al., 2002). Supply chain members who exhibit higher levels of collaboration
are able to achieve higher operational performance and practice collaborative innovation
activities, which enables overall value creation in the supply chain activities (Soosay et al.,

2008).

The benefits of supply chain collaboration
Supply chain collaboration has the potential to improve overall performance in the supply
chain network, and the many possible benefits are summarized in the table below. In order

for these benefits to be realized, there is a range of factors that the involved companies
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need to focus on first. Trust is extremely important, meaning that all parties must be willing
to be vulnerable to some extent and trust that the other party will perform their actions,
which is beneficial to the entire chain. There also has to be a high degree of commitment
and willingness of all partners to exert efforts on behalf of the collaborative relationship
(participant character). Trust and commitment are both issues that are difficult to formalize
in contracts, and are therefore something that needs to be socially embedded. Furthermore,
the selection of the right partners needs to be provided a good amount of attention as it will
be crucial to the performance of the collaboration. Top management support and interest in
the process of increasing supply chain collaboration is crucial as well, and lastly, IT and

information sharing is a key enabler of successful collaboration (Sherer, 2003), as mentioned

previously also.

Table 3: Benefits of Effective Supply Chain Collaboration

Area

Comment

Researchers

Improved customer service, higher
dependability

Collaborative arrangements may,
for example, improve flexibility
and responsiveness of production,
which improves customer service
in turn

(Rungtusanatham, Salvador, Forza,
& Choi, 2003; Simatupang et al.,
2002)

Lowered costs, lowered
transaction costs, reduced
inventory costs due to lowered
inventory levels, efficient inventory
management

(Chen et al., 2009; Crook & Combs,
2007; Fawcett et al., 2009;
Rungtusanatham et al., 2003;
Simatupang et al., 2002; Soosay et
al., 2008; Subramani, 2004; Tan &
Cross, 2012; Yu et al., 2004; Zare
Mehrjerdi, 2009)

Increased sales

By expanding product sales to new
markets

(Petrick et al., 2016; Simatupang et
al., 2002)

Access to markets, access to
complementary resources, new
knowledge and skills

Gaining access to capital,
employees with special skills,
intimate market knowledge

(Barringer & Harrison, 2000; Cao &
Zhang, 2010, 2011; Petrick et al.,
2016; Zare Mehrjerdi, 2009)

Demand planning, ability to change
volumes quickly, increased
flexibility and responsiveness

(Malhotra & Mackelprang, 2012;
Prajogo & Olhager, 2012;
Rungtusanatham et al., 2003; Tan
& Cross, 2012; Zare Mehrjerdi,
2009)

Sharing and reducing risks,
enhancing visibility

Collaboration allows companies to
share the risks of certain business
projects

(Barringer & Harrison, 2000; Cao &
Zhang, 2010; Crook & Combs,
2007; Tan & Cross, 2012)

Increasing productivity, removing

Closer communication may take

(Cao & Zhang, 2010; Fawcett et al.,
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inefficiencies collaboratively,
rationalizing business processes

away processes that are

unnecessary.

2009; Soosay et al., 2008;
Subramani, 2004; Tan & Cross,
2012)

Improved quality and consistency
through better design for
manufacturability

(Crook & Combs, 2007; Fawcett et
al., 2009; Rungtusanatham et al.,
2003; Soosay et al., 2008)

Reduced delivery lead time and
order cycle times

(Chen et al., 2009; Crook & Combs,
2007; Fawcett et al., 2009;

Rungtusanatham et al., 2003;
Soosay et al., 2008)

Enhanced innovation, faster When companies pool their skills, (Barringer & Harrison, 2000; Crook
& Combs, 2007; Fawcett et al.,
2009; Petrick et al., 2016; Soosay

et al., 2008; Subramani, 2004)

product development there is a higher possibility of

innovating new products

Collaboration between suppliers is not merely a transaction, but it leverages information
sharing and creates a broadened market knowledge, which fosters competitive advantages.
What is important to keep in mind regarding the benefits of collaboration is that they may
not be immediately visible. However, they have strong potential to create long-term
strategic rewards (Cao & Zhang, 2010). This issue also becomes clear in the analysis as it
brings about challenges, for example in relation to the support of top management in the
case companies.

Information sharing and visibility are benefits of supply chain collaboration in themselves,
but are also prerequisites for many of the other benefits, such as reductions in inventory
levels, responsiveness to changing demand, enhanced innovation and improved designs and
increases in fulfillment rates, and thereby improved customer service levels (Tan & Cross,
2012). Supply chain partners also realize many of the benefits, due to the fact that
innovation may arise and innovation is a factor that may lead to higher quality, lower costs,
more timely delivery and an increased efficiency of operations. Suppliers may contribute to
innovation by performing R&D on their own, which absorbs some of the costs that a focal
company would normally have incurred (Soosay et al., 2008). However, this may also be a
two-way street, as focal companies and suppliers sometimes engage in collaborative
innovation, which is intended for the focal company but the supplier is allowed to
continuously use the technology in other products (Appendix 9). In this way, the supplier

also benefits.
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The challenges and obstacles to collaboration

When companies become more focused on core activities, operational activities become
more fragmented, and non-core activities are redirected to suppliers, there is an increasing
operational risk, which emphasizes the increasing need for solid collaboration with suppliers
(Prajogo & Olhager, 2012). The benefits of collaboration in supply chains will be absent when
the members of the partnership pursue their own interests and objectives. If members are
unable to see the impact of their actions on others, then the whole chain will suffer (Cao &
Zhang, 2010). The competitive expectations of companies may lead individual companies to
promote their own business interests at the expense of the collaborative relationship, but it
is important that win-win situations are created, in which all parties collaborate in order to
accomplish business synergy. A state can then be reached where the supply chain can
compete with other supply chains (Cao & Zhang, 2011). In this matter, incentive alignment
and joint decision making processes are extremely important.

The potential disadvantages of IOC may be loss of critical knowledge and information,
management complexities, financial risks, the risk of becoming too dependent on a partner
and cultural clashes (Barringer & Harrison, 2000). In particular, the loss of critical knowledge
is a hindrance to many companies today, as they do not wish to take on the risk of investing
in IT and sharing sensitive information if they fear that this may hurt their core business. In
this case, it is important that firms form strategic long-term relationships (Prajogo &
Olhager, 2012).

Smaller companies need to pay even more attention to how to benefit from supply chain
collaboration, as large and medium-sized companies find it easier to internalize the benefits
and learning that may stem from supply chain collaboration. Their businesses are more
diversified, and as such, transfers can be made in various business areas (Cao & Zhang,
2011).

It is important to note that collaboration in supply chains is only as good as the partners
involved want it to be, as there is no right formula for effective collaboration. The
collaboration is highly dependent on all partners and small penetrations in the collaborative
arrangement may make the entire relationship collapse (Zare Mehrjerdi, 2009). However, if

firms do manage to engage in successful collaborations or networks, they will be superior to
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individual firms as there is a much greater diversity of knowledge within collaborative

relationships (Dyer & Nobeoka, 2000).

An extended resource-based view and dynamic capabilities

What will be presented in this section is an extended version of the resource-based view of
the firm (RBV), as presented by Barney. He argues that superior performance by companies
is due to competitive advantages obtained through the acquisition and control of resources
that are valuable, rare, imperfectly imitable and organized to capture value (J. B. Barney &
Clark, 2007; Grant, 1991). Researchers have long recognized the relevance of the RBV to
logistics and supply chain management research (Chen et al., 2009; Craighead & Shaw, 2003;
Fawcett et al., 2009; Hunt & Davis, 2012), which makes it a relevant theory or framework to
apply in this thesis. However, the traditional RBV of a firm focuses mainly on the internal
processes, whereas various scholars have extended this to incorporate the external
environment as well (J. Barney, Wright, & Ketchen, 2001; Barringer & Harrison, 2000; Crook
& Combs, 2007). It is this extended view that will be presented here, as it aligns to the ideas

of SCM better than the traditional RBV.

The resource-based view

In literature, there are various resource based theories, which all seek to explain the
behavior of companies (Conner & Prahalad, 1996; Grant, 1991; Mahoney & Pandian, 1992;
Makadok, 2001). However, the RBV, as presented by J. Barney, has been one of the most
prominent of these. It is an efficiency theory, which explains the existence of sustained
superior performance of companies. Companies implement specific processes altering their
resource base to become competitive advantages, and these processes are termed dynamic
capabilities (J. B. Barney & Clark, 2007). It is the argument of the thesis that collaboration in
supply chains is one of these dynamic capabilities of companies, which can lead to sustained
competitive advantages.

The main idea of the RBV is that internal resources and capabilities provide the direction of a
company’s strategy and are the main source of profit. While resources are the source of
capabilities, capabilities are the source of competitive advantages. These capabilities involve

complex patterns of coordination between people and resources, and a key ingredient in the
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relationship between resources and capabilities is the ability of organizations to achieve
collaboration and coordination among teams (J. B. Barney & Clark, 2007; Grant, 1991). It is
therefor the argument that the RBV can easily be elaborated into explaining SCM, and the
dynamics of I0C, where companies obtain resources from each other through collaboration.
This view is also supported by Barney, who has elaborated the RBV himself, in arguing that
resource complementarity might be associated with the higher performance of companies,
and that actions towards gaining complementary resources allow companies to obtain new
and valuable capabilities. Strategic alliances or partnerships, which characterize some supply
chain relationships and are a type of I0C, are one way of obtaining these complementary
resources (J. Barney et al., 2001).

For a resource to hold the potential of becoming a source of sustained competitive
advantage, it must exhibit four characteristics. Combined these are termed the VRIO

framework, which is presented below (J. B. Barney & Clark, 2007; Grant, 1991).

Table 4: The VRIO Framework

Valuable - Exploiting opportunities or neutralizing threats in the
environment.

- Enables a company to increase economic value by increasing
customers’ willingness to pay, decreasing costs or both.

Rare - Rare among a company’s current and potential competition.
- A capability which requires the coordination of a large number of
resources, is more difficult for competitors to comprehend

Imperfectly imitable - Resources are only rare or valuable, if the companies that do not
possess them, cannot obtain them thorough duplication.

- Social complexity, like company reputation or supplier
relationships are ways of obtaining this feature for firm resources.

Organized to capture value - Management and organization must implement structures,
systems and policies that capture the benefits from the VRI

resources.

This VRIO framework is also relevant to the discussion of supply chain relationships and
collaboration, based on the argument that IOC leads to a set of combined resources and
capabilities for the companies involved in the supply chain relationship, and that these are a

source of collaborative advantage (Cao & Zhang, 2010).
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The issue of trust is an important part of the RBV, and will also be a central part of the
analysis, as it can arguably be a source of competitive advantage. In order to become a
source of competitive advantage, trust must be available only to a few companies in an
exchange relationship and must often be a semi-strong or strong form of trust, where
parties are assured that their vulnerability will not be exploited in the exchange relationship
(J. B. Barney & Clark, 2007). Trust then increases the possibility of resources and capabilities

exhibiting VRIO characteristics.

Extension of the resource-based view

While the RBV exhibits many features that can help explain the interactions and
collaboration in supply chains, it is rather focused on the internal aspects. It is therefor
helpful to draw on other ideas from resource-based theories. The resource dependency
theory views the company as being embedded in a web of exchange relationships, which is
dependent on other entities in the environment (Crook & Combs, 2007), and as such sees
the company in an external rather than internal context, which is in line with SCM. Resource
dependence theory also argues that companies must engage in exchanges with their
environment in order to obtain resources if they want to prosper (Barringer & Harrison,
2000). As such it also emphasizes, contrary to the RBV, that resources and capabilities
cannot just be obtained and developed internally in today’s competitive environment.
Barney himself also suggests that the RBV might be expanded into becoming more dynamic,
where it is determined where firm resources are coming from and where they are going (J.
B. Barney & Clark, 2007). These ideas that focus more on the external environment,
alongside the ideas of the traditional RBV forms an extension of the RBV, are highly useful

for analyzing the cases of the thesis.

Dynamic capabilities

The idea of dynamic capabilities is an elaboration of the RBV, which seeks to accommodate
some of the criticism that the RBV has received. Adding the dynamic capabilities approach to
the RBV forms a more dynamic theoretical framework, as it extends the RBV into dynamic
markets and helps the RBV framework to become more empirically grounded (Eisenhardt &
Martin, 2000). Dynamic capabilities are the ways in which company managers “integrate,

build and reconfigure internal and external competencies to address rapidly changing
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environments”, and it is these that will lead to sustained competitive advantages for firms
(Eisenhardt & Martin, 2000; Teece, 2009). As they address the concept of rapidly changing
environments, dynamic capabilities provide a good framework for supply chain collaboration
analysis, since it is argued that collaboration is relevant exactly because of today’s fast paced
and competitive business environment. Supply chain collaboration is a way of reconfiguring
resources within a partnership, which can then be passed back into the company. This
routine arguably makes supply chain collaboration in itself a strategic routine by which firm
managers alter the resource base and acquire new resources that can be integrated and
create new value-generating strategies (Eisenhardt & Martin, 2000), which is the core idea
of dynamic capabilities.

The framework of dynamic capabilities emphasizes the role of the manager in identifying
emerging opportunities and develop enterprise success through the effective combination of
both internally and externally generated inventions and technology transfers. Furthermore,
the manager needs to make sure that these are protected from imitation and replication. As
today’s environment is increasingly competitive and increasingly open, the importance of
dynamic capabilities is amplified. Manufacturing and sources of innovation are more
dispersed geographically and organizationally, and multiple inventions must be combined in
order to achieve market success (Teece, 2009). This also emphasizes the importance of
closer collaboration and coordination among members of the supply chain. Designing a
business model today requires creativity and insight, which may stem from a large amount
of customer, competitor and supplier information and intelligence (Teece, 2009). This again
highlights supply chain collaboration as a form of dynamic capability that may lead to
increased business success.

It is argued that VRIO capabilities and dynamic capabilities are not in themselves the source
of long-term competitive advantage, as the functionality of these can be replicated across
companies. The value for competitive advantage instead lies in the resource configurations
that the capabilities create. The long-term advantage then stems from using dynamic
capabilities sooner and better than the competition (Eisenhardt & Martin, 2000). This
argument is supported later on by Rungtusanatham et al., who link this idea to supply chain

coordination (Rungtusanatham et al., 2003). It is more difficult for competitors to match an
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array of interlinked activities, and a strategic fit between many activities therefore need to
be continuously achieved in order to gain competitive advantage (Teece, 2009). It is these
interlinked activities that can be enhanced through closer supply chain collaboration, when

organizations start to work more as a network than as individual entities.

The resource-based view and supply chain collaboration

This section seeks to link the ideas of the RBV and supply chain collaboration, and hence
justifies the choice of combining these two streams of research in this thesis. It describes
how supply chain collaboration may be a source of competitive advantages and create
dynamic capabilities, which is the source of sustained competitive advantages. The RBV has
been widely and successfully applied to develop insights into other forms of 10 relationships,
such as alliances (Eisenhardt, Schoonhoven, Science, Apr, & Bird, 1996; Mowery, Oxley, &
Silverman, 1996), and it is therefor plausible to apply it to supply chain collaboration as well
(Rungtusanatham et al., 2003). It is commonly argued that companies engage in supply chain
collaboration in order to gain or develop competitive advantages, as coordination of
processes with those of supply chain partners can be an indispensable source of competitive
advantage in an environment where companies are faced with intense competition (Tan &

Cross, 2012; Zare Mehrjerdi, 2009).

Resource-based capabilities and supply chain coordination

The extended RBV should be highlighted when discussing supply chain collaboration as
scholars have typically looked within the firm for the VRIO resources, but the process by
which companies generate these resources has been given less attention (Gulati et al.,
2000). Many companies have an internal focus, similar to that of the traditional RBV, prior to
involving external suppliers. Instead, they should simultaneously consider the relationship
between internal operations capabilities and collaboration with external supply chain
members. Furthermore, it is crucial to align supply chain collaboration with a company’s
inimitable resources (Tan & Cross, 2012). The profitability of companies is partly due to their
own unique resource base, but is also partly due to the network structure or collaborative

arrangement in which they find themselves (Gulati et al., 2000), and companies create value
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through 10C by combining resources, sharing knowledge, increasing speed to market and
gaining access to foreign markets (Barringer & Harrison, 2000).

From the point of view of the extended RBV, an important source for the development of
VRIO resources is the company’s network of relationships — or the supply chain network. The
network structure can be seen as an inimitable resource if the structural pattern of it has
some degree of social complexity, and it may then confer competitive advantages. The
network membership can also be seen as a resource, and this resource may be more
inimitable than the network structure as it is unique to the company (Gulati et al., 2000).
Companies that combine resources in a unique way may gain an advantage over companies
that are unable to do so, and the more embedded the partnering companies’ assets
become, the more difficult they become for competitors to imitate. Supply chain
collaboration, furthermore, allows companies to focus on their own core competencies and
activities, which increases their firm specific skills, and this in turn may increase
competitiveness in the long run (Cao & Zhang, 2010). In the area of logistics, especially,
supply chain collaboration has significant potential as it encompasses so many functional
areas and is critical to a company’s resource allocation. Developing unique logistics
capabilities through collaboration may create a huge competitive advantage in the market
(Chen et al., 2009).

Supply chain collaboration can help companies realign processes and resources more
effectively, which may contribute to the development of critical supply chain capabilities,
such as process management. If process management can become more effective than that
of a company’s rivals, this represents a unique capability for the company. The increased
effective utilization of processes and resources, which may arise from supply chain
collaboration, can lead to the development of different capabilities. Efficiency related
capabilities are those of cost reduction, where supply chain collaboration can contribute by,
for example, reducing waste. Effectiveness related capabilities are those that are more
customer oriented. Supply chain collaboration may lead to processes that help companies
become more responsive to changing customer demands. This type of responsiveness,
however, requires quite integrated logistics processes, as also suggested by the RSC view

(Chen et al., 2009; Gunasekaran et al., 2008).
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Focal companies and suppliers continuously strive to explore their resources collectively, in
order to gain competitive capabilities (Tan & Cross, 2012). Rungtusanatham et al. presents a
framework in which they seek to answer why supply chain collaboration or supply chain
linkages, as they term them, can yield strategic advantages for a company. In this they argue
that supply chain linkages, can be seen as either a resource in itself or as a resource
acquisition capability (Rungtusanatham et al.,, 2003). The argument here is that when
companies control VRIO resources, they obtain competitive advantages. If the company
forms a collaborative arrangement with suppliers, which excludes competitors from forming
the same arrangement with the same critical suppliers, this should provide the company
with a competitive advantage. In the short run, a company’s supply chain linkages represent
a VRIO resource that may provide superior, but temporary, operational performance
advantages to the company. In order for collaboration to lead to maintaining VRIO
properties over time, the collaboration has to be ratified on an ongoing basis, for example by
forming long-term partnerships. Otherwise, the supply chain benefits are likely to be seized
by competitors (Rungtusanatham et al., 2003). In this case, the supply chain collaboration
creates inimitable value as a resource in itself (Gulati et al., 2000).

The second argument is that relationships with suppliers act as a mean of obtaining
inimitable resources and capabilities (Gulati et al., 2000), as they allow companies to tap into
the suppliers’ knowledge stock, which is not only beneficial to the company but to the entire
supply chain. When companies interact with external partners, they may acquire and
maintain access to resources, markets, technologies and critical knowledge that they would
not otherwise have been unable to access. These resources may in turn help companies
realize risk sharing and reduction, reduce uncertainty and improve the probability of survival
in the market (Crook & Combs, 2007; Gulati et al., 2000; Tan & Cross, 2012). As such, the
supply chain collaboration allows the company to acquire a VRIO resource by combining the
efforts of several companies in the form of supply chain-based knowledge, which will in turn
provide superior operational, but temporary, benefits (Barringer & Harrison, 2000;
Rungtusanatham et al., 2003). It is then the extent to which a company is able to continually

protect the integrity of the VRIO properties of its supply chain linkages that will determine
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whether the company can enjoy sustainable superior operational performance benefits from

collaboration (Rungtusanatham et al., 2003).

Knowledge sharing as capabilities

Teece argues that “a company’s capability to continually learn, adapt and upgrade its
capabilities is key to success” (Teece, 2009), suggesting that organizational learning is a key
factor in achieving sustainable competitive advantage. Dyer & Nobeoka then suggest that
these dynamic learning capabilities need to be extended beyond company boundaries. If a
collaborative supply chain is able to create a strong identity and coordinate rules of the
relationships, which fosters knowledge sharing, then they may be superior to individual
companies (Dyer & Nobeoka, 2000).

It is also argued that superior performance depends more on how companies organize and
deploy inter-organizational resources than on how they use their own constrained resource
base. In this case the use of information sharing systems and IT is crucial. In order for
companies to outperform their competitors, and to develop dynamic capabilities in the
supply chain, they need to develop a strong information-sharing culture. A strong
information-sharing culture lowers costs in the supply chain and is connected to improved
operational performance. Collaboration capabilities are enhanced through IT connectivity
and information sharing, and a collaboration capability is both rare, valuable and difficult to
imitate, and as such it may lead to sustained higher performance levels over time (Fawcett
et al., 2009).

The information sharing in supply chains may also lead to improved innovative capacity if
the access to external information is well-managed (Chen et al., 2009; Soosay et al., 2008). It
is also found in the analysis that benefits of improved innovation may arise in supply chain

collaboration.

The conceptual framework

The figure below seeks to summarize the aspects and links of supply chain collaboration that
have been brought forward in the previous section. The theoretical foundation is illustrated

as a conceptual framework, which will be the basis for the analysis and discussion.
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From the framework it is seen that the enablers, inhibitors and various tools of collaboration
all affect the level of intensity of collaboration in supply chains. The increased intensity of
collaboration in supply chains then lead to a range of benefits, possible dynamic capabilities,
and a range of challenges and obstacles that the companies face. It is these benefits and
challenges that will be further investigated in the findings, analysis and discussion of the

thesis.
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Figure 3: Conceptual Framework of Supply Chain Collaboration
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Methodology

While many scholars have previously researched the topic of supply chain collaboration and
the benefits of it, the majority of the studies have been quantitative in nature, conducting
large surveys and performing structural equation modeling (Cao & Zhang, 2010, 2011,
Fawcett et al., 2009; Liu, Ke, Kee Wei, & Hua, 2013), while others have applied the method
of questionnaires (Cagliano et al., 2003; Tan & Cross, 2012). However, it is concluded that a
more in depth study is necessary in order to examine the knowledge of coordination and
collaboration in a real world context, and a more practice oriented research on the topic is
suggested as well (Petrick et al., 2016; Simatupang et al., 2002). Survey research and
guantitative approaches may provide a more economical approach to the topic, but do not
provide a deeper understanding of such a multifaceted issue like the one explored in this
thesis (Fawcett et al., 2009).

This is why the research approach of the thesis is qualitative in nature, where the primary
empirical data is interviews with five case companies. The research thus takes on a more
case-based approach, which allows for a contemporary phenomenon to be investigated in a
real-life context (Soosay et al.,, 2008). Furthermore, many studies of supply chain
collaboration take on the approach of studying the focal company only, but it is suggested
that collecting insight from both sides of the supply chain is more appropriate (Liu et al.,

2013), which is the approach that is conducted in this thesis.

Research design

This section is structured on the basis of the research onion (Saunders, Lewis, & Thornhill,
2009), which is a way of depicting the research strategy and choices of methods and data
collection. The research onion is divided into layers of research philosophy, research

approach, research strategy, method choice and data collection.

Research philosophy

The way one understands the world, and thereby the approach one takes to research and
knowledge, can be understood on the basis of the philosophy of science. The assumptions of
this philosophy underpin the research strategy and the choice of methods (Easton, 2010;

Saunders et al., 2009). The aspects of critical realism will therefore be briefly outlined here,
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as it is the philosophy of science of this thesis. The reason for this is that business and
management research is concerned with the social world in which we live and, as such,
researchers can only understand what is going on in this world if they understand the social
structures that have led to the phenomena in question. It is argued that the critical realist
approach is highly suitable for business research as we often try to understand the reasons
for phenomena as a precursor for recommending change (Saunders et al., 2009).
Philosophies of science are defined by their ontology and epistemology. Ontology asks what
the world is made of and is concerned with the existence of and relationship between
people, society and the world in general (Easton, 2010). This means that reality is seen as
being deeper than its initial appearance and containing a ‘real’ domain, besides the
empirical and observable experiences, which is not directly observable. Critical realism is
also based on the notion that social reality exists independently of sciences. However, if the
social world was simply a result of ideas, as we see in constructivism, then science and
experimenting would be obsolete (Moses & Knutsen, 2007).

Epistemology, on the other hand, theorizes knowledge and how we obtain it. The empirical
domain for critical realists is where observations are made and experienced by the observer.
There is, however, a process that intervenes with this empirical domain and the actual
domain. The process of interpretation is what intervene between these two domains since
the observer might see or understand an event quite different from what it is, as
observation is fallible (Easton, 2010). Critical realists agree with positivists that there is an
observable world independent of human consciousness, but also suggest that knowledge
about the word is socially constructed (Eriksson & Kovalainen, 2008).

Critical realism is a very tolerant philosophy of science, when it comes to choice of methods,
which makes it even more important to choose the right methodological approach and
research design based on the nature of the phenomenon and what knowledge the thesis

seeks to obtain about it (Easton, 2010).

Research approach
Deduction has by far been the strongest way of building up a theoretical knowledge base in

various business disciplines (Eriksson & Kovalainen, 2008). In deductive research, the

researcher is able to deduce hypotheses based on what is already known theoretically about
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the phenomena and these hypotheses can then be subject to empirical study. Deduction
rests on the assumption that theory is the first source of knowledge and is quite a linear
process (Eriksson & Kovalainen, 2008). While this thesis does not take on all the steps of
deductive research (deducing hypothesis, operationalizing hypothesis, testing hypothesis,
examining the outcome and modifying theory if necessary) (Saunders et al., 2009), and does
not per se pose hypotheses, it is argued that the approach is still highly deductive. The
research question is formed on the basis of a vast amount of prior knowledge and with some
theoretical assumptions, that are then tested empirically in a real-world setting in order to
detect whether the developed theories and the previous findings correspond to what is
found in practice. It is also argued that conducting completely inductive research, such as in
grounded theory, has several drawbacks and that a somewhat deductive approach should at
least be applied. The researcher can never be free from theoretical influence when
conducting empirical observations and, as such, the researcher has to admit to a theoretical
understanding from the beginning of a study. By obtaining knowledge from literature prior
to the study, attention is also drawn to certain details in the obtained data and this can aid
the researcher in going beyond literature. Furthermore, studying previous literature is also
what creates an understanding of the missing pieces in literature in terms of research areas
and methodological approaches (Thornberg, 2012). Therefore, it makes sense to have
performed a vast literature review and decide on a theoretical standing point prior to the
study. The research approach here may then find itself somewhere in between deduction
and induction, close to abduction where the researcher investigates how far empirical data
agrees with theory (Eriksson & Kovalainen, 2008). However, the very innovative and creative
process that is emphasized in the abductive approach is not applied here to the lengths that

are suggested by abduction.

Research strategy and method choice

The thesis seeks to collect a wide range of views on supply chain collaboration and the RBV,
as introduced in literature, in order to compare these views and findings to the actual
experiences of companies who are currently engaging in increased collaboration in their

supply chain.
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Qualitative research provides the researcher with an opportunity to focus on business-
related phenomena in their specific context, and is particularly relevant when research
needs to be exploratory in nature (Eriksson & Kovalainen, 2008). Qualitative research is
therefore often conducted on the basis of research questions that allow for flexibility and
freedom to explore the topic, as they are broader than in quantitative research designs
(Corbin & Strauss, 2008). Qualitative methods can contribute to answer questions of ‘what
kind’ rather than ‘how much’ (Kvale, 2007), and this is why this method is appropriate for
the purpose of this thesis. The research question asks questions of ‘what’ and ‘how’, and
thereby qualifies for a qualitative research approach.

Within qualitative research, one of the strategies may be case study research, which is
defined as ‘a strategy for doing business research which involves an empirical investigation
of a particular contemporary phenomenon within its real-life context using multiple sources
of evidence’ (Saunders et al.,, 2009). As previously argued, this is exactly the research
strategy that is applied in this thesis; the phenomenon being supply chain collaboration and
the empirical investigation in a real-life context being the experiences of the companies in
the Stram Kaeden project.

The case study strategy has the ability to aid the researcher in answering questions of what,
how and why, and is often used in either exploratory or explanatory research. The data
collection of case studies may vary and can often be used in combinations, but may include
interviews (Saunders et al., 2009), which is the case here. The case study here incorporates
multiple cases in order to be able to obtain more substantial findings. Using only one case
would require high levels of justification.

The originality of the thesis is in both the research approach and design, but also the fact
that the empirical data is collected from a specific project, whose task is to improve
collaboration in the supply chain. Hence, the thesis is relevant to the participants of the
project, but also in general for practitioners of supply chain coordination.

It is important that the topic is enlightened from several aspects when conducting
qualitative research (Corbin & Strauss, 2008). The thesis therefore takes in both

coordination and collaboration theories alongside the RBV. In terms of data collection,
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companies from both sides of the supply chain have been interviewed in order to obtain

more than one perspective on the issue.

Primary data

Prior to obtaining and analyzing the primary and secondary data a vast amount of research
has been conducted, which has provided the researcher with a solid theoretical foundation
and an understanding of the previous literature and research that have been conducted in
the area of supply chain collaboration.

The primary data of the thesis is the data that have been obtained from a series of
interviews with companies who are currently embarking on a path of increased supplier-
customer collaboration in the supply chain. These interviews will be the main base for the
analysis, alongside a couple of speeches that were attended at a conference that Stram
Kaeden held, in which participant companies presented their experiences, and the challenges
and results of increased collaboration. These speeches are categorized as a form of
participant observation.

In qualitative business research, it is common to use either previous contacts or other more
convenient sampling procedures, as it does not seek to make statistically correct
generalizations (Eriksson & Kovalainen, 2008). This approach has also been applied here,
where the companies are all part of the same project ‘Stram Kaden’, and Danish Industry
(DI), who runs the project, have assisted in gaining access to the right people in the
organizations. In this way, the presence of the researcher was legitimized, and almost
everyone who was contacted was willing to participate. This could be termed a network
sampling technique, where a knowledgeable person is interviewed first and the that person
suggests other relevant participants (Eriksson & Kovalainen, 2008).

The approach taken to gain access to the companies was to first contact them by a rather
long e-mail, describing the purpose of the thesis, their relevance to the thesis and a notion
of how much time and effort would be expected from them if they were interested in
participating. When the contact was then initiated, a phone call was conducted for further
elaboration and planning of the practicalities. The willingness to share information was also
improved by the fact that they were told it was confidential, as the companies will not be

mentioned by name.
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The semi-structured interview method

The interview method is a thorough questioning and listening exercise, in which the purpose
is to obtain thoroughly tested knowledge. As such, the qualitative research interview is a
‘construction site’ for new knowledge in the research, and may help provide valid and
reliable data relevant to the objectives of the research question (Kvale, 2007; Saunders et
al., 2009).

Structured interviews are often used as a way of achieving quantifiable data, and therefore
they are highly fixed in nature, leaving little room for interpretation and opening up new
areas for questioning and analysis (Saunders et al., 2009). The unstructured interview format
allows for more data dense interviews, as they are not dictated by a predetermined set of
questions, which may inhibit information. However, it is also important to be aware that a
co-construction of the research may then arise, where the interviewee brings information to
the table that is more favorable for them to get out (Corbin & Strauss, 2008). The approach
here has been the semi-structured interview, since semi-structured interviews (or qualitative
research interview) are highly suitable for explanatory or exploratory studies because they
help the researcher to understand relationships, such as those revealed from the more
descriptive part of the study (Saunders et al., 2009). The purpose has not been to quantify
the answers completely (Kvale, 2007), but a structure of topics was needed in order to aim
the interviews at further analysis, and to have the interviewees answer similar questions.

It is important to note that there are no real rules or standard procedures for this type of
interviewing. The researcher has to make a choice beforehand to either stick to the
interview guide throughout the interview or follow up on new leads. This is a bit of a
dilemma, as on the one hand one wants to raise new questions and follow up on them, but
at the same time one wants several participants to answer somewhat similar questions
(Kvale, 2007). In this case, it was sought to follow up on new leads, while at the same time
sticking to the overall topics that the interview guide was structured by. The interview
questions have been posed in a way that might open up new questions and problems that
have not previously been detected in the vast literature on the topic. The interview guide

that was used for the interviews can be found in appendix 1A.
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When conducting interviews, it is important to thematize and design the interview
thoroughly before embarking upon the actual interviewing. In the thematizing stage the
purpose of the interview and the pre-knowledge of the topic should be emphasized (Kvale,
2007). In this case, the purpose has been to collect knowledge from the real life experiences
of companies in order to compare these experiences and opinions to what has been found in
previous studies and to relate these experiences to theory. The interviews are in a way
threefold, as they seek to describe the actions that have actually been taken and clarifying
some of the processes that the companies undergo. Furthermore, they are explorative in
nature as they seek to gain new knowledge in the area and lastly, they are somewhat
hypothesis testing in nature as the interview guide has been based on prior knowledge from
literature and theoretical frameworks. In terms of pre-knowledge, a vast amount of reading
was conducted prior to the interviews in terms of literature on the topic, theory and
practical information on the project in which the companies were involved.

In the designing stage it is of essence to ensure that the interviews are not conducted in a
way that favors or disfavors some idea or hypothesis. Furthermore, it needs to be identified
how many subjects are needed in order to answer the research question properly (Kvale,
2007). In this case, the interviews are not a stand-alone research method and, as such, the
purpose has mainly been to sample a range of participants from different companies with
different positions in the supply chain. Preferably more than one person in each company
should be interviewed, as people in different positions may have different ideas on the issue
in question. However, this was not possible in many of the cases due to time and resource
constraints by the companies.

Interviews can be either factual or conceptual in nature. In factual interviews the wording of
questions is really important, as the purpose is to have the interviewee bring facts to the
table. The first part of the interview takes on a factual approach (the descriptive part of the
interview purpose). The latter part of the interview takes on a more conceptual approach as
the interviewee is here, in the exploratory part of the interview, asked questions that are
more open and asked in a way where they were to present their own thoughts, ideas and

perceptions (Kvale, 2007).
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The companies

The Industrial Fund and Danish Industry initiated a project called ‘Stram Kaeden’ (‘Tighten
the Chain’) that aims to help Danish companies and their suppliers to become more
competitive in the national and international marketplace through tighter collaboration in
the supply chain. It has been found that developing closer relationships in the supply chain
can lead to increased productivity, growth and competitiveness and this is the background
for the project’s initiation (Dansk Industri, 2015). While the companies and their suppliers
are all Danish (this was a prerequisite for participation), their experiences and changes in
organization and processes can be extended to their international relations as well, and as
such the topic is still highly relevant to the field of international business.

The case companies, from whom the primary data has been obtained, are all a part of this
project as it was a way of making sure that they were focused on the issue of supply chain
collaboration. The Stram Kaeden project has participants from the production, retail and
service sectors, but the companies that have been chosen to participate in the interviews,
and thus the source of primary data, are all production companies.

The table below summarizes the size and sector of all the companies. Company F and G are

not interview participants, but have provided data in the form of speeches at a conference.

Table 5: Company Characteristics

Company Industry Size* (worldwide)

A Production of elements for the aerospace and Medium (large)
automotive industry and processing of material

B - Supplier of Serigraphy and electronics production Medium
company A
C Components for wind turbine industry and Medium

construction industry — composites

D Production of hydrocolloids Medium (large)
E — Supplier of Sugar production Large

company D

F Light production Medium (large)
G Furniture production Medium

*Based on the European definitions: small companies: 10-50 employees, medium companies: 50-250

employees, large companies: 250-1000 employees
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The interview participants

The interviews conducted here are all considered to be elite interviews as the interviewees
are all experts in their field, and possess quite powerful or high positions in the companies in
question. In this case it is important to be aware that the interviewees are not just making
regular conversation, which promotes their viewpoints in a way that disfavors the object of
the research (Kvale, 2007). It was never the impression in any of the interviews that this was
the case, and the interviews were highly relaxed and informal in nature. Managers are often
more likely to engage in an interview than to just provide answers in a questionnaire,
especially if the topic is of current relevance to the manager (Saunders et al., 2009). In this
case it is definitely argued that the topic has been of relevance to the managers who
participated in the interviews, which may be why they were both easy to approach and to
get engaged in the process.

The relationship between the researcher and the participants in the research may vary,
which creates different perspectives in terms of information flow, confidentiality and
consent (Eriksson & Kovalainen, 2008). In this case the researcher has only been marginally
participant, and long-term, close relationships were not established. This needs to be
accounted for, as it may have impacted the amount and type of information that the
interviewees provided.

The interview participants have all been part of the Stram Kaeden project. This has made the
process of approaching the right people a lot easier as it was made sure that the managers
who were interviewed actually had ideas and opinions on the topic of supply chain
collaboration and coordination. Choosing the companies at random could have created
more difficulties in terms of finding and accessing the right people.

The participants have all been either CEOs or managers and have, in general, been
interested in participating as the topic has been related to a process and organizational
change that they are currently undergoing. In appendix 1B a table is provided where the
interviewees are described briefly and the quality of the interviews is commented on.
Company F and G are not reported on as they were not interviewed, but provided their
experiences through speeches at a conference. These speeches are also transcribed and can

be found in the appendix.
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Secondary data

The secondary data in this thesis includes a range of articles from Danish newspapers
obtained from the projects initiated in Stram Kseden. This material includes the work sheets,
root cause analyses and value stream mappings that the companies have set up in order to
improve collaboration. Besides the primary data collection from the interviews, this

secondary data will be part of and support the analysis.

Preparing and analyzing the data

Before analyzing the qualitative data, it is important that it is prepared properly.

The semi-structured interviews were all transcribed in a simple manner. In this, it is
important to be aware that a series of judgments and decisions have been made on behalf
of the interviewee and that many of the social interactions of an interview are difficult to
translate from the oral to the written language (Kvale, 2007). Furthermore, only one person
has performed the transcription, so there is no ‘second opinion’ on the interpretation of the
interviews. However, it is argued that the tape-recorded interviews still provide a reliable
and valid basis for analysis.

Analysis of qualitative data is conducted through conceptualization, based on meanings
through words. The collection of data resulted in non-standardized data, which requires that
a classification into categories is necessary. This involves developing categories and
subsequently attaching these categories to meaningful pieces of data (Saunders et al., 2009).
A simple quantification has been attempted as the frequency of categories, which are based
on the theoretical framework, have been accounted for in order to find whether practical
experiences align with theory and previous literature. This method has similar traits to the
pattern matching approach, where an analytical framework is build and the adequacy of the
framework is tested (Saunders et al., 2009). Besides an attempt at simple quantification of
the interviews, it is argued that no systematic analytical tool has been used for analysis. The
remainder of the analysis is based on thorough readings of the interviews and the secondary
sources, and theoretical reflections have been made on the specific themes that are brought

up by the interviewee. This is a common analysis method among researchers (Kvale, 2007).
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Main findings

The companies who have been interviewed for the purpose of this thesis and the companies
who held speeches on the topic at a conference have all been engaged in activities that were
to increase the intensity of collaboration in their supply chain. They have all found that it
creates benefits for them in the short and in the long run, but are also facing continuous
challenges and obstacles to increased collaboration and integration. From the interviews,
speeches and articles it is clear that the level of supplier relationship development varies
from company to company and from supply chain to supply chain, but it is also clear that the
supplier relationship maturity level is quite low in all of the Danish companies. This will be

returned to in the analysis and discussion.

Incentives, benefits and modes of collaboration

In this section the empirical findings are divided into a range of topics that all depict
different aspects of the incentives and benefits that companies find in relation to supply
chain collaboration. Furthermore, these benefits are linked to a range of collaboration
modes. The dynamics and implications of these will be analyzed and discussed further in the
next section, while the main findings are simply presented here.

When investigating the empirical findings, several common topics come up for many of the
companies. These topics may be either perceived benefits, modes of collaboration, results
stemming from increased collaboration or challenges to collaboration. They are divided into
six topics: internal to the organization (both focal companies and suppliers), trust and
communication issues, various forms of information sharing, the common actions that are
taken and benefits that arises as results of increased collaboration, different types of

business process optimization and IT-based capabilities.

Internal to the organizations

Table 6: Findings Internal to the organization

Topic Frequency
Top management support 10
Culture and change management 12
Allocation of people and resources 10

Employee turnover

Supplier assessment
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Almost all companies mention the issue of top management support as a key factor in
supply chain collaboration, and it is found to be an inhibitor of increased collaboration for
some of the companies. This is also the case for the issue of the organizational culture,
where there is an over-focus on internal matters. The companies agree that it takes a change

in the mindset of managers and top management:

“The increased efficiency that arises from collaboration may be difficult to measure directly
on the bottom line, and this can create problems with top management (in a focal company),
so in order to get top management support, they need to change their views on measuring

‘success’,” (Appendix 7)

“It has been clear to us that our customers (the focal company) have lacked full top
management support, which easily creates a situation of fancy words being said. But if it is

just a lot of ‘hot air’, it won’t work”, (P2, Appendix 3)

Another key topic that is mentioned in relation to the internal operations of the
organizations is that of allocating the right people and the necessary amount of time and
resources that is required for collaboration to happen successfully. As part of Stram Kaden,
all the companies have had to assign two Supplier Development Agents (SDAs) who were to
make sure that the focus on collaboration was sustained. While some of the companies have
been successful in allocating people and even departments to focus only on supplier
assessment, development and relationships, others have found it to be quite the challenge

to find the resources necessary.

“..a recognition of the importance that the customer has for our (the supplier) business led
us to reorganizing our organization for increased supplier-customer relationship focus.”
“When going into this ‘project’ (increased collaboration), it is important to dedicate

employees, managers and resources 100 % if you want it to work”, (Appendix 8)
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In particular, one of the companies (company A) has faced challenges of employee turnover
and that inhibits the process of engaging in increased collaboration with suppliers. Their
increased focus on collaboration has almost been paused as the SDAs have left the company

in the process.

Trust and communication
Alongside the topics that are internal to the organization, the issue of trust and more open
communication between the parties of the supply chain is what the companies mention

most frequently as both enabling and inhibiting the collaborative relationships:

“Supply chain collaboration takes courage, trust and openness of all parties, and it makes

sense to compare it to that of a marriage” (Walbom, 2016a)

Table 7: Findings in Trust and Communication

Topic Frequency
Trust/lack of trust 17
Open and honest communication 10

Increased dependency and loyalty

Sharing of risk and rewards

All of the companies mention trust as a key enabler of getting supply chain collaboration to
work efficiently, and they see it as the foundation for many of the other modes of
collaboration and benefits of collaboration. Trust is also seen as the precursor for
commitment, which is an important factor of collaboration as well. Trust is also an important
factor for co-development and knowledge sharing, and often need to be backed up by more

formal measures of collaboration (like legal contracts on ownership rights).

“If a focal company develops a product in collaboration with the suppliers, and the supplier
then goes to 2-3 other companies for a better price for the product, then the focal company
loses both money and competitiveness. It is important that we are able to trust the supplier”,

(Appendix 7)

The latter two topics in the table are argued to be results of companies being more open

and honest, and trusting each other in the relationship, and are therefore placed in this
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category. What is emphasized here is that closer collaboration leads to higher dependency
between the parties and this can either increase rewards of collaboration or enhance

volatility.

“When working with suppliers who provides strategically important or critical products, it will
take a lot of time, effort and resources to replace them, as you would somehow have to
develop a similar product. In this way they have bargaining power as suppliers as well”,

(Appendix 4)

One of the benefits that may arise from dependency between the parties is an increased
feeling of loyalty. It is found that there is “an increased willingness to invest in and share
technology among the collaborative partners” (appendix 9), which is a sign of loyalty

development.

Information sharing

Almost all the companies also mentioned the topic of information sharing and the collective
learning that may occur through information sharing. It is argued that access to
complementary resources often happens as a result of knowledge sharing, and therefore it is

categorized in this table.

Table 8: Findings of information sharing

Topic Frequency
Knowledge sharing and collective learning 14
Access to complementary resources 3

One company mentions increased knowledge sharing as an incentive for engaging in closer

collaboration:

“Some parts of our business is very similar, so of course it would make sense to talk to the

focal company of how they run their processes, and exchanging experiences and knowledge

supplier and focal company in between — this should make everyone better off”, (Appendix 6)
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Company F emphasized that a change in the way that they spoke to and exchanged
information and knowledge with their supplier led to changes and improvements in their

production efforts:

“Through simple dialogue, the supplier was willing to change their efforts and working
process, and producing in a different way for us. This resulted in the release of large amounts

of inventory space at both supplier and focal company”, (Appendix 7)

The frequency of mentioning ‘accessing complementary resources’ is not particularly high,
but it is argued in the analysis that many of the benefits that stem from increased
collaboration are just that — access to resources, knowledge or capabilities that would not

otherwise have been available to the company.

Common actions and benefits from collaboration
This category is quite broad in terms of the topics that it entails. It is sought to take in all the
efforts, incentives and benefits that involve a high degree of interaction (or lack thereof)

between the parties of collaboration.

Table 9: Findings of common actions

Topic Frequency

Co-development and earlier supplier involvement 10
Strategic alignment and incentive alignment 11
Supplier autonomy and openness towards suppliers 11
Common understanding of processes 11

Uneven gains and power relations

Relationship-specific investments

Formalization and agreements

Al b|UV

Informal collaborative measures

A significant amount of the companies mentioned co-development through earlier supplier
involvement of product development as being one the incentives and benefits of engaging in

closer collaboration with their supplier.

“We are continuously working with supplier development, as our products are high-tech in

nature. It is important that our suppliers exhibit high levels of technical know-how. We
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develop products in collaboration with our suppliers, in order to get the prescriptions just

right”, (Appendix 2A)

The issue of strategic alignment and incentive alignment among the parties are also of
essence to the companies. This means being aligned to the strategy that the focal company
wishes to take the end product to market with and having the management of both
organizations aligned in terms of who owns the technology and how risks and gains of
collaboration are shared. This is, therefor seen as a key enabler of collaboration, but also a
key inhibitor if alignment is not obtained.

From the point of view of the suppliers, they all wish to become more autonomous in their
relationship with the focal company. Some of the focal companies see supplier autonomy as
a benefit or incentive of collaboration as well, but have concerns in terms of giving up some

of their own autonomy and processes.

“We invited our customer to a meeting, focusing on how to further evolve our collaboration
(...). We felt that too many logistical and undesirable processes were placed in too many
locations, and we wanted to take on more of these processes at our site, and in that way

become an even bigger and more important supplier to the company”, (P1, Appendix 3)

Another key incentive for increased collaboration is found to be that of improved
understanding of each other’s production and working processes. It may seem obvious, but
many of the companies knew practically nothing about the processes of their suppliers, and
the suppliers in some cases knew very little about the end product. Increased collaboration
is expected to improve this aspect tremendously.

Formalization and informal measures of collaboration are both categorized as the modes of
collaboration that the parties have implemented in order to coordinate their operations. The
informal measures are primarily face-to-face meetings, which many of the companies have
increased significantly. Furthermore, they have held workshops in order to align incentives
and goals and to address common challenges. In terms of formalization, many of the

companies have focused on forming legal contracts to a larger extent than previously,
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defining their strategies and goals on paper and they have formed shared KPI schedules in
order to be able to follow up on results and agreements. One of the suppliers felt that the
focal company did not honor their side of the agreement, which resulted in dissatisfaction,
loss of trust and proved quite hurtful to the collaborative relationship.

Another collaboration mode that a few of the companies have engaged in is relationship-
specific investments. One supplier has, for example, invested in production equipment that
is used solely for the production of goods for the one focal company.

Lastly, an important issue that the companies, especially the suppliers, address is that of
uneven gains from collaboration or feeling that the focal company is abusing their power, as
the bargaining power is often shifted towards the focal company. This is something that is

seen as crucial to address in the collaboration setup:

“... The goal is not just to find flaws, but also fine-tuning the relationship in order to create
more value for both parties, and look past the traditional power relationship between the

parties”, (Mortensen, 2016a)

Business process optimization
These factors are all intertwined in some way, as some of them are prerequisites for others,
but they all relate to the aspect of focusing on processes and value creation in the

collaborative relationship, instead of the discussions of price reductions and margins.

“If we are going to succeed in optimizing our processes, and make it last long-term, it is
crucial that the focal company and suppliers prioritize dialogue and have meetings, where we

look each other in the eyes without discussing price” (Dansk Industri, 2016a)

Table10: Findings of business process optimization

Topic Frequency

Rationalizing business processes (focusing on flexibility 13
and responsiveness)

Inventory management and improvement 11

Cost optimization and value-creation 10

Delivery and lead time improvement

Product quality and consistency
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Logistics synchronization

Forecast sharing and demand planning

The rationalization of business processes is, in many ways, a result of improved common
demand planning and logistics synchronization and is, at the same time, a prerequisite for
the improvements of inventory management, delivery and lead times and product quality
improvements. If both parties manage to rationalize some of their production processes, the
companies find it to be a main benefit of collaboration and something that can increase

overall competitiveness:

“Supplier development and improved communication with the supplier has led to the result
that orders and forecasts are now being put more into system, and orders are being
confirmed more efficiently — we actually get the orders we place, which was previously not
always the case. These collaborative actions have then lead to improved delivery times”,

(Appendix 2A)

“With one of our suppliers, our dialogue has helped us remove inefficiencies through simple
changes in logistics, which have been preferable to both parties and have increased the

competitiveness of both our company and the supplier”, (Appendix 5)

Inventory management and improvement of inventory levels are emphasized by almost all
the companies as both an incentive for engaging in collaboration and a result of having
effective collaboration. Many of the companies had inventory tied up at both the focal
company and at the supplier’s site but, through increased collaboration and communication,
they have managed to decrease these levels, which is important for growth and

competitiveness as well:

“Inventory decreases also leads to time-to-market decreases for new or modified products,

and often decreases waste levels as well, which has clear financial gains”, (Walbom, 2016b)
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One company even moved the control of a certain line of products entirely to the supplier,
which implies high degrees of supplier autonomy that is aided by common forecast and

demand planning as well:

“We have moved the control and order of products entirely to the supplier, so that they are
the ones accessing the inventory status and order new products when needed”, (Jgrgensen,

2016)

Forecast and demand planning are mentioned by some of the companies as tools of
collaboration, while others admit that they have had hardly no collaboration with their
suppliers on the matter, but wish to have so in the future. However, one company does not

necessarily see it being a benefit for them, or something that they will spend resources on:

“I do not necessarily see it as being relevant to us (...). Our production is highly complex with
too many products, and we often find ourselves in a situation where a production plan is
revoked due to another order with a different time horizon. The forecast would then not hold

anyways, and thereby would not aid the supplier”, (Appendix 4)

IT-based capabilities

Taking into consideration the extent to which IT and e-business tools are emphasized in the
literature on SCM and collaboration as being key enablers and having the prospect of
improving collaboration, the topic is mentioned quite rarely in the interviews, speeches and

articles of this thesis.

Table 11: Findings of IT-based capabilities

Topic Frequency

IT integration 6

Manual processes (lack of integration)

All of the companies of course use e-mail (which is an e-business tool) in order to
communicate. However, this is argued to be the norm today and is not seen as something

that drives supply chain collaboration in particular. The companies who share forecasts with
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their suppliers do so manually by e-mailing Excel sheets to the few suppliers that they share
them with. The companies who do wish to be more integrated with their partners in the
supply chain through IT based systems, mention, for example, an Intranet as being a possible

tool:

“We do not currently have any form of integration with our suppliers, but would like so. For
example, through an open system (Intranet), where they could access our production plans
and see what our needs are in the coming 12 months. Then they could prepare and demand

plan from that”, (Appendix 2B)

Company D and E are currently working on developing an e-business solution for sharing

inventory levels:

“We would like to set up a VMI system with company E, so that they can access our system,

and fill up our inventory automatically when needed”, (Appendix 5)

One company has developed an app that integrates suppliers with the focal company and
their operations as they can always access information, production plans, and time
schedules (Dansk Industri, 2016b). This is quite a new way of using e-business tools in
collaboration.

Having manual processes and not implementing e-business tools is seen as an inhibitor of
collaboration by most of the companies, and there is a general desire to become integrated

at a higher level.

Main obstacles to collaboration

It is argued that most of the factors that have been mentioned in the previous section as
being incentives of collaboration and benefits of collaboration are also the main challenges
and obstacles to collaboration when they are not implemented effectively. However, the
companies find an inward organizational focus and culture, strategic alignment and incentive

alignment, allocation of people and resources and trust issues in particular to be the main
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obstacles to increasing the intensity of collaboration. Lack of trust also leads to the benefits

of business process rationalization being more difficult to obtain.

The following statements all underline these issues:

“Focal companies and suppliers have all had to look inwards in order to change processes,
that helps the other parties as well, and improves the potential for collaboration”, (Olsen,

2016)

“One of the main obstacles to increased information and sharing among partners in the
supply chain, is the companies’ fear of the misusage of the knowledge that is obtained from

collaboration”, (Mortensen, 2016b)

“A more or less complete open-book policy from both parties are of essence for collaboration
to work — or else it is simply an abuse of power from the point of the focal company”,

(Appendix 9)

“The greatest challenge or obstacle to increased collaboration is first of all a matter of trust,
but also a matter of all parties providing the time and efforts it takes to develop and nurture

the relationship”, (Appendix 2A)

“As markets and products grow and products become more innovative in nature, strategic
alignment and co-development becomes increasingly important (...) A lack of strategic
alignment with the supplier is the most fundamental challenge of increased collaboration in
the supply chain, and this problem often arises when collaborating with large organizations”,

(Appendix 4)
While this section has sought to highlight some of the main findings of tools, incentives,

benefits and challenges of collaboration that have been drawn from the empirical data, the

following section seeks to analyze and discuss how these findings align with theory and

59



previous literature. Furthermore, it seeks to analyze and discuss the implications that this
may have in terms of developing dynamic capabilities and how the companies may improve
collaboration in supply chains in the future, as it is clear that further actions are still needed

for them to become even more successful in their collaborative efforts.

Analysis and discussion

This section seeks to relate the conceptual framework, to the empirical findings and analyze
the implications of the findings. It will furthermore discuss whether the case companies
experience benefits and challenges similar to those that have previously been discovered in
research or whether they face other and more pressing challenges.

The structure of the analysis will be similar to that of section 2, where the factors of
coordination and collaboration will be the starting point, leading on to a discussion of
whether dynamic capabilities are developed and how the resource-based view may explain
some of the findings. Lastly, the findings will be analyzed in relation to the evidence and
implications that have been detected in previous literature, and the findings that do not

correspond to previous research or are not highlighted in previous research will be analyzed.

Coordination and collaboration

In section 2 a number of enablers and inhibitors of collaboration and coordination was
detected, alongside a range of tools that the companies can implement or engage in, in
order to achieve effective and successful collaboration in the supply chain. This section aims
to analyze how the companies have engaged in activities that are either enabling or
inhibiting collaboration and whether their actions are built on the principles that lead to a
strong vision of collaboration. The case companies have been quite successful in employing
some of the enablers that are found by theory to be leading to more successful
collaborations, but at the same time they have struggled and still struggle to handle some of
the challenges that inhibit coordination in the supply chain.

One of the main enablers that is argued to be a prerequisite for many of the other factors of
IOC to be successful is that of trust (Alexander, 1995; Chakravarty, 2014; Simatupang et al.,

2002; Zare Mehrjerdi, 2009). Some of the focal companies have previously seen themselves
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as being quite open towards their suppliers but, as it turned out, they have not had a
complete open-book policy, which is recommended for collaborative partnerships or
strategic partnerships (Zare Mehrjerdi, 2009). Instead the focal companies have demanded
somewhat open books from the suppliers, but not conversely, which has led to the suppliers
feeling ‘abused’. This is a clear inhibitor of increased collaboration among the partners
involved and, as such, this is an issue that needs improvement.

Another enabler of collaboration is that of employing the right people and allocating the
right resources and an adequate amount of time as well (Alexander, 1995). The companies
have been very aware of this factor and many of them have succeeded, in that they have
actually managed to reframe the organizational setup in a way that put increased focus on
supplier development and supplier relations. This has led them to reap the benefits of
increased intensity of collaboration. What is also found to be a benefit of allocating people
to focus only on supply chain relationships is that there is an increased feeling of ownership
of the projects (especially from the supplier point of view), and this is argued to be fostering
a type of staff attitude that will further increase accessibility to other organizations and
improve partnerships further on, thereby enhancing collaboration (Alexander, 1995). While
all of the companies have assigned SDAs, this has not necessarily been a prerequisite for
success, even though this is highlighted in the conceptual framework as being an important
factor of increased collaboration (Dyer & Nobeoka, 2000). This may be due to the fact that
some of the companies have struggled to allocate the right people, time and resources as
they have been met by challenges in their top management or have experienced a high
degree of personnel turnover, which is another inhibitor of collaboration (Alexander, 1995).
One of the companies has actually developed a new organization, in which they have
created a ‘Supplier Development’ unit. In theory this should be able to support
collaboration effectively, but in practice they have failed to do so. One of the suppliers also
admits that they are currently lacking the right internal organization to optimize customer-
supplier relations. They find themselves in a situation currently where the wrong people are
often talking together, at the wrong point in time. According to the conceptual framework,

this is a clear hindrance of further collaborative developments.
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In order to create a solid foundation for I0C to happen effectively, the companies need to
stress a pluralist world view, as this fosters cooperative action, instead of having a narrow
world view focused on local concerns and the organization’s internal mission (Alexander,
1995). A couple of the companies mention that they have presented themselves to their
suppliers and asked: ‘what can we do for you’, instead of having it the other way around. At
the same time, a couple of the suppliers mention that they have taken the initiative to
improve processes and take on more responsibility for the customer. These are both
examples of how the companies have taken a more pluralist view of the business
environment, where it is not just the mission of their own organization that is in focus. This
should aid them in enabling increased collaboration.

Another issue that is brought up is that of the focal companies being less arrogant in nature,
particularly being able to admit that at times they are wrong as well, and that the suppliers
may be able to bring ideas to the table that improve overall operations. This form of changes
in staff attitude is an enabler of 10C as well (Alexander, 1995), but has to be supported by a
high degree of trust between the parties, which is what some of them still struggle to do.
The companies all mention that they wish to create room for more open dialogue and
knowledge-sharing, where specifications from the focal company are fewer and where
suppliers have more autonomy, as this leads to co-development of products and processes,
which is a clear benefit of collaboration (Rungtusanatham et al., 2003; Soosay et al., 2008).
However, this seems to be one of the areas where the companies struggle the most. On the
one hand they want to foster innovation and co-development, while on the other they want
to protect their own knowledge and know-how, and the focal companies want to make sure
that the suppliers do not sell co-developed products to competitors. One of the suppliers
highlights this as a problem, as they want to increase their autonomy and take over
processes from the focal company, which would create a higher level of efficiency in the
supply chain (Gunasekaran et al., 2008). The focal company, however, is unwilling to provide
the know-how to the supplier, which inhibits this collaborative arrangement. Another
company also finds that they have faced a general challenge in the form of reluctance from

many parties in the supply chain to share insights into their processes. This lack of trust from

62



the focal companies inhibits collaborative efforts, but also underlines the importance of
having well structured formalized measures in place, such as legal contracts.

It is found by one of the companies that task customization due to product specialization is a
problem, especially to the suppliers, which corresponds to Alexander’s theory of task
customization as an inhibitor of IOC (Alexander, 1995). The problem is that sometimes a
supplier might be producing a very particular product in a very specific way for only that one
customer, which is not beneficial to the supplier and demands a certain level of dedication
between the two parties.

Increased information sharing in an effort to lower information asymmetries, which is an
important enabler of collaboration (Simatupang et al., 2002), has been of focus by all of the
companies . The idea of the project has been to heighten information sharing to a level
beyond what is historically seen in supplier/buyer relationships in Denmark, but closer to the
levels implemented by Toyota and other OEMs previously. However, IT is the main enabler
of such information sharing (Fawcett et al., 2009) and very few of the companies have
reached a level of supplier integration, where IT systems help drive the knowledge sharing
and collaboration in general. As having integrated information systems is part of the
principles that foster a clear of collaboration (Zare Mehrjerdi, 2009), this is a challenge still
for the companies.

The collaboration mode of collective learning is also something that the companies
emphasize greatly, which fosters complementarity and coherency among the organizations
(Simatupang et al.,, 2002) and will be returned to. The wish of the companies is that
collaboration can lead to a focus on common problems and an increased understanding of
the technical challenges that they face independently. This strategy is also consistent to the
efforts of Toyota, where collaboration in particular took place in the areas of technical issues
and new product development (Dyer & Nobeoka, 2000). When they are able to achieve this
type of collective learning, they should also be able to implement logistics improvements in
the supply chain (Zare Mehrjerdi, 2009), which some of them have managed to. The transfer
of knowledge between the companies is key to the change process and one way of
supporting this is through joint training, which is found in one of the partnerships. One of

the challenges that is often faced by the companies is that they have differing capacities to
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perform the initiatives that are needed for efficient SC collaboration. One focal company has
sought to overcome this obstacle by allocating their own resources to train their suppliers on
how to work with the data that is collected between them, how to work with Lean
management and systematic problem solving. This might also be a way of fostering a
stronger network identity between the partners in the supply network, which is an
important enabler of collaboration (Alexander, 1995).

Strategic alignment and incentive alignment are, as highlighted in the conceptual
framework, highly important as well for the collaboration efforts to become efficient
(Simatupang et al., 2002). In terms of strategic alignment, some of the companies emphasize
how both the focal company and supplier need to be aligned to the strategic implication of
the end product, especially in the case where products are of complex technological
standards. This type of alignment includes both an informal aspect and a more formal
aspect. The supplier and focal company need to sit face-to-face across from each other to
make sure that a common understanding of the end product and its strategy is created.
Furthermore, contractual agreements then have to be made, which correspond to the
strategic implications of the product. This is part of the incentive alignment. The strategic
alignment also improves the possibility that the focal company will be increasingly able to
trust the supplier’s product and the quality of it, which is an important factor. In relation to
strategic alignment, it is again really important that the parties invest the time and effort
that is needed in order for the operations and ideas of focal company and supplier to
become aligned.

In terms of incentive alignment, it is important to make clear who owns what and who
benefits in what ways. As has been noted several times, there is a clear issue in how to
formalize the collaborative relationships. Many of the companies have previously based
their linkages to suppliers on quite informal measures, but as products and processes
become more complicated, they have realized that formalization has become increasingly
important. This is also something that is emphasized by the efforts of Toyota, where it was
important to formalize the rules of the system’ (Fane et al., 2003). The challenge here is to
form contracts that protect the ownership rights of each of the parties, while at the same

time incorporating incentives for innovative activities, especially on the part of the suppliers.
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It is clear that if a focal company owns everything that the supplier and focal company
develop in collaboration, the supplier will have no incentive to be high performers in
innovation. In the realm of incentive alignment it is also found that some companies have
not been able to foster a win-win perspective, which is crucial to effective and successful
collaboration (Wiegand, 2016). Many of them have been successful in moving away from
price discussions, while some have still not entirely managed to stop pressuring suppliers
and their price margins. These companies still need to focus on taking on a broader
worldview and become even more aware that their suppliers are key to success in the global

market.

Tools of collaboration
The companies have implemented a range of tools and collaboration modes that aim to

improve supply chain collaboration.

While it was stated in section 2 that informal collaborative mechanisms have been the most
common ones used in IOC (Alexander, 1995), the companies here have acknowledged that
these informal mechanisms today have to be backed up by formal mechanisms to a higher
degree than previously, especially where innovation and knowledge sharing takes place. As
such Alexander’s theory is contested to some extent. One of the companies has, for
example, created formal contracts with a supplier they have had for the past 12 years,
where business used to be done almost purely based on informal arrangements and a
common understanding of ‘how business should be done’. This is quite surprising for a
business relationship in 2016. Informal measures of collaboration are still widely applied
though, as many of the improvements that have come from collaboration have been
achieved through face-to-face meetings and more honest dialogue between the parties. It
seems that many of the positive results have been achieved through more informal
mechanisms still.

Through the Stram Kaden project, all the companies have been provided consultancy in
implementing systematic tools of collaboration, such as value stream mapping, root cause
analysis and A3 problem solving. The approach has been to first embark on a range of
informal measures, such as meetings, conferences and workshops, where the goal has been

to gain common understanding and appreciate mutual problems. These efforts are then
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formalized into schedules where the goals of collaboration have been defined and KPIs have
been set up in order to be able to follow up on these common goals and responsibilities,
which highlight the increased focus on formal tools of collaboration. In theory this should aid
collaboration tremendously, but some of the companies have experienced challenges still as
lack of top management support and time and resource allocation have hindered the
process.

Another problem arises when one of the parties does not own up to their promises and
responsibilities, as have been defined in the A3s. One of the suppliers felt neglected, as the
focal company did not hold as many meetings as agreed upon, and at the same time sent the
‘wrong’ people to sit in on these meetings, which is consistent with the inhibitor of not
allocating time and resources needed (Alexander, 1995).

The primary collaboration mode has been to talk less about price at these meetings and to
focus more on common value-creation for all parties, and subsequently for the end
customer. In this, a key focus has been to have earlier supplier involvement in both products
and processes, focusing on common competencies and common business development, and
discussing common goals. This supports theory as well, as Chakravarty especially emphasizes
early supplier involvement as key to successful collaboration and as a way of obtaining
competitive advantages in the supply chain (Chakravarty, 2014).

Another tool of collaboration is that of forecast sharing, which is essential to the
improvement of delivery times, and increased collection of data on for example waste in the
supply chain. This data is then to be analyzed thoroughly in order to improve processes in
the future. The companies have also sought to develop common action plans, joined project
plans and common standards of documentation in some cases. However, only a few of the
companies have backed up this type of collaboration mode with IT systems, and it is argued
that a higher degree of automation would improve this process even further (Zare
Mehrjerdi, 2009). The collection and analysis of data is completed on a very manual basis.
One of the focal companies acknowledges a clear problem the in lack of IT systems to back
up the wish of creating common documentation standards. Only one of the companies
provides a great example of how efficient a company may become when forecast sharing,

supplier autonomy and responsibility are combined with supporting IT systems. They have
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managed to enable automation through IT integration with the supplier and it has saved
them a lot of money and, more importantly, has made them more efficient permanently,
which is consistent with what is presented in theory (Zare Mehrjerdi, 2009). Besides being
supported by IT systems, these types of collaboration tools have to be supported by a large
degree of trust and the willingness of all parties to share the necessary information. As
previously mentioned, this has proven to be a challenge to some of the companies. Here it is
important that transparency of all parties and openness to suppliers is created as it has the
possibility to, for example, reduce inventory capacity at all sites and improve the turnover of
all parties. However, some of the companies mention that this is still a message that is

difficult to ‘get out there’.

Mutuality and focus of collaboration
In the case studies, a range of examples of mutuality between the companies is found.

Mutuality arises when there is complementarity and coherency of activities among the
partners in the supply chain (Simatupang et al., 2002). Many of the companies are found to
collectively manage the interdependencies of logistics processes, and it seems that this is
one of the main focuses of collaboration for the companies in question. They primarily
highlight the benefits of inventory efficiency, handling of orders and other logistical
improvements. This fosters complementarity of activities and thereby increases mutuality.
Coherency is also being developed quite effectively between the companies, as almost all
the companies mention ‘gaining common understanding of products and processes’ as being
one of the main incentives and main benefits of engaging in increased collaboration. It
seems as they have succeeded in this as well, which further improves the level of mutuality
among the organizations. Especially in terms of processes and sharing knowledge on how
each company’s processes work, the companies have successful and more than half of the
companies mention information sharing leading to process improvements as being a main
benefit of collaboration, consistent with the theoretical foundation. However, in one of the
cases it is mentioned that the people from the focal company who were assigned to deal
with the relationship with the supplier showed up with no knowledge of the products that
they were co-developing, and this resulted in the supplier being less willing to engage in

collaboration from the beginning. This is an example of how coherency was not established,

67



which in turn lowered mutuality between the companies, and thus hinders effective
collaboration (Simatupang et al., 2002).

The focus of collaboration emphasizes the operational, strategic and organizational linkages
between the companies and the interface where the companies need to make joint
decisions. In particular, the companies have been focused on operational linkages, where
they have sought to enable coordinated distribution and logistics. However, most of their
efforts cannot be characterized as efforts towards integration of independent processes and
information flows, as few of the companies have any integration of information systems.
Instead, it has been enabled through increased communication at a more informal level,
where the companies have had an open dialogue on how processes work and how they may
be improved, which to some extent diverges from what is presented in section 2
(Simatupang et al., 2002). In some of the cases, this has led to more autonomy for the
suppliers, who have taken over some of the processes that were previously situated at the
focal company. In this way, operational linkages have been improved, though still in a
manner that does not yet situate the companies at the higher levels of the supplier maturity
relations model, as will be returned to in the next section. The companies involved have also
been focusing their efforts on improving the strategic linkages through the core
competencies of the companies. As the companies become more open and honest with each
other, including communicating what they are less good at, then, it is argued that the core
competencies of the companies can be allocated more effectively, and suppliers may
become a more integral part of new product development as well. This is also consistent to
the RSC and the notion of the ‘virtual enterprise’ as being an enabler of the RSC
(Gunasekaran et al., 2008). While none of the companies are found to have VE collaborative
relationships per se, many of them exhibit some of the strategies, such as increased
communication and training among the partners, having goal deployment, empowering
teams, and developing strategies for supplier selection. The latter two factors are those that
need even more focus from the companies. Furthermore, the RSC has to be supported by
strategic planning that fosters increased agility in the supply chain (Gunasekaran et al.,
2008). In this case, the companies have been quite effective in some of the strategies, such

as supply chain partnering, development of contract manufacturers and, to some extent,
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employee empowerment. However, the problem arises when these strategies are then not
supported sufficiently by IT systems, and top management support. Then the companies will
face the problem of not being able to carry out the other strategies in practice.
Organizational linkages are those that allow the companies to understand partnership
activities and the realities of bargaining power in the supply chain (Simatupang et al., 2002).
There are several examples from the cases of companies becoming more knowledgeable of
each other’s activities, and especially the focal companies having gained an increased
understanding of how they may, previously, have pressured their supplier in a way that was

inexpedient for effective collaboration (Appendix 7).

Supplier relations maturity
A general approach by the companies towards supply chain relationships has been of a

highly competitive manner, where focal companies often put suppliers in a position of
competition with a focus on price discussions and price margin pressures (Appendix 9). This
is an inhibitor of improved collaboration and prevents focal companies from accessing the
right suppliers. It was stated by theory that having the right suppliers in the supply chain is
essential to successful collaboration (Alexander, 1995). The focus of collaboration should
move away from price and towards focusing on the actual competencies of the companies
you engage with. Are they able to optimize processes, cooperate in a lean manner and
provide flexibility in operations? This approach to SC linkages is also something that will help
the companies move to the higher levels of the supplier relation maturity model. If they fail
to do so, and keep finding themselves at levels 1 and 2 of the model, they will face
challenges in collaboration, which is clearly seen in the cases as well.

It is found that a general problem for Danish companies is that supplier development levels
are too low, compared to what is preferable (Appendix 9). As the focus on supplier
relationship development is a new focus for many of the companies in this case, their
relationships are also mainly placed somewhere in level 1 or 2 of the model, which is
problematic and calls for a continuous and improved focus on collaborative measures. The
interviewed companies all recognize that higher levels of business excellence will not be
reached by focusing on cost only, and that higher quality of products and improved delivery

times come through communicating at a more one-to-one level. However, it seems many of
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them are especially inhibited by having no communicated strategy for their supplier
network, not being able to access how suppliers and customers may help each other, low
levels of forecast sharing, no integrated IT systems and no service level agreements. Many of
the companies, however, do perform activities that are related to levels 3 and 4 of the
model, but have not been implementing them linearly. It then becomes difficult to fix a
train that is already running’. One of the companies has, for example, been very good at
early supplier involvement in R&D processes, while at the same time lacking a strategy for
the supplier network, and this has created ownership risks for them, which underlines the
importance for managers to create a linear process of the steps as suggested by the model.
Another problem that the companies face, when they do not manage to move ‘up’ the
model, is that the focus on supply chain collaboration becomes very fragile, as it is not yet
incorporated into the mindset of the organization. This is especially seen in the companies
who have experienced a high degree of personnel turnover in the area of supplier
performance and development. This has led to the company having to decrease the intensity
of collaboration with strategic suppliers entirely.

One of the companies highlights the importance of improving supplier relations maturity as
markets and products grow, becoming more complex and more mature in the market.
Previously suppliers may have been someone who just provided raw materials, and so a
focus on collaboration may have been less important. As products and markets grow,
products become more innovative in nature, which also means that strategic alignment and
co-development becomes more important, meaning that companies should then focus
heavily on moving to levels 3 and 4 of the model. This is an issue that has not been a focus in
the theoretical foundation, but seems to be considered to be important by some of the

companies, which suggests a need for further attention.

Benefits and challenges

This section will consider some of the benefits and especially challenges that the case
companies have faced in relation to what has been highlighted by previous research in order
to determine whether the experiences of the companies are what could be expected, or

whether they have faced issues that have not previously been highlighted in research.
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The incentives for collaboration can be either cost or customer oriented, and should
preferably be both simultaneously (Chen et al., 2009). When looking at the incentives and
benefits that the companies emphasize, it seems that they have been somewhat equally
cost- and customer oriented. The cost oriented incentives are those of inventory
improvements and general cost optimizations in the supply chain, while the customer
oriented incentives are those of rationalizing business processes in a way that leads to
higher degrees of flexibility and responsiveness, improved delivery and lead times, and those

processes that improve product quality, for example through co-development.

Process improvement and co-development
Many of the companies have succeeded in collaborating in areas that have led to higher

operational performance, while some of them still face challenges. Many state that the
increased focus on supplier development and improvement of communication has led to
efficiency improvements in order placements and delivery times, as should be the case
according to the theoretical foundation, but in one of the cases, a deeper understanding of
each other’s operational processes is still needed. The focal company is apparently still
placing orders and batch sizes that are simply not possible for the suppliers.

One thing that is found to be a challenge for some of the companies is that of co-
development versus task standardization. Co-development of new processes and products
has been highlighted as being one of the major incentives and benefits of collaboration, and
this is still true. However, companies need to be aware of the challenge they may meet of
having to become too task customized due to the customization of products and processes
in relation to one particular partner. A few of the companies mention this challenge, which
corresponds to theory, as an inhibitor of collaboration. For example, one supplier sees it is as
difficult balance to want to service a customer with a very specific technical product and at
the same time not becoming too specialized in production.

There is a clear challenge for all companies involved in supply chain activities in detecting
who actually benefits from collaboration, and research findings differ in this aspect as well.
Often it is the case that suppliers are performing some sort of R&D activity on behalf of the
focal company, which may lead to challenges of ownership rights, as previously mentioned.

This is also the case here, where one of the companies feels that they have made a range of
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changes to their production processes that have helped the focal company save a bulk of
money, compared to what the supplier feels they gain from it. However, another supplier
then highlights the fact that the optimizations they have performed for the focal company
has a trickledown effect on other areas of their production and, as such, they still see it is a

benefit.

Measuring the success of collaboration
A large part of the companies highlight issues of how to measure success and how the

support of top management may collide with this. While the issue of top management
support has been addressed in the conceptual framework, this particular issue has not been
addressed, but provides basis for a necessary discussion. Most companies measure success
based on a set of KPIs, which are often financially based and driven. The problem then arises
when many of the benefits that may stem from increased intensity of collaboration are not
immediately detectable on the bottom line. The companies then argue that KPIs have to be
formulated differently and, in a way, that acknowledges these new ways of working and this
takes effort from the internal organization of each company. The KPIs should instead be
formulated in a way that acknowledges and rewards process optimization instead of price
optimization, as the former may lead to higher levels of responsiveness and flexibility in the
production process, which is a way of developing more long-term advantages for the

companies (Gunasekaran et al., 2008).

The size and capacity of the company
The issue of company size and capacity is an interesting discussion, as it is argued in the

theoretical foundation (Cao & Zhang, 2010) and by some of the companies here that the size
of the companies has an effect on whether or not the companies are able to both enable
collaboration and also reap the benefits of collaboration. The argument is that larger
companies are more prone to focus on increased collaboration in their supply chain as they
have the resources to initiate it and also have larger capacity to implement the gains and
lessons that are obtained from collaboration. This issue might be helped through joint
training, as is seen in one of the cases where the larger company, who possess more
resources, helped the smaller supplier develop the capacity they need in order to engage in

increased coordination activities. A counter argument here, which is brought forward by one
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of the companies, and contradicts the theoretical argument, is that, while large companies
may have the resources for increased collaboration, they are more difficult to collaborate
with in practice due to internal organizational challenges and bureaucracy. This particular

company finds that smaller companies are easier to engage in collaboration with.

Internal focus of the organization
It is contended that Danish companies are still overly focused on internal optimization

(Walbom, 2016a), and the issue of internal culture changes is brought up by almost all the
companies as being a serious inhibitor of increased collaboration. This is a topic that has not
yet been a major factor in the research on SC collaboration. It is especially the aspect of
change management that is being put forward here as being the challenging parameter.
Both focal companies and suppliers need a different mindset. As suppliers are often given
more responsibility following increased collaboration, they are also responsible for when
things go wrong. This is something they may not previously have been used to, and this
poses a challenge.

It is highly important for the companies to build the organization internally, in a way that
meets the challenges of supply chain collaboration, prior to actually engaging in complex
supply chain partnerships. This is also supported in research: “(...) internal focus should be
simultaneous to involving external suppliers” (Tan & Cross, 2012). This is not just a question
of establishing top management support, but may be a question of entirely changing the
organizational setup, which is what two of the companies here have sought to do in order to

meet the challenges of a changing business environment.

Co-dependence and autonomy
While it is the argument of section 2 that companies should be focusing on having fewer

suppliers, and engaging in closer relationships with these, it is not found by all the
companies that this is always the best solution. They acknowledge the idea, but have trouble
practicing it. One company feels that their supplier setup in one area of business is too weak
and wishes to have more suppliers in order to feel more secure, which collides with the
ideas of the theoretical foundation. It might be argued that a solution to this problem could
be improved supplier assessment instead of broadening the number of suppliers. They

would then have the possibility of accessing the right suppliers and build up a trust
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relationship with them, which would lead them to feel more secure with their suppliers. The
company is, however, contradicting themselves, as they have found in other areas of their
business that it is a challenge to have too many suppliers, and want to decrease the number
of suppliers and give more autonomy to the ones they have. Another company has,
however, seen the advantages of increased collaboration leading to a limited number of
suppliers, with whom they have more of a partnership than a supplier relationship. They
agree on some of the risks that are found by others, for example the fact that increased
dependency may also increase risks, but find that the benefits of such relationships
outweigh the risks to a large extent.

Another issue related to that of decreasing the number of suppliers, which has not been
addressed to a large extent in previous literature, is that of increased supplier autonomy. It
is a topic that is being presented by several of the companies (especially on the supply side).
The development of higher levels of supplier autonomy is found to be a benefit for both
suppliers and focal companies, but it does present challenges as well, which the companies
should be aware of. When focal companies shift non-core activities to their suppliers, they
often find that operational risk is increased. This, however, can be countered if the
relationship is based on high levels of mutuality, trust and formalization of the agreements
(Simatupang et al., 2002). This should decrease some of the operational risk, and is argued
to leave both parties better off.

In relation to supplier autonomy, the issue of increased co-dependence among the
companies is highlighted as well, as co-dependence increases when collaborative activities
are intensified. One of the arguments in section 2 is that knowledge sharing and IT
investments, for example, are often most beneficial to the focal company, as costs and
activities are merely shifted to the supplier, while the focal company still benefits from the
outcomes of that knowledge sharing (Soosay et al., 2008). However, the counterargument
that is made by one of the supply side companies here is that shifting these activities to the
supplier increases the focal company’s dependence on that supplier, which creates higher
levels of bargaining power for the supplier that is highly beneficial to the supplier in the long
run. This supplier also mentions that they are more than willing to make relationship-specific

investments that increase co-dependence, as long as the contractual agreements are then
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very clear and formal. This is important, as when the supplier becomes a stakeholder in the
development and production process, a larger sense of responsibility is created, which

furthers trust and inter-organizational learning in the long run (Chakravarty, 2014).

International vs. domestic suppliers
A topic that has not been addressed in section 2 is that of the differences between working

with domestic suppliers compared to international suppliers. This is an interesting topic to
address as it is argued to have managerial implications for companies engaging in supply
chain collaboration activities. The companies here have all had a focus on their domestic
suppliers only, as the project is Danish, but they all argue that the tools they have
implemented can easily be expanded to their international partnerships as well, though
there are precautions that have to be taken. One company finds that their international
suppliers are easier to deal with than domestic suppliers, simply because they exhibit higher
levels of technical capacity and know-how, which is the most important factor for their high-
tech business. Another company, however, finds that it is generally more complicated to
collaborate with suppliers across borders due to two factors, namely culture and business

standards, such as environmental certifications, codes of conduct etc.

The level of product complexity
It is especially important for companies producing high-tech or high-quality products to

focus on effective collaboration in their supply chain, as this type of production is not just
about getting the cheapest components for your product. Instead it is about taking out the
complexity of the supply chain in order to improve delivery times and quality of the
products, as these are the success factors for this type of production (Mortensen, 2016a).
This idea supports theory as well, as the sequential interdependence then requires more
transaction specific resources, and is not easily mediated through purchase or contract.
Instead it may need support from more complex collaboration modes (Alexander, 1995).
This is highlighted by a few of the companies as well, as company A and F both find that
effective collaboration is especially important to their operations, as their products are high-
tech and high-quality. This is a topic that is not presented in the theoretical foundation, but

provides an interesting discussion for further research.
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The extended RBV and collaboration

Exchange theory is one of the explanations that are found for why companies engage in
inter-organizational collaboration. In this it is argued that other’s resources are critical for
the survival of a company. This is the same argument that a large proportion of the
companies here bring to the table when they are asked why they choose to engage in
increased collaboration and tighter partnerships with their customers and suppliers. They
acknowledge that they are not able to ‘obtain success’ by focusing only on their internal
business, but at the same time most of them realize that they have not been focusing
sufficiently on this in the past. Furthermore, in the extended RBV it is argued that it is
necessary to implement processes (which are the dynamic capabilities) that alter the
resource base and will lead to competitive advantages (Eisenhardt & Martin, 2000). It might
be argued that implementing effective supply chain collaboration is part of these processes.
This section will discuss some of the implications that the findings have in relation to the

discussion of the resource-based view, VRIO capabilities and dynamic capabilities.

Developing VRIO capabilities
It is found that several of the initiatives made by the companies have the potential to

improve their VRIO capabilities and may lead to sustainable competitive advantages. Many
of the efforts are found to decrease the costs of production and increase customers’
willingness to pay, as quality improvements have taken place. This creates valuable
properties to the products. Rare properties are developed when companies are able to
differentiate their products and processes from their competitors, and an example here is
co-development, where the interaction between two parties in the supply chain leads to
products that may be superior to competitors’. The imperfectly imitable properties also arise
from supplier relationships in themselves, as the possibility of duplication is decreased due
to the social complexity of the relationships that develop products and processes. The VRI
capabilities are then developed quite effectively in many of the cases here, and it is then
important to look at the O, which is the structures, systems and policies that help capture
the benefits of the VRI capabilities (J. B. Barney & Clark, 2007).

The assessment of supply chain partners is one of the factors that are argued to develop

competitive advantages in the market. Here it is especially important to analyze and couple
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the needs and capabilities of both parties, and afterwards define the goals and formalize
them. This latter part is what the companies have been increasingly focused on, while some
of the companies are argued to still not have the needed capacity to perform the first
exercise effectively. Therefore this issue still requires attention.

Collaboration can lead to the creation of dynamic capabilities, as it is a way of integrating,
building and reconfiguring competencies and can be seen as a strategic routine that alters
and acquires resources (Eisenhardt & Martin, 2000). Innovation and insight into partners’
operations may develop these dynamic capabilities through sharing customer/supplier
information and creation of collective learning. It is argued that many of the companies
engage in such activities and may, as such, develop dynamic capabilities. In particular, the
companies who have sat down and discussed the strategic implications of their processes
and end products can be argued to be developing VRIO capabilities in that way. It is the
strategic information sharing that enables VRIO capabilities to arise and not merely the
sharing of transactional information (Prajogo & Olhager, 2012), which have been the primary
information sharing focus of the companies in the past.

Many of the companies, especially on the supply side, mention supplier autonomy and
increased responsibility for the suppliers as something that has already happened or as
something they wish to happen from increased collaboration. This is in line with the idea of
the RBV, which states that companies should focus to a higher degree on the core
capabilities of each company in order to reach higher levels of competitiveness, as firm
specific skills of the companies are then improved (Cao & Zhang, 2011). Resource
complementarity should lead to higher overall performance, and resource complementarity
may arise through increased collaboration. It is found that all the companies have reaped
operational and financial benefits (increased performance overall) due to their focus on
collaboration efforts. One of the companies (a supplier) mentions that they have been able
to improve the flexibility of their operations, as they have subordinated some of the
technical processes that were not their core capability. This flexibility has made them leaders
in the market of that particular product, which is a clear competitive advantage.

Supply chain collaboration is essential when the competitive parameters of the companies

become those of delivering more efficiently or creating products of slightly higher quality
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than the competitors, as this takes work with the production and process flow throughout
the supply chain. If it is established, this type of improvement can be argued to foster
dynamic capabilities, and many of the companies have sought to improve efforts in that
area. At the same time, they have sought to increasingly understand each other’s processes
and to create a wider understanding of the end product, so that even better products can
come from co-development, which according to the theoretical foundation should become a
benefit in the longer run. This is also a way of developing dynamic capabilities over
companies who do not work in the same manner with their supply chain partners. If the
focal company can ensure, through contractual agreements, that suppliers are not taking
these products to competitors, then it becomes a sustained competitive advantage, as
duplication of the product becomes increasingly difficult due to the social complexity of the
relationship.

While it is argued that the V factor in the VRIO framework is quite easy to obtain through
collaboration, by identifying and optimizing processes that lead to cost savings and creates
temporary competitive advantages, the other factors, and especially the O factor, are more
difficult and more important to develop. Many of the benefits from collaboration, such as
improved delivery time and inventory management, are all factors that lead to competitive
advantages in the short run, and may also improve the possibility of growth for the
companies, as they release a certain amount of cash. Establishing the ‘O’ between the
companies is the harder part. Here it is first and foremost important that they establish
complete alignment and trust between them, as everyone is then more prone to accept the
risks of investments that may lead to sustainable competitive advantages and creates
dynamic capabilities. However, only a few of the companies are in such a position with their
customers/suppliers, as they still struggle with overcoming the idea of not having suppliers
‘at arm’s length’. This is a challenge that they need to overcome for the benefits to surface.
The way in which many of the companies describe their relationship with suppliers as a
‘marriage’, can be argued to be a way of improving the ‘O’ in the VRIO framework, as it is a
way of organizing the companies in a way that capture dynamic capabilities and create

competitive advantages for the companies who are involved in this relationship.
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The issue of trust is also a key enabler of the VRIO capabilities when it is argued to be
available to only a few companies in the supply chain (J. B. Barney & Clark, 2007). The
companies here all find that the issue of trust is the biggest inhibitor of forming VRIO and
dynamic capabilities, which is consistent to what is presented in the conceptual framework.
One of the companies highlights the fact that they have actually made an effort of
presenting two competing suppliers to each other in order to underline that they are not
necessarily secure in their position as suppliers. This is definitely not a way of exhibiting trust
in the supply chain relationship. It may be a factor that hinders the companies from
developing common dynamic capabilities, as it contradicts the theoretical foundation.
Another company has been more successful in establishing this trust relationship with their
supplier. They find that by giving the supplier more autonomy, a trust relationship is
developed where they are also willing to provide the focal company with criticism, This
strengthens all parties and creates a unique relationship that leads to increased value
creation in the supply chain overall, which supports the argument of section 2.

Another company acknowledges that strategic partnerships have to be nurtured for them to
stay competitive in the market. By nurturing these partnerships, they ensure a higher degree
of continuity, which leads to getting the same products of the same high quality every time.
This is a competitive parameter that helps them to stay ahead of competitors in the market.
Yet another company also implies that they are very aware of the fact that, for their
competitiveness to be sustainable, they need to focus increasingly on demonstrating trust
towards their suppliers and focus on improved collaboration throughout the entire supply
chain. Common competitive advantages are created between the companies when strong
alliances are formed with their strategic suppliers. These advantages are argued by some of
the companies to be valuable, rare and difficult to imitate due to the social complexity of the
relationship. This is a way of developing VRIO capabilities through a network of resources,
compiled by several companies, which should be possible according to the argument of the
theoretical foundation.

As elaborated in section 2, IT capabilities can be a key enabler and supporter of VRIO
capabilities, as they are a way of developing and deploying capabilities in 10C relationships

(Fawcett et al., 2009). The main case here is that collaboration based on IT or e-business
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capabilities is quite absent, or at least at low levels. As e-business capabilities are argued to
enable and improve most of the benefits from collaboration that are listed in section 2, this
is a clear issue that has to be addressed by the companies in the future. In the few cases
where VMI and other types of IT integration have been implemented, it is found that a range
of benefits have come about immediately both in terms of improvement of processes and
consequently financially. Thus, this supports the conceptual framework.

Many of the above examples underline how supply chain linkages can be a resource in
themselves. For example, the companies who have developed very specific and unique
know-how in collaboration with their suppliers are an example of collaboration being a
resource in itself. There are also examples of how supply chain linkages can be a resource-
acquisition capability. The changes that some of the companies have made internally to their
organization are ways of improving their organization to capture some of the benefits that
can arise from increased intensity of collaboration. In the case where one of the suppliers re-
organized in order to improve collaborative efforts with their customers and create a better
understanding of their processes, they found that the customer’s dependence on them
increased as well. This is argued to be an example of how the supplier managed to form
supply chain linkages as a resource-acquiring capability, as they will most likely reap more
benefits in the future from this reorganization and the increased focus of coordination.

The fact that good supplier relations lead to the increased willingness of suppliers to invest
in new technology that will meet the future needs of the focal company, as is also seen in
one of the cases where the supplier has made a relationship-specific investment, can also be
argued to be a resource-acquiring capability for the focal company. Supply chain linkages
have developed in a way that improves the possibility of the focal company gaining more
resources (from the supplier) in the future.

The companies have been very systematic in initiating common problem solving, which is an
important enabler of effective collaboration, and this has definitely provided all parties with
considerable benefits. However, until the companies manage to focus on some of the factors
that will lead supplier development into the steps further up on the supplier relations

maturity model, it might be argued that they cannot obtain VRIO capabilities that will be
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sustainable in the long run. Then they will find themselves in a state of relationships that are

still fragile and may not reap the benefits that stem from the VRI properties.

Revised conceptual framework

From the previous section it is clear that most of the factors that are incorporated in the
conceptual framework are issues of collaboration for the case companies as well. The
companies have faced several of the inhibitors of collaboration and have been focusing on
improving the enablers of collaboration in order to increase collaboration intensity. They
have also engaged in both formal and informal measures of collaboration, but have been
less focused on the organizational types of collaboration. The companies, however, also
brought forward a range of topics that have not been of focus by theory and research in the
past, and therefore it would make sense to incorporate them into the framework as factors
that influence the intensity of collaboration or factors that should be considered by
managers when engaging in increased collaborative activities. These are also factors that
could be interesting to research further, in order to determine the dynamics and influence of
these factors on collaboration and operational performance.

These factors are argued to be those of variations in the size and capacity of the involved
companies, the internal organizational structure of the companies, the issue of top
management support, supplier ownership and supplier autonomy, the level of product
complexity and the tools of value stream and root cause analysis. As such, these factors have
managerial implications, in that managers of supply chains can possibly improve
collaboration even further, if they focus on these particular aspects and take them into
consideration when forming the strategy of the supply chain efforts. The main risks as
perceived by the companies who have been studied in the thesis are that of increased
dependency between the parties, the internal organizational and cultural issues and the fear
of losing know-how to suppliers. To overcome some of these issues, long-term relationships
between the parties are essential as they may help decrease these risks.

The findings have theoretical implications as well, as they highlight aspects of supply chain
collaboration that may be further investigated in future research. The recommended areas

of future research are presented in the last section.
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Conclusions and further research

This thesis set out to investigate the increased intensity of collaboration in supply chain
networks, and the benefits and disadvantages that it may entail. It has done so through
qualitative research measures in order to supplement the previous research in the area,
which has been highly quantitative in nature. The qualitative data was collected through a
range of interviews with both focal companies and suppliers, and through speeches held by
a focal company and a supplier presenting their experiences of increased collaboration in
the supply chain. The theoretical foundation on which the research was conducted was
created from a vast literature review and a combination of collaboration theory and
resource-based theory.

It is clear from the findings of this thesis that supply chain collaboration is a hot topic in the
international business environment, as all of the companies acknowledge that there is a
need for increased focus and effort in the area in order for competitiveness and productivity
growth to persist in the market. It is found that the empirical findings exhibit several
similarities to that of the conceptual framework, but additional incentives, benefits and
especially challenges were detected in the data, which have not been addressed to a large
extent in previous research and literature. These findings and implications were presented in
the previous section as theoretical and practical implications, and an extension of the
conceptual framework.

This extension of the conceptual framework also suggests a number of areas for further
research. First of all, while it is clear that increased collaboration in supply chains increase
overall performance, a more detailed study on the matter would be relevant in terms of
guantifying the actual results from increased collaboration. The companies of this thesis
have already been able to detect changes on the bottom line, which could be interesting to
look further into in the long run.

Most of the interviewees point to top management support and changes of the internal
culture of companies as being a main factor for successful collaboration. Therefore, a study
into the dynamics of change management in this area would be highly relevant, and could
bring about important results for managerial actions in the area. In relation to this, the issue

of trust is an important factor as well. Further research into this area could be most relevant;
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for example a more practical case study on how to develop and sustain trust and
commitment between suppliers and focal companies in the supply chain.

Lastly, there is the discussion of VRIO resources and how to sustain these. As argued, the
integrity of VRIO resources that may develop from increased collaboration in the supply
chain needs to be protected in order for them to become sustainable. The question of how
to protect this integrity in the long run could be investigated in an entire thesis on its own
and could also lead to important theoretical and managerial implications.

Surely, there is room for plenty more research in the area, as it is an area of international
business that has the potential to improve the competitive and financial measures of

companies greatly.
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Appendices

Appendix 1A: Interview Guide
Introduction questions:
- What is your position in the company?
- How long have you been employed in the company?

- Why are you relevant to this interview (what is your role in the project)?

Incentives and obstacles/challenges
- Why is your company engaged in the Stram Kaden project?
- Where is the supplier situated in the Krajlic model?
- What are the incentives to engaging in increased collaboration?
- What are the main obstacles or challenges to collaboration as you see it?
-  What are the main concerns when engaging in such tight relationships with
suppliers/customers?

- What type of strategy is the choice of increased collaboration based on?

The tools — the nature of collaboration and the structure:

- How do they engage in further collaboration — the tools?

- What are the main technologies that enable collaboration?

- Are there any inter-organizational collaboration activities such as business
information, decision and process coordination?

-  What do they find to be the most important factors for collaboration to work
effectively?

- Do they engage in long-term partnerships or sourcing agreements?

- Can the tools and approach to collaboration in this project with Danish suppliers, be

extended to the international connections as well? If not, why?

Perceived benefits from coordination
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- How do they measure performance and improvements from increased
collaboration?
- What are the success criteria?
o Cost?
o Efficiency — more use of IT systems?
o Innovation and knowledge sharing —or NPD?
o Long-term relationships and increased trust-based relationships.
o Internal operational improvements?
o Quality improvements?
- What are the perceived benefits?

o Visibility, reducing inefficiencies, reducing uncertainty?

Competitive advantages
- How may this project help your company gain competitive advantages — in what
areas? What types of capabilities do they hope to improve and gain?
- Do they find that using the tools, help the company and the network to develop
unique capabilities (as compared to competitors)
- Do the partnerships allow them to access resources they would otherwise not have

had access to?

Wrapping up:
- Where do they see themselves in terms of the supplier relations maturity model?

- Have they moved from one phase of the supplier relations maturity model to the

next?

- How is their relationship with the supplier/focal company different now than before?
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Appendix 1B: The participants and quality of the interviews

Company Participant’s Years employed | Comments on the quality
position

Company A Global supply 7 years Company A have been the most compliant, as they

Focal company | chain manager had allocated 3 hours, prepared a presentation and
provided two employees to be interviewed. The
interview with the supply chain manager was of
high quality and quite reliable.

Company A Chief of 1,5 years He was exceptionally knowledgeable in the area of

Focal company | development SC collaboration, and provided insights of high
quality and reliability.

Company B CEO 16 years They were easily accessible and willing to

Supplier Project manager 1year participate. However, the two participants were
interviewed simultaneously and not separately due
to time constraints. The quality and reliability of the
interview was high, despite that.

Company C Chief 2 years They were very difficult to gain contact with at first,

Focal company | Procurement and time to reply was really long. They also

Officer allocated only one employee for interviewing.

However, this one employee was a highly reliable
source, as he had a deep understanding of
collaboration in SCs and the strategic choices behind
it.

Company D Supply chain 2,5 years Due to geographic challenges this interview had to

Focal company | manager be conducted as a telephone interview, which highly
impacted the quality and length of the interview. It
was quite difficult to conduct this interview, and the
quality of it was not as high it could have been by
conducting the interview in person.

Company E Customer 5 years He provided satisfactory insights on the customer

Supplier manager side of the supply chain collaboration. However, he

was not as knowledgeable on the subject as
company A, B and C, and the length and quality of
the interview was thereafter.
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Appendix 2A: Interview with Chief of Development, Company A

Hvad er din profession her i firmaet?

Jeg er chef for den udviklingsafdeling, der har med forbrugsvarer at ggre.

Og hvor laenge har du vearet i firmaet?

Det har jeg i knap 1,5 ar.

Og din rolle i projektet Stram Kaeden har jo ikke veaeret sddan direkte, men mere generelt
tidligere med leverandgrudvikling?

Ja, altsa vi arbejder Igbende med leverandgrudvikling, fordi mange af de forbrugsvarer vi
har, handler om, at vi har fundet ud af, at hvis man kgber lige ngjagtig det der hos den her
underleverandegr, sa virker det. Eller vi har ssammen med en underleverandgr udviklet at hvis
nu de laver det her med denne her opskrift og pa den og den made, sa virker det. Sa derfor
er der en masse teknisk samspil med underleverandgrerne for at fa de rigtige forbrugsvarer.
Derfor er der ogsa det aspekt med underleverandgrer, der hedder, at kan de deres kram og
har de styr pa deres teknologi? Kan de finde ud af at samarbejde omkring det med os,

hvilken form for rettighedsdeling har vi og hvilken form for vidensdeling har vi med dem?

Sa Struers har i virkeligheden ogsa forud for Stram Kaeden projektet haft ret meget fokus pad
leverandgrudvikling og leverandgrsamarbejde?

@h, ja og nej. Der har veeret meget samarbejde med underleverandgrer, forstaet pa den
made at rigtig meget af det udviklingsarbejde, der er foregaet er foregdet i samarbejde med

underleverandgrerne.

Ja...
Men der har maske ikke veeret sa meget fokus pa, hvad for nogle rammer der var for det,
hvad der kom ud af det og hvad der var deres og hvad der var vores, og hvordan man skulle

bruge det bagefter og sadan noget.
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Okay, jamen det er jo det interessante her i denne forbindelse. Sa hvis du ud fra Struers
perspektiv skulle se pd, hvorfor man vil veelge at gd ind i det her Stram Kaeden projekt?
Hvorfor har dette veaeret vigtigt for Struers, og hvorfor har man haft behov for det?

@h, det kan man jo svare pa, pa mange planer, men altsd Struers er en ret moden
virksomhed, og oh vi s®lger nogle produkter, der ogsda er modne i et produktforigbs
perspektiv, sa vi gar ikke ud og vinder store markedsandele, ved at komme med noget der
revolutionerer nyt. Mange af de ting vi s®lger er nogle veletablerede produkter, som der
skal arbejdes videre p3, for at blive ved med at holde markedspositionen.

Her kan man sige, at der ligesom er to mader at arbejde med dette pa. Man kan arbejde
med at forfine sit produktprogram og man kan arbejde med at blive bedre til at producere
det her i en god kvalitet, levere pa det rigtige tidspunkt og til en fornuftig pris. Og hvis du
arbejder pa det her med at blive bedre til at rent faktisk kgre din forretning, og gerne vil
blive bedre til at levere pa det rigtige tidspunkt, den rigtige kvalitet og til den rigtige pris, sa
skal man arbejde med underleverandgrerne.

Fordi vi kgber rigtig meget i en eller anden grad af feerdighed fra vores underleverandgrer. Vi
har rigtig mange underleverandgrer, og kgber bade halvfaerdige og helfeerdige ting, og
sender det videre og samler det. Det med at fa de rigtige varer fra vores underleverandgrer

er en vigtig del af vores samlede forretnings flow.

Ja, det er klart. Der er jo en grund til at man har valgt at igangseette et stort projekt som det
her, og ud fra deres tese er der mange der mener at deres leverandgrer er strategisk vigtige,
men der har ikke veeret seaerlig meget fokus pd at f& det udviklet ordentligt. Hvilke
incitamenter er der behov for at man fdr gjnene op far i forbindelse med leverandgrudvikling
og leverandgrsamarbejde? Hvad skal man blive bedre til i leverandgrsamarbejdet?

Jamen det er sadan nogle modenhedstrin. Der er flere forskellige trin. Der er fgrst det helt
umodne forhold, hvor man far en sending af noget man mener man har brug for, og nar man
mangler nogle nye, sa far man en sending mere. Men hvis du skal klare dig i konkurrencen,
sa skal du pa de vigtige leverandgrer du har, arbejde pa de forhold, sa du er sikker pa, du far

det samme produkt hver gang, og har undersggt markedet grundigt for om du kan fa noget
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bedre til en bedre pris et andet sted. Det kan ogsa veere at havde man gdet et andet sted
hen, sa havde de foreslaet et produkt, der ville passe endnu bedre ind i din produktion.

Sa det bliver en central del af forretningen, at veere i stand til at kgbe nogle gode varer et
sted hvor de har passende niveau af service, kan man sige. Alt afhaengig af hvad man skal
kgbe, skal det kpbes forskellige steder, hvor de har forskelligt vidensniveau, forskellige
kvalitetsstandarder og forskellig evne til at levere, og det skal du ramme rigtigt med. Hvis du
skyder over malet bliver det for dyrt, og du kan ikke klare dig konkurrencemaessigt, men
skyder du under malet far du en masse problemer med at der ikke bliver leveret til tiden, og
det bliver en anden kvalitet end den du bad om eller at du bruger tingene pa en darlig made.
Sa det er vigtigt for det vi laver, hvad det er underleverandgrerne leverer til os, og hvordan
vi snakker sammen med dem. Men der gar meget nemt noget kasse i det, hvor man
koncentrerer sig om det man har hos sig selv, og det der ligger ude ved
underleverandgrerne, det er bare noget der ligesom kommer ind, og kunderne det er nogle
der er derude. Men det er klart, at det er ogsa et konkurrenceparameter at finde ud af at
fungere med de centrale leverandgrer og finde ud af at fungere godt med de vigtigste
kunder. Og det skal du arbejde pa.

Sa er der selvfglgelig en udveelgelsesproces. Du kan ikke have fuld opmaerksomhed pa alle
dine leverandgrer, for det bliver ogsa for tungt. Du bliver ngdt til at ga ud og veelge — hvilke
leverandgrer er vigtigst for dig, og sa kan man snakke om at der er strategiske leverandgrer.
Men det siger naesten sig selv. Meget af det vi ggr, er at vi laver det stykke arbejde for
kunderne der hedder, at specificere sammen med kunderne, hvad de har behov for, og sa
finder vi ud af, hvor det er fornuftigt at finde det henne. Derfor skal vi velge den gode

underleverandgr.

Ja, og man mener, sd vidt jeg har kunnet forstd, at der har veeret et overfokus pd hele cost-
siden af det her samarbejde med underleverandgrer og udvaelgelse af disse generelt. Det har
veeret et stort problem, som nogle ser det, i stedet for at fokusere mere pa hvad kan vi ggre
for hinanden, og hvordan kan det blive til en konkurrencemaessig fordel?

Ja, det er det her med kassetankningen. Hvis man bare sidder i sin egen lille kasse, og er i

gvrigt helt ligeglad med hvad der foregar ude ved underleverandgren, og du vil bare have
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det du har bedt om til den lavest mulige pris. Men der kommer du kun sa langt — hvis du vil
lengere end det, og vil hgjere op i kvalitet eller have varerne til en bedre leveringstid, eller
vil leengere ned i pris, sa er du ngdt til at begynde at snakke sammen med din
underleverandgr om, hvordan kan vi ggére det her. Sa er du ngdt til at begynde, at fx dele
forecasts med din underleverandgr, hvis du vil have en bedre leveringstid, ellers kan han

ikke geette, hvis du pludselig skal bruge 10.000 kasser af et eller andet.

Sa det er et af de veerktgjer | bruger — fx at dele forecasts?

Ja, vi har fx en stor engelsk leverandgr, som leverer et vigtigt produkt til os, hvor vi for et ar
siden var et sted, hvor vi ikke en gang fik leveret alle de ordrer vi lagde. Og sa er der blevet
arbejdet en del, bl.a. ud af supply chain og strategic sourcing og ud af R&D, er der blevet
arbejdet sammen med denne her leverandgr, og fa snakket om, hvad er det der virker, og
hvad er det der ikke virker, og i dag har i hvert fald supply chain faet sat er system op, sa der
er styr pa hvilke ordrer der er blevet lagt, og de bliver bekraeftet osv., sa nu far vi de ordrer vi
har bestilt. Naeste problem bliver sa, jamen, far vi dem sa til tiden, og der har vi ogsa lgftet
niveauet temmelig meget ved at forbedre nogle forecasts, og ved at holde nogle mgder med
dem om hvilken raekkefglge tingene skal prioriteres i. Der er dog stadig nogle enkelte ordrer,
der bliver leveret meget for sent, og her skal vi sa endnu dybere ind og tale med
leverandgren om, hvad det er der sker med de ordrer. Er det os der leegger maerkelige
ordrer, eller er det dem, der ikke har styr pa deres produktionsapparat, eller hvad sker der?
Og der er det jo man er ngdt til at snakke sammen, og blive enige om hvilke ting der skal
gores bedre, og ligesom have en proces omkring — hvordan ggr vi det her. Det nytter ikke
noget at bare blive ved at kyle ordrer efter dem, hvis de har en god grund til at det ikke kan
lade sig ggre. Sa man er ngdt til at begynde at snakke sammen. Det er bare meget nemmere
at lade vaere, sa det skal man ligesom have sat op — og det er tungt. Det kraever at der er
nogle folk her i huset, der skal erkende at det var ikke altid underleverandgren, der var dum
— det var ogsa os, der gjorde noget dumt. Og det kraever ogsa, at der er nogle
underleverandgrer, der skal blive bedre til at snakke om hvad de ikke er sa gode til. De fleste
er rigtig dygtige til at snakke om alt det de er rigtig gode til, men hvis de ogsa skal til at

forteelle om hvad der er sveert for dem, sa skal der bygges noget tillid op, og du skal have
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nogle folk til at erkende, at de selv har en andel i hvad der gar galt. Det skal alt sammen

seaettes op, og det skal dyrkes.

Mmm, ja. Hvis man skal kigge mere specifikt pd nogle af de veerktgjer man i praksis benytter
for at fa det her ggede samarbejde, og @gede koordinering med sin leverandgrer.

Altsa fra et udviklingssynspunkt, sa er der hele det her omkring teknisk vidensudveksling,
hvor vi har haft meget lidt fokus pa det i Struers tidligere, og med mange centrale
underleverandgrer, har vi ikke nogle aftaler om hvem der ejer viden, og det betyder at vi i
nogle tilfelde, har fodret en masse viden til en underleverandgr, som sa har givet os nogle
gode produkter tilbage, som vi sa har gjort populere pa markedet, og sa er den
underleverandgr sa begyndt at selge produkter lavet med den samme opskrift til vores
konkurrenter. Det er jo ikke saerlig smart, da det simpelthen er med til at @#delaegge
forretningen.

@hm, der er andre underleverandgrer, der har kampet med produktions- og
kvalitetsproblemer, fordi vi har aftalt med dem at de skal levere noget, der neermest er
umuligt at producere, og det giver jo ogsa en masse problemer for os. Sa bliver tingene ikke
leveret til tiden eller der er kvalitetsproblemer, og der kan man sige at der ville en
vidensdeling omkring — hvad er det egentlig vi har af behov — ogsa have veaeret pa sin plads.
Sa det vi er begyndt pa nu, og som jeg har brugt meget energi pa, er at tage en prioriteret
liste, og ligesom sige: jamen de her underleverandgrer, dem er vi ngdt til at fa nogle
udviklingsaftaler pa plads med, som handler om, hvordan fordeler vi de her ting imellem os.
For hvis vi kan fa dem pa plads, sa kan vi ogsa fa lavet et rum, hvor vi kan snakke abent
sammen, og hvor vi kan forteelle dem at, det kan godt veere vi har specificeret de her
parametre, men det er ikke det der er interessant — det interessante er, hvordan det virker,
nar man ggr sadan og sadan. S3 kommer leverandgren maske med helt nye forslag til
Igsninger, der kan hjalpe til den samme funktion i produktet. Men det kan man kun ggre,
hvis man er blevet enige om inden, at det vi sammen udvikler her, det ma de ikke szlge til
vores konkurrenter. De ma gerne szlge det til nogle i andre industrier, men ikke til vores
konkurrenter. Eller | ma ikke szelge det til andre end os de naeste 10 ar, eller hvad aftalen nu

matte indeholde. Der er forskellige temperamenter hos forskellige underleverandgrer, sa
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det kan man lave forskellige aftaler ud fra. Nogle vil gerne have man kgber en opskrift — sa
gor vi det, og sa er den vores. Andre vil gerne have det her eksklusivitets setup, hvor
indenfor vores lille niche handler de kun med os, men de kan have ejerskab til al den viden
der er, og bruge denne andre steder. Sa det prgver vi ogsa, og det er en vigtig brik til det her
med samarbejde. Men det forudsaetter der er nogle i den anden ende, der vil spille med pa

dette.

Ja, lige preecis.

I hvor hgj grad benytter | IT-baserede Igsninger, som er integrerbare med jeres leverandgrers
systemer?

Der skal du spgrge nogle, der er mere i Operations, fordi det er sddan en Operations ting,
hvordan de her forecasts rent faktisk bliver lavet.

Vi er ikke sa meget inde i den der daglige drift, men mere inde i produkterne.

Jamen, helt okay.

Det er kun hvis ting gar galt at vi skal tage stilling til om setupet stadig er okay.

Ja, okay. Hvor mange leverandgrer anser | for at vaere nogle af dem, som | gerne vil bruge
meget krudt pa?

Med udviklingsbriller taler vi maske 5.

Og hvor mange leverandgrer har | samlet set — hvilket selvfalgelig er rigtig mange?

Vi har en 5-6-700 i alt, men nogle af disse leverer 3 skruer, og snakker vi forbrugsvarer, sa er
det relativt fa leverandgrer, der leverer mange produkter til os. Sa vi har pa skaereskiver,
som er vores stgrste omrade, har vi 3 leverandgrer, hvor den ene er meget stor, og den ene
er en strategisk leverandgre, og de andre er bittesma. Pa slibepapir har vi en meget stor og
meget vigtig leverandgr, som vi bruger rigtig meget krudt pa at fa samarbejdet til at fungere
bedre med. Og sa har vi en anden vi bruger, nar den store ikke kan levere, men dem er vi

ikke ret glade for. Dels fordi de er meget lukkede og dels fordi de ligger langt veek og er
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tunge at danse med. Sa prgver vi at fa to andre leverandgrer i spil, fordi vi synes det setup vi

har nu er lidt for svagt.

For svagt i forhold til at det er for risikofyldt?

Dels er der noget med at vaere meget afhaengige af en stor leverandgr, og dels er der noget
med at vi ikke er tilfredse med den performance de leverer.

Sa har vi pa udstgdningssystemer, der har vi en leverandgr, som har hovedparten af vores
produkter, som performer rigtig fint, men som laver tricket med at salge opskrifterne ud af
bagdgren. Der har vi sa en anden leverandgr, der leverer et enkelt lille produkt. Her skal vi
ogsa ud og se efter nye leverandgrer, der kan hjalpe til at styrke dette setup.

Pa varmeindstgbning har vi sadan en handfuld forskellige leverandgrer — nsermest 1 pr.
produkt — og det er lidt noget rod.

Og det samme har vi pa skaerevaesker. Og med proxysystemer har vi forsggt at skrue tingene
sadan sammen, at vi kan lave forskellige produkter ved at variere sammensatningen af
relativt fa komponenter, sa de er vi lidt bedre kgrende, men det er stadig lidt en rodebiks.
Og det er vel sa naermest det indenfor vores leverandgrer.

Bortset fra at vi har en virksomhed, Seritronic, som man nok hellere skal kalde contract
manufacturers, fordi i virkeligheden kgber vi af dem kvadratmeter, arme, ben og timer, og
ikke feerdige produkter. Men de er meget vigtige for os!

Sa er der sadan nogle ravarer, som en bestemt type silke eller diamanter i den og den
kvalitetssortering eller de og de kemikalier kgber vi der, mens de og de kemikalier kgber vi
der. Det er en anden form for underleverandgrer, fordi det ikke er deres performance som
sadan, der er interessant, men hvor produktkvaliteten er det interessante. Her kgber vi mere
varerne end vi keber samarbejdet, mens de andre er i meget hgj grad kombinationen af
deres know-how og de varer de leverer og hvordan det passer ind med vores know-how,
som er fokus.

Giver det mening?

Ja, helt bestemt, helt bestemt.

Hvor ligger Seritronic leverandgren?
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Seritronic leverer flere forskellige ting til os, bl.a. nogle MD slibeskiver, og det er den
contract manufacturer, som er meget vigtig for os — det er Seritronic.

De leverer noget der er efter vores opskrift og efter vores proces. De leverer det pa en made
hvor vi kgber ravarerne, og placerer dem ved dem, og fortaller hvad de skal lave ud af det,

og sa sender de en regning. Vi far den samme regning om udbyttet har veere 90 % eller 75 %.

Okay.

Sa de leverer ikke i klassisk forstand en vare.

Sa hvordan er jeres aftale med dem stykket sammen? Er det mere partnership orienteret og
langvarige aftaler, eller hvordan er de stykket sammen?

Den aftale der ligger nu er et forsgg pa at skrive sammen, hvordan vi har gjort forretning de
sidste 12-15 ar. @hm, og egentlig er det et forsgg pa at skrive hvordan det nu er det
fungerer, og det er et typisk eksempel pa, at man har haft en masse teknisk samarbejde,
men man har ikke faet teenkt igennem, hvad det nu lige var aftalerne var, og hvad rammerne
var. Det er ligesom bare kommet op at kgre, og sa har man haft en gensidig forstaelse
omkring hvordan det kgrer.

| sidste uge fik vi da skrevet under pa, sammen med dem, at det er sadan her tingene i dag
skal kgre. Og jeg kunne da godt taenke mig at vi blev lidt skarpere pa hvordan den

samarbejdsaftale egentlig skal se ud.

Og er det sd farste gang i de mange Gr man har gjort forretning med dem...

Nej, der har ligget nogle aftaler tidligere, som dels har indeholdt nogle elementer omkring
nogle lister, og hvem ggr hvad, som ikke er blevet brugt og vedligeholdt, og sa er de Igbet
ud. Sa der har ligget nogle gamle aftaler, der er sandet til, og sa forsgger vi at puste lidt liv i
dem igen.

Det er netop i erkendelse af, at det er en vigtig del af vores produktionsapparat, det der
foregar ved Seritronic, og det er en vigtig del af vores teknologi, som vi slger til kunderne.

Sa den tekniske ambition er at fa noget mere styr over hvad der foregdr deroppe, og have

99



noget attention pa de processer, der foregar deroppe, selvom de geografisk foregar et

stykke veaek.

De leverandgrer | har — jeg gdr ud fra at en del af dem er udenlandske — hvordan varierer
mdden at samarbejde pd, og mulighederne for samarbejde fra de danske til udenlandske
leverandgrer?

Mange af de internationale leverandgrer vi har er et mindre firma med en meget hgj teknisk
standard, fx et tysk firma. Vi har en omsatningsmaessig stgrrelse, sa vi er tilstraekkeligt store
til at veere vigtige hos dem, og tilstraekkeligt sma til ikke at fylde hele forretningen, og det
giver et rigtig godt setup. Der synes jeg vi far god respons, og det er nogle af dem man
faktisk kan lave meget kompetent udvikling med. Her kan vi tage nogle ideer, og de kan

omsaette dem til noget, og det har vi ikke med vores danske leverandgrer.

Der er faktisk bedre status pd leverandgrsamarbejdet med de internationale leverandgrer?

Ja, det synes jeg - i hvert fald indenfor forbrugsvarer.

Og hvordan kan det vaere?

Jamen, det er simpelthen niveauet, der er hgjere.

Er det fordi man i udlandet har vaeret mere fokuseret pd mdden at indgd i
leverandgrsamarbejde pd, end man har veeret det i danske virksomheder?

Nej, det tror jeg ikke. Vi indkgber hgjtspecialiserede produkter til vores forbrugsvarer og det
kreever bare en teknisk viden, og nogle tekniske kompetencer pa et hgjt niveau, og det er
der bare ikke i Danmark. Der skal du shoppe i Europa, og nogle gange i verden, for at finde
nogle der kan det vi leder efter.

Sa det er bestemt af hvad de kan, og sadan en virksomhed kunne sagtens ligge i Danmark,

men Danmark er bare ikke szerlig stort.

Kan | se allerede nu, om der kommer noget ud af det ggede samarbejde? Kan | se det pa

bundlinjen, eller er det nogle andre ting | forventer at f ud af det?
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Indenfor forbrugsvarer kan vi ikke se noget indenfor Stram Kaeden projektet, da noget af det
ikke rigtig er kommet i gang endnu.

Med Seritronic har vi haft en ambition om at fa et bedre udbytte af den produktion, der
foregar deroppe, og der er vi kun kommet til dataopsamlingsniveau. Vi prgver at samle
noget data sammen, for at kigge pa, hvorfor der er sa store variationer og kassering, som der
er.

Hvis det er den made man gar til opgaven pa, sa tager det rigtig lang tid, hvis man skal have

et klart billede. Sa nej.

Hvad er sG ambitionerne for samarbejdet og ideerne om hvad der kan komme ud af det?

Det vi vil med Seritronic, er at vi vil gerne have mere kontrol over den produktion, sadan sa
vi far den samme kvalitet hver gang, og det samme udbytte hver gang.

Vi forventer i den grad at kunne producere billigere, hvis vi far styr pa kvalitetsvariationerne
hos Seritronic. Det er vigtigt for vores forretning af vores kunder skal kunne fa de rigtige
varer, pa det rigtige tidspunkt. Ellers kan de bare ga et andet sted hen.

Det handler om at strgmline. Det vi szlger pa er vores produkter sddan set ligner vores
konkurrenters, vi laver dem bare bedre eller leverer til tiden eller kvaliteten er ens hver
gang, og derfor skal vi arbejde med det Igbende produktions flow og lgbende forbedringer

hele tiden. Ellers bliver man overhalet.

Hvad ser du som vaerende nogle af de stgrste udfordringer og forhindringer i forhold til at fa
et taettere leverandgrsamarbejde?

Det er et spgrgsmal om tillid — det er vigtigt! Og sa skal man dyrke det. Det nytter ikke noget
at man saetter sig ned og er enormt tillidsfuld, og sa gar man hver til sit, og g@r ingenting.
Man starter med tillid, og sa skal der arbejdes med det. Det er noget med at begge parter
skal arbejde sammen om det. Man skal vak fra den ide med at man bare leverer, ind

igennem en luge, og sa ser man ikke hvad der sker efter det.

Nu naevner du et ord som kontrol?
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Der mener jeg ikke kontrol, som at vi skal ga og kontrollere dem, men mere at vi far kontrol
over produktionsprocessen. Den er ikke tilstreekkelig meget under kontrol — der er for stor
variation. Nar vi synes vi laer den samme proces to gange, sa kommer der to forskellige ting
ud af det. Det betyder sa, at vi er ngdt til at kassere en masse af det vi producerer, fordi det
ikke er godt nok. Sa det er en produktionsproces, der ikke er i tilstraekkelig kontrol

Det er nok ikke sa underligt, da det er vores egen produktionsproces, som vi har bet nogle

andre om at passe, men som vi sa ellers har ladet sta til efterfglgende.

Hvilke vaerktgjer har | sat i vaerk i samarbejdet med Seritronic?
Det der kgrer lige nu er dataopsamling, i forventning om at vi kan bruge de data til at finde
ud af hvornar gar det godt, hvornar gar det skidt og hvad er det for nogle variationer, vi skal

have under kontrol.

Ja, okay.

Hvis man fglger med pa de her ting, sa er det ogsa med til at skabe fokus pa det. Hvis man nu
ikke bekymrer sig om man smider 15 % eller 30 % af det man har lavet vk, sa bliver det jo
heller ikke bedre.

Det er godt at begynde at male pa de her ting, bade fordi svaret kan ligge i nogle af de her

data, men ogsa for at skabe noget attention omkring det.

Tesen er at det skaber gget konkurrencefordele at have et taet samarbejde i ens supply chain
og med dine underleverandgrer. Hvor ser du at denne kobling opstdr?

Fra et teknisk udviklingsperspektiv er der dels den fordel, at hvis vi forstar bedre hvordan
underleverandgren producerer deres ting, og de forstar bedre hvad det er tingene skal
bruges til. Sa er der en bedre chance for at fa de to ting til at passe sammen, og dermed lave
nogle reelt bedre produkter. Det er den ene ting.

Den anden ting er, at hvis vi kan lave et teet samarbejde pa den made, at nar vi sa har lavet
nogle reelt bedre produkter, sa bliver de ikke solgt til vores konkurrenter, sa er det jo en

blivende fordel for os. Sa begynder du ogsa at have nogle konkurrencefordele her. Sa har du
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nogle kunder, der teenker: vi gar hen og kgber det her indstillingssystem hos Struers, fordi

der fx er mindre svind.

Der er denne her 4 steps af leverandg@rsamarbejde. Hvor ligger | henne i det her (med jeres
strategiske leverandgrer), og hvor taenker du at | skal hen?

Det link vi skal prgve at styrke, er vores tidligere "absence of assessing suppliers’.

Skridtet fra 1 til 2 er det vi er ved at tage med vores store engelske leverandgr.

Mange af de ting jeg beskeaeftiger mig med, med vores leverandgrer, ligger faktisk allerede i
proces delen, og det der er Struers problem, er rejsen ud af garagen. Vi har faet lavet nogle
maerkelige shortcuts, og rejsen igennem de her steps er ikke ngdvendigvis linezer for Struers.
Det er et fantastisk billede fordi det kommer i steps, og man kan ikke bare hoppe ind midt i
det helt, fordi an sa vil mangle noget.

Vi har fx veeret rigtig gode til det her med at integrere suppliers i vores R&D proces, og har
faet nogle rigtig fine produkter ud af det. Desvaerre manglede vi samtidig det tidligere step,
der hed, strategy for supplier network. Ergo havde vi ikke faet lavet nogle aftaler om at de
ikke matte szelge til konkurrenterne — det er det der gar galt.

| samarbejdet med Seritronic mangler vi en masse komponenter fra cost-steppet.

Det er vigtigt for Struers fremadrettet at starte med trin 1, ggre det feerdigt og arbejde
videre pa trin 2, ggre det feerdigt osv. Det har vi ikke gjort, sa der har vi en masse geeld i
baggagen. Sa udfordringen er at fylde nogle af de her huller ud, pa trods af at vi har en
forretning gdende fra dag til dag, sa vi skal ind og lappe en maskine, der kgrer.

Sa bliver man mgdt af ting som: hvorfor kommer | pludselig her og vil have kontrakter og
aftaler og alt muligt, det har jo fungeret fint i 15 ar! Ja, det har fungeret fint for jer, men det

har ikke fungeret fint for os. Sa det er ogsa sveert at reparere en maskine der kgrer.

Tror du at ideen fra mange leverandgrer er, at det giver mere mening for jer, at ggre de her
ting, end det ngdvendigvis gar for dem?
Det er forandringsledelse. Det er altid sveert at flytte sig. Det fgrste trin i forandringsledelse

er at anerkende, at der er et behov for forandring.
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Der kan vaere en underleverandgr, for hvem det gar rigtig fint, og de har samme indtjening
fra ar til ar fra Struers af. Hvad er deres incitament til at forandre noget? Intet. De synes da
bare det var en fin forretning sidste ar og forrige ar, og sa kommer vi her og vil have
kontrakter og forbyder dem at salge produkterne videre til konkurrenter osv. Nu skal de
pludselig til at tage ansvar ogsa, og selv betale, hvis de leverer noget darligt. Det er rigtig

sveert. Iseer fordi alle sidder i deres egen lille kasse.
Men det bliver vel ogsé godt for underleverandgrerne i sidste ende?
Ja, kernen i det her er tillid og forstaelse for hvad det er hinanden vil, og det synes jeg

bestemt lykkes med nogle.

Jamen, det tror jeg var det. Tusind tak for din deltagelse.
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Appendix 2B: Interview with Global Supply Chain Manager, Company A

Interviewer

Interviewe

Introduktion til Struers organisationen til at starte med — oplaeg ved supply chain manager:
Det er en traditionelt opbygget organisation med funktionelle omrader. Den globale
organisation er en matrix organisation med funktionelle omrader, hvor hver salgsafdeling
har en general manager.

Vi arbejder ud fra KPI skemaer og sa har vi et roadmap med mal. Der er supply chain
initiativer, og mere tvaergaende og strategiske mal vi arbejder ud fra.

Vi tror meget pa at vi har en strategiplanlaegning, hvor vi bruger denne her varktgjskasse
omkring Lean, som starter med et Hoshin Kanri hjul. Tre-ars mal nedbrydes til 1 ars mal, og
til sidst defineres de projekter man sa satter i sgen, og hvilke KPler man anvender til at male
pa, om man er i mal. Det haenger rigtig godt sammen med den vaerktgjskasse, der er under
Stram Kaeden, og vi bruger altsa disse veerktgjer alle steder i organisationen.

Vi arbejder med Igbende forbedringer i supply chain omkring Kaizen tavlen, og det er hele
tiden de her Lean vaerktgjer, der er i spil. Vi arbejder med systematisk problemlgsning, hvor
man har en KPI der er i rgd, og sa skal man sa forklare og finde root cause og counter
measure til hvorfor er det man ikke er i mal, og hvad kan man ggre for at ggre den grgn igen.
Vi arbejder systematisk med dette gennem Pareto, fiskebensdiagrammer og de 5 "hvorfor’.
Denne her tankegang og metodik ligger ogsa inkorporeret i Stram Kaeden.

| Stram Kaeden opstilles disse KPler, root causes og counter measures ankervirksomhed og
leverandgr imellem, og man gennemgar sa hvorfor man ikke er naet i mal med tingene, hvis
nogle af dem er 'rgde’. Hvordan kommer vi tilbage pa sporet — dette finder man ud af i
faelleskab.

Denne her vaerktgjskasse kan bruges bade i strategisk eksekvering, men ogsa i udviklings- og
forbedrings gjemed.

Siden 2013 har vi i Struers arbejdet med de her fokusomrader, i forhold til at nd vore
breakthrough targets i vores Operations omrade. Fokusomraderne er produkt kvalitet, cost

leadership og arbejdskapital. De har sa hver nogle baseline veerdier, og der er opsat KPler for
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hvert omrade. KPlerne er ting som failure rate, quality costs, reduce spending, inventory
turn og supplier payment terms.

Det vi gjorde i den forbindelse, hvor at vi sa et behov for at tegne en ny organisation, der
kunne lgfte kompetencen og ressourcerne til at opnd de her mal, som blev defineret. Det

kunne den gamle organisation ikke. Den gamle organisation var meget mere driftsorienteret.

Er det i forbindelse med Stram Kaeden at | har gjort det, eller var det noget der skete forud?

Det var noget vi allerede havde sat i gang, og havde implementeret, men var en af grundene
til at vi gik ed pa Stram Kaeden. For at udvikle denne her tankegang.

Den gamle var en driftsorganisation, og i forhold til hele leverandgromradet, var vi rigtig
dygtige til at kgbe ind og ogsa finde leverandgrer, og vi kunne ogsa fint forhandle lidt med
dem, men vi var ikke kritiske, og vi havde ikke et overblik, og havde meget dag-til-dag
operationer. Der var keempe potentiale ved at ga ud og veelge de rigtige leverandgrer og de
rigtige samarbejdspartnere og udvikle dem i forhold til Struers’ forretning og produkter, og
begynde at forhandle med dem pa en made, som vi groft set ikke havde gjort fgr.

Der blev simpelthen tegnet en ny organisation. Ogsa i forbindelse med fx produktkvalitet. |
den gamle organisation |3 det spredt rundt omkring, men der var ikke som sadan nogle der
tog sig specifikt af det. Ansvaret for produktkvalitet, kvalitetssikring og kvaliteten af
forretningen fik sin egen afdeling.

Nar vi tager hele indkgbsomradet, hvor vi tidligere havde 5 indkgbere, der skulle kunne alt
indenfor Procurement — de skulle sidde og afkalde varer, finde nye leverandgrer og udvikle
dem og det hele. Sa sad de sa med en kategori af leverandgrer hver. Der valgte vi at lave
denne her opdeling i 3, hvor vi lavede en global sourcing funktion, og sa beholdt vi det
operationelle indkgb inde under supply chain, men etablerede samtidig et taktisk niveau vi
kalder Supplier Performance, der skulle ga ind og scoute leverandgrer, kvalificere dem,
forhandle med dem og lave aftalegrundlaget. Baseret pa det skulle Supply Chain sa overtage

disse aftaler, og implementere det i driften, og fa det til at fungere.

Sa pa den made er leverandgrdelen blevet mere systematiseret end den var far?
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Ja.

Ogsa i vores produktudviklingsprojekter, der er det Sourcing, der gar ind og veelger
leverandgrerne. Det er dem der har cost priserne i projekterne, hvor det tidligere var en
udviklingsingenigr, som var mere produktorienteret, og ikke sa kommerciel, og havde ikke sa
meget fokus pa hvordan det kunne driftes senere hen.

Nar vi sa tager alt det her, sa er vi jo ret inspirerede af denne her trappe (supplier relations
trappen). Det vi tror pa i Struers, er at det er Supplier Performance agents, der i hverdagen
er med til at Ipfte samarbejde med leverandgrer. Selvfglgelig har vi vores forhandlinger, og
der hvor vi veelger leverandgrer, men der hvor vi hele tiden udvikler det, sender forecasts,
kvalificerer hele det her arbejde og tager os af alle de her forbedringsting, der ogsa kan vaere
pa Kaizen niveau — det ligger i Supplier Performance agent funktionen. Der kan man sige at
det startede vi sadan set for 1,5 ar siden, og ansatte to nye folk for at forsgge at kgre dette.
Sa lavede vi en opgavebeskrivelse og prgvede at komme i gang, og efter % ars tid kom dette
projekt sa til os, og i forhold til modenhedsskalaen, var det maske et par ar for tidligt. Men vi
vidste ogsa godt at det ville koste en del flere penge hvis vi selv skulle ggre det, og her kunne
vi fa assistancen gratis. Sa vi hoppede ligesom p3, og det er baggrunden for vores deltagelse.
Vi fandt nogle af vores vigtigste og stgrste danske leverandgrer, bl.a. Seritronic. Det vi
arbejder med er de her 6 leverandgrer, og deres spend. Og sa har vi sa de her hypotesetreer
med nogle enkle opgaver, der er defineret. Hos Seritronic har man defineret problemet:
reduce scrapping in production from 16 to 5 %. Det bliver s3 sandsynliggjort i omkostninger
ogsa. Det er meget procesteknisk.

Hvis vi ruller de her vaerktgjer ud i hele vaerdikaeden, sa er der et potentiale til at hente 30
mio. kroner, som kan tages ud af veerdikaeden. Og det ggr man selvfglgelig ikke overnight —
det er et langt sejt traek.

Det der er det fine ved Stram Kaeden, er at begge parter tager og giver, og det er pa tveers af
virksomheder, at der skal opnas en gevinst, sa det er rigtig fint!

Desveaerre er projektet pr gaet en smule i std, pga. mandskab, der har sagt op, som var

primus motor pa projektet. Det er rigtig sergerligt.
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Struers bygger mange elementer pa, og accelerer nogle ting, og det kraever noget
organisation og nogle ledere. Det kan vaere en sveaer proces, og hvis alle i organisationen ikke
taenker pa denne her trappe, og ser det som varende vigtigt at gennemga disse skridt, og
ikke er indforstdet med at det er et langt sejt treek, sa er det desvaerre ret op af bakke. Der

skal man virkelig holde fast i nogle ting og tro pa dem 100 %.

Ja, det kraever vel at man har en eller anden feaelles forstaelse helt op til toppen om, at det her
er vigtigt, og at det er noget man skal bruge tid og ressourcer pa — ellers giver det ingen
mening?

Nej. Sa vores direktgr har ogsa veeret med pa at vi skulle med pa Stram Kaden, og vi har
brugt noget tid pa at snakke om det inden, og vi har vist de gkonomiske fordele, der kunne
opsta, og det gjorde jeg i december, hvor jeg havde hele direktionen inde, og konsulenterne
fra Valcon var med. Men ¢h, det lykkedes ikke helt at fa dem til at, gh.. Ja, der er nok nogle
andre ting de synes er vigtige lige nu, og det er maske ogsa sveert. Men der mangler lige det

sidste commitment helt fra direktionen.

Og hvad fornemmer du er drsagen til det?

Altsa, man kan sige, en af de ting vi synes er vigtige, det er det her med at forhandle med
vores leverandgrer, og opna nogle direkte besparelser pa bundlinjen, ved at have lavere
indkgbspriser. Og vi er jo amerikansk ejede, sa der er meget det her med at vi hvert kvartal
skal levere nogle ting, og ved det her projekt, der gemmer besparelserne sig lidt mere. Det

er et l&engere sejt treek, og det er sveerere at gennemskue.

Jamen, det lyder rigtig interessant det hele. Og lad os prgve at gd mere til det konkrete

interview nu. Sa hvis vi tager det fra en ende af.

Hvad er din stilling her hos Struers?

Global Supply Chain manager.

Og hvor laenge har du veeret ansat?
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| snart 8 ar.

Okay. Og hvad var sda incitamenterne for at | dengang lavede denne her
organisationsaendring med @get fokus pd leverandgrudvikling og mindre fokus pd den
driftsorienterede virksomhed?

Jamen, det var fordi vi var inspirerede af hele denne her supplier journey med de her 5 trin,
og at bevaege os op af de trin, og modningen man gennemgar her. Sa kan man sa sige, at
mere i forhold til vores hverdagsforretning, sa var vi bare udfordrede pa at have de rigtige
kompetencer, og de rigtig ressourcer til at handtere de forskellige facetter i forhold til
indkgb og leverandgrstyring. Og det var sa derfor vi lavede denne her opdeling af
indkgbsomradet, sa vi havde nogle der tog sig af det her, i forhold til at finde de rigtige
leverandgrer, lave de rigtige aftaler, og vi havde nogle der kunne udvikle samarbejdet og
monitorere pa KPI niveau hvordan leverer vores leverandgrer. Og sa har vi sa nogle daglige
disponenter, der hele tiden sikrer at vores hylder bliver fyldt op, sa vi ikke har varemangel,

men heller ikke har for mange varer.

Hvad ser du som verende nogle af de stagrste udfordringer i forhold til @get
leverandgrsamarbejde og @get koordinering mellem jer og jeres leverandgrer?

Jamen, nogle af de stgrste udfordringer det er, at man som virksomhed skal have lyst til at
kaste sig ud i det her, og de skal kunne se mulighederne. Og hvordan begynder man lige
pludselig at se det, og i Struers tilfeelde, hvor vi har mange sma leverandgrer, der ikke har et
overskud og har kompetencer til at arbejde med fx Lean, der er det en udfordring. Der er det
vigtigt at man — det er meget det her med at give og tage — sa hvis man vil noget indenfor
det her, sa bliver man ngdt til at give noget. Og det kan godt vaere det ikke er indenfor din
egen virksomhed, hvor man hgster gevinsten direkte, men at du giver noget, sa far du pa et
tidspunkt ogsa selv en gevinst. Og der bliver du ngdt til at putte nogle ressourcer og noget
kompetence ind i det. Her har vi oplevet at vi simpelthen har naermest halvt traenet vores
leverandgrer i at arbejde med databehandling og systematisk problemlgsning, og at arbejde

med de her lean vaerktgjer med A3’er. Der er det selvfglgelig fint at have nogle konsulenter
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ogsa, men nu bliver vi ikke hjulpet af dem laengere, sa at vi selv fastholder dette, og
stadigveek traener vores leverandgrer i at arbejde pa denne made.

Sa er der hele ledelsesdelen, der virkelig skal have det her gverst pa agendaen, og virkelig
prioritere det. For hvis ikke det sker, sa er det — sa forsvinder det bare. Det der lidt er
udfordringen ved det her, det er at det tit er skjulte omkostninger, der ligger i vaerdikaeden,
og det er ikke altid synligt direkte i et regnskab, hvor man vinder noget. Et bedre
leverandgrsamarbejde, kan vaere hele bestillingsprocessen, og det at du far et svar tilbage pa
hvornar du kan fa dine varer glider bedre, og det kan du ikke se nogle steder i et regnskab, at
man fx sparer 2 timer hver dag eller hver uge pa det. At vi giver et bedre forecast, der

betyder at vores leverandgrer leverer mere praecist, det kan man heller ikke se nogle steder.

Og det er lidt linket mellem det her med hvad sammenhangen er mellem gget samarbejde i
veerdikaeden og sd de unikke konkurrencefordele man mener der opstdr, hvis du evner at
optimere det her samarbejde. Hvad mener du der kan eller bgr opstd af fordele gennem
samarbejde?

Du kan sige at for Struers, nar vi vaelger leverandgrer, sa er der noget med kvalitet og pris, og
der kan man vaelge leverandgrer, der ligger i Kina osv., men det jeg tror rigtig meget pa, det
er, at hvis du har et tet samarbejde og du formar at dele viden og informationer, og
optimere dit samarbejde pa tvaers af virksomheder, sa vil du have et staerkt samarbejde og
en steerk alliance, at alle de problemer du slas med ved at have en darlig leverandgr, de
udfordringer har du ikke. Det ggr simpelthen bare, at du i fllesskab pa den platform man
skal agere pa, bliver meget konkurrencedygtig. At virksomhederne forstar hinandens behov,
og an leve op til dette, det betyder rigtig meget i forhold til mange af de skjulte

omkostninger, der er nar kvaliteten ikke er i orden.

Hvor meget integration har | med jeres leverandgrer, som er baseret pd IT-Igsninger?

Vi har ikke nogle systemer, der er integrerede. Det kunne vi nok godt tenke os pa et

tidspunkt.
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Vi har pa nggleleverandgrer — der sender vi hver maned forecasts ud. Det ggr vi sa bare
manuelt via Excel filer. Det ville svare til at man havde et abent system, hvor de kunne se

hvad vores behov er de naeste 12 maneder, og ud fra det forberede og planlaegge ud fra det.

Vil det vaere en fordel, hvis det ogsd gik den anden vej? Har man fra Struers side behov for, at
der kommer data fra leverandgrer?

Det har vi ogsa behov for, men har heller ikke noget integreret, men det udveksler vi ogs3,
og beder om data fra dem. Vi har bl.a. leverandgrer, der skal leve op til nogle
sikkerhedsniveauer, og det er meget vigtigt for os i forhold til kort lead time, og hgj
forsyningssikkerhed. Sa det spgrger vi om de ligger pa de rigtige sikkerhedsniveauer, og

sporger hvad de vil ggre ved det, hvis ikke de ligger hgjt nok.

Hvad er nogle af de vigtigste faktorer for at et samarbejde med leverandgren fungerer
optimalt? Fx med en leverandgr som Seritronic.

Det er at man forstar hinanden, og forstar hvad det er for et produkt, der skal komme ud i
sidste ende. Hos Struers, og mange andre, er der nogle meget strenge krav, og det er
betyder noget for os og produktet at disse kvalitetskrav overholdes.

Der er forskellige stadier i forhold til et samarbejde, og hvilken type produkter de leverer.
Hvis man tager de her leverandgrer, der er strategisk vigtige, hvor Seritronic er et eksempel.
Hvis vi ikke har Seritronic i morgen, sa vil 10-15 % af vores omsaetning forsvinde, fordi de er
de eneste, der leverer dette. Det er single-sourcing. Og hele den know-how, som vi i
faellesskab har bygget op, den er helt unik, og den kan vi ikke undveere. Sa det her
partnerskab, og det at have lyst til at veere sammen, det er vigtigt. Hvis Seritronic ikke har os,
kan de maske bare fyre 10 mand, og sa kan resten af deres forretning bare kgre videre. Men
de skal ogsa vaerne om det her samarbejde. Hvis de skal vaere med til at vaekste, sa skal
Struers ogsa vaekste, og vores produkter skal fa succes i markedet, for ellers vaekster de
heller ikke. Og jeg ved, at de har bygget en ny produktionshal, der primaert er pga. os, og det
er selvfglgelig en stor risiko de tager her. Men det er ogsa fordi de tror pa Struers, og at vi

bliver ved at vaekste 8 % hvert ar.
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Er der veere forskel pd hvordan samarbejdet fungerer med de danske leverandgrer | har, og
sa de udenlandske leverandgrer?

Der er noget i forhold til kultur og mindset. Vi har fx en engelsk leverandgr, 3M. Det her
mere modne samarbejde, hvor man abner op, og fortzller fx om, hvad er vores prisniveau.
Vi kgrer et lignende forlgb med dem, fordi de pa slibepapir er vores eneste leverandgr, og
det er en svaer proces, og vi har ikke faet lige sa meget succes, som vi har med de her danske
leverandgrer. Men det tror jeg ogsa har noget at ggre med, at forholdet er anderledes. Vi er
den mindre virksomhed i forhold til 3M, som er en keempe virksomhed, hvor med de danske
leverandgrer, der er vi leverandgrens vigtigste kunde, og dem der skaber en stor del af deres
forretning.

Det er en stgrre organisation, og der er mange flere ledelsesled, og det er svaerere at traenge
igennem der. Sa jeg kunne godt forestille mig det var det samme, hvis man havde at ggre

med en stor dansk virksomhed.

Sa det handler mere om magtforholdet med leverandgr og kunde, inden det handler om at
de er uden for Danmarks graense?

Ja, det vil jeg mene.

Men vi har tjekkiske leverandgrer i relation til vores tjekkiske fabrik, hvor vi bevidst har
mange, og prgver at finde mange lokale leverandgrer, fordi vi tror pa den lokale relation og
det g@r arbejdet nemmere, end at man har en leverandgr fra Kina. Der er en helt anden
kultur i forhold til det her. Det er meget cost baseret, og sa er der lidt kvalitet inde over. Vi
oplever ikke at vi har leverandgrer der, der taenker pa den made som vi ggr i forhold til

samarbejde — det ligger ret fjernt fra dem.

Okay, spaendende. Det tror jeg var det — du fik bergrt en masse af sp@rgsmdlene i dit eget
opleeg.

Til sidst — hvor mener du at | ligger nu i den her step-model med jeres strategisk vigtige
leverandgrer, og hvor sd | gerne at | bevaegede jer hen?

Hvis vi har den der Krajlic model, sa vil vi gerne oppe i de strategiske leverandgrer, komme

tet pa kategori 4. Vi begynder at fa det her overblik nu over hvordan vil vi gerne arbejde
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med vores leverandgrer, og hvilket samarbejdsstadie skal vi vaere pa. Det er klart vi ikke vil
ligge heroppe med hele vores portefglje.

De kritiske leverandgrer, vil vi helt sikkert ogsa arbejde med, og pa resten er vi teettere pa en
1’er og maske nogle gange en 2’er.

Vi har en ambition om at vi gerne vil kunne male pa deres performance, pa tid og kvalitet og
cost, sa det er fremtidsmalet, som vi kommer taettere og taettere pa. Vi er lige nu nede
omkring step 1 og 2 med de fleste. Vi er maske kommet mere pa en 2’er, men vi er ikke taet

pa en 3 eller en 4 overhovedet, sa der er masser at hente endnu.

Jamen, sa tror jeg vi kom hele vejen rundt om det. Det var super godt — og tusind tak for din

deltagelse.
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Appendix 3: Interview with CEO (P1) and project manager (P2) of Company B

Allerfgrst skal vi have styr pd hvem der sidder med ved dette interview. Hvad er jeres stilling

og hvor leenge har | veeret i firmaet?

(P1): Jeg ejer firmaet sammen med Birgitte, og firmaet har eksisteret siden ar 2000. Vi havde
en tredje partner dengang, som nu er gaet pa efterlgn. Birgitte har at ggre med gkonomi og
personale, og jeg har at ggre med den udadvendte del, kunder, marketing. Og sa har jeg

ansvaret for vores samarbejdspartnere i Asien.

Og Mads?

(P2): Jeg har ikke veeret her sa leenge Jeg startede i praktik i januar 2015, hvor jeg var ved at
tage en uddannelse, som produktionsteknolog. Jeg har i forvejen en uddannelse som grafisk
trykker, og kender til processerne, der er herude. Jeg har veeret her lige siden jeg startede i
praktik og har nu ansvaret for hele Struers’ afdeling, hvor vi laver de her skiver.

Til at starte med stod jeg for at fa hele det her forlgb sat i gang med at starte den nye

afdeling for Struers. Jeg fik sa sidenhen ogsa ansvaret for afdelingen.

Er det sd ogsd dig, der primeert har haft med Stram Kaeden at ggre?

(P2): Det er mig og sa en der hedder Allan, som ogsa har veaeret leder ude i den afdeling. Han
har vaeret med i mange ar og kender til Struers og de her skiver, og ham sparer jeg meget
med i hverdagen. Han har stadig en del med kemien i produktet at ggre. Men ellers har jeg

ansvaret for det hele.

(P1): Vi har haft produktionen af de produkter her til Struers igennem i hvert fald 13 ar, sa

det er et stort og mangearigt samarbejde vi har med dem.
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Det kunne jeg ogsd forstd pa Struers — og jeg kunne ogsd forstd at det ikke er et helt
almindeligt samarbejde i den forstand at | bliver omtalt som contract manufacturers, og ikke

bare leverandarer.

(P1): Ja, det er vi ogsa, for Struers har jo selv produktionsudstyret til at sta herude.

Ja, det er ret specielt md man sige.

Men det vi skal snakke om er i dag er allerfgrst nogle af de incitamenter og udfordringer man
har ved gget leverandgrsamarbejde. Bdde hvorfor man indgdr i disse samarbejder, men ogsa
hvilke udfordringer der ma opsta.

Sa skal vi snakke noget mere om de specifikke vaerktgjer i benytter jer af i jeres ggede
samarbejde, og sa til sidst hvilke fordele | mener der kan opstd sddan mere generelt, ved at
@ge sit samarbejde med kunderne — ud fra det aspekt at | er leverandgren.

Sa hvis vi starter med at snakke om nogle af incitamenterne til at ‘stramme kaeden’ og @gge

samarbejdet.

(P1): Incitamentet i at komme ind i Stram Kaeden projektet er selvfglgelig via en forespgrgsel
fra Struers, der spurgte om det kunne veere interessant for os. Pa det tidspunkt, hvor det
kommer op, der er kommet en del nye mennesker hos Struers i deres strategiske indkgb, og
dem har vi allerede haft herovre til en snak om hvordan vi kan gge og udvide vores
samarbejde. Fordi der er mange logistikmaessige, uhensigtsmaessige processer, som ligger
flere forskellige steder, og der havde jeg talt med Struers om ikke vi kunne have nogle flere
af de processer herovre, sa vi pa den made blev en endnu stgrre leverandgr for dem. | den
forbindelse kommer Stram Kaeden projektet sa ogsa op, og det synes vi var interessant, sa vi
valgte at afsaette to personer, Mads og Allan til at veere med i projektet Det gjorde vi af to
arsager. Selvfglgelig for at optimere det vi nu kgrer (leverer) til dem, men ogsa for at blive

endnu teettere knyttet til hinanden.

Men | far vel ogsé nogle veerktgjer med, som | ogsa selv kan fgre videre pa alle mulige andre

plan, end det I laver med Struers?
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(P2): Altsa man kan sige at hele Stram Kaeden projektet har jeg i hvert fald laert sa meget af
at jeg vil kunne overfgre det til et andet projekt, hvis vi skulle kgre noget lignende — uanset

hvor det er henne i firmaet.

(P1): Nogle af ting vi har haft aftalt med Struers, hvis man ser i vores A3 omkring, hvem der
har ansvar for hvad, sa hvis vi tager vores rammefremstilling, kunne det sagtens vaere noget
vi kan dreje over pa andre af de ting vi producerer. Den kontrolproces, der er omkring det,

kunne vi sagtens bringe videre.

Og hvad er det sG for nogle rammer og veerktgjer | har benyttet for at gge det her

samarbejde med Struers?

(P2): Noget af de vi brugte er de her A3’er, og dem kan man jo lave som man vil, men det her
med at fa ting beskrevet og fa sat noget ansvar p3, og fa formuleret hvad potentialet er,
sadan rent kroner og gremaessigt. Det som vi kom frem til var at se pa kassationsdelen, som
vi har pa de her emner. Struers har i lang tid fgrt regnskab med hvor mange skiver, der bliver
smidt ud, fordi vi laver nogle rapporter til dem pa hver enkelt batch vi laver. S3 laver de en
udregning pa kassationen, og sa graver vi dybere ned og har en masse ideer og forslag til
hvad arsagen er til de her kassationer. S3 der er vi ude i det her lean arbejde igen, hvor vi

hele tiden arbejder med problemstillingerne meget systematisk, og far lagt ansvaret ud.

Og det er nyt i forhold til hvordan | arbejdede tidligere?

(P2): Ja, det er det her med at man lige pludselig har faet en ejer fornemmelse. Fgr var det
ligesom bare Struers der ejede alt det der stod herinde, og man tog maske bare en ny skive,
og fik trykt noget pa den. Nu er der blevet involveret nogle flere personer, og produktionen
er ogsa med indover det her, for de kan godt se der er nogle ting de skal ggre anderledes.
Jeg saetter ogsa produktionen til at ggre nogle ting de ikke har vaeret vant til. Nu skal de fx til

at tage nogle billeder.
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Men det her med at fa sat noget ansvar pa, og fa sat nogle deadlines pa de her ideer, som vi
gar og arbejder med, og sat gang i de her tiltag har selvfglgelig en udgift. Struers betaler

selvfglgelig de ting som skal til, sddan rent fysisk — fx maleapparater.

Men det lyder jo umiddelbart som om, at Struers har stor gleede af denne her proces, hvor |

optimerer noget for dem. Men | har ogsé gleede af det, synes I?

(P2): Det jeg tror, hvis man kigger pa det udefra, sa har vi jo ikke s3 mange penge bundet i de
her materialer, sa i bund og grund — det vi har ud af det, er at vi ikke skal std og lave en
masse ekstra. Nar vi skal lave ekstra skal vi bruge en masse tid, og sa koster det for os i Ign til
medarbejderne, sa vi har da noget ud af det, men vi havde da haft mere u af det, hvis det var
os, der ejede materialerne ogsa. Sa det er klart, det er Struers, der har absolut mest ud af

det (ca. 550.000 kr. pa arsbasis).

(P1): Det er jo et typisk samarbejde, da vi er den udfgrende part. Struers leverer jo alt til os,
hvad vi skal bruge. Og derfor kan man sige, at | et kunde-leverandgr forhold er det jo alt
sadan noget med levering og priser osv., sa Struers kan godt punke os for at skulle sanke
prisen, det er faktisk ved at vi i et samarbejde mindsker den kassation vi har. Fordi der far de
deres prisbesparelse i form af at bruge feerre ravarer og fa en bedre kvalitet.

Vores timelgn er jo den samme — den kan vi ikke saenke. S3 besparelsen skal jo egentlig

komme et andet sted fra, end den normalt gor.

Ser | nogle udfordringer | et gget samarbejde med dem man er leverandgr for, eller nogle

steder hvor det er uhensigtsmaessigt at have et meget taet samarbejde og partnerskab?

(P2): Jeg har faktisk ikke oplevet, at der er noget der er sindssyg udfordrende, men der er
selvfglgelig det her med hele tiden at skulle holde liv i det. Det kan godt veere udfordrende i
en travl hverdag. Man har hele tiden det her kgrende, og man skal have en masse ting

dokumenteret konstant. Det er nok den udfordring jeg har ved det.
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(P1): Taler du ogsa sadan mere generelt?

Ja, ogsd sddan pa et mere strategisk niveau?

(P1): Det man kan sige, det er. Det vi ser i dag, hvor vi eksporterer ca. 40 % af vores
omsatning, det er at det bliver mere og mere baseret pa teette relationer man far med sine
kunder i form af stgrre samarbejde. Det er den made verden udvikler sig i dag, som vi
oplever det. Og det stiller stgrre krav til os, og giver stgrre udfordringer, men det giver os
ogsa den mulighed at komme taettere pa kunden, og det ser vi kun som en positiv ting.
Desto teettere vi kan komme pa kunden, desto leengere tid har vi dem, og desto mere stabilt
samarbejde har vi. Men det stiller nogle krav til os og de medarbejdere vi har, og det kraever

at vi far nogle kompetencer og kvalifikationer ind, som vi ikke havde for 6-8 ar siden.

Og hvad er det sa for nogle kompetencer det drejer sig om?

(P1): Det er pa kvalitet, som fx en som Mads med en uddannelse som produktionsteknolog.
Det er omkring nogle elektronikfolk, som vi heller ikke havde i huset fgr. Det bliver mere og
mere fagspecifikt. Nar vi fx far en masse udfordringer og udgifter i at skulle ISO certificeres,
er det alt sammen nogle ting, der kommer nar man vokser som virksomhed, og kommer
mere ud i verden og interagerer med nogle virksomheder, der stiller nogle krav. Men det

udvikler os ogsa, sa der er kommet mange nye kompetencer i huset de seneste 6-8 ar.

Hvor meget har | af e-business orienteret integration med dem | er leverandgrer for?

(P1): Vi har enkelte af vores stgrre kunder, hvor vi gar ind i deres systemer og kigger i deres

forecasts, men det er fa kunder.

Hvad er nogle af de fordele, som man @gnsker, der kommer ud af det i sidste ende, nar man

saetter en del ressourcer af?
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Hvordan ser | pa det her med at @get samarbejde haenger sammen med @get

konkurrenceevne?

(P1): Stram Kzeden projektet med Struers. Fra Struers’ side har det veeret startet forkert op,
da det er de forkerte mennesker, der har vaeret med fra starten. De mennesker, der har
veeret med har ikke haft kendskab til det produkt vi laver. Nogle af de andre, der har veeret
med i projektet, der er det deres strategiske supply afdeling, der har veeret primus motor.
Den strategiske supply afdeling hos Struers har slet ikke vaeret med i det. Dem der skulle
vaere med fra deres side kendte faktisk slet ikke til det produkt Seritronic leverede.

Jeg synes det er startet forkert op, og status pt. er at Struers nu ikke har ressourcerne til at
gennemfgre de ting, der er aftalt. S3 det bliver sat lidt pa stand by, sa set med Struers briller
har de ikke vaeret klar til at indga det her samarbejde, og derfor far man nok heller ikke den

gnskede effekt af det. Det er med objektive briller.

(P2): Jamen, det har du fuldsteendig ret i. Og jeg har ogsa snakket med Troels om at lige nu
har de ikke sa mange ressourcer til at kgre det videre, men de haber selvfglgelig at vi
arbejder videre med de ting vi nu har startet, og det er jo blevet dagligdag for os, og sa haber
jeg vi kan se fremadrettet, at det har flyttet noget, og sa kan det veaere vi starter nogle sma

projekter op igen pa sigt.

(P1): Altsa nu er der aftalt et mgde hos Struers i juni maned, hvor vi taget en hel dag, hvor de
forskellige, lige fra den daglige disponeringsafdeling og deres teknik, som har forstand pa
kemikalierne er med. Fordi Mads har ogsa nogle ideer til, hvis vi fx far nogle forecasts, sa kan
vi planlaegge vores produktion pa en anden made, og i det hele taget at fa det daglige
samarbejde tunet ind. Det har ikke vaeret en del af Stram Kaeden, men det er en del af det

daglige samarbejde vi har med hinanden.

(P2): Det er jo sadan noget, der skal udmgnte sig i at det bliver staerkere.
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(P1): Sa der skal vi jo igennem de ting her nu, der er: hvad det er vi er ansvarlige for, og hvad
Struers er ansvarlige for, og der skal vi snakke hvor er det de saetter deres pa stand by, og
hvad er det de forventer af os, og hvad forventer de at effekten skal veere. Fordi Struers
synes stadigvaek, at der er for hgj kassation, og det er der vi er ngdt til at have afstemt
forventningerne af hinanden. Vi har vaeret ramt af at der har vaeret ekstremt meget
udskiftning hos Struers, og det er ikke optimalt, men det er sadan det er, og det ma vi

forholde os til. Men det er nok derfor vi ikke er kommet laengere.

| er jo ogsa selv ankerfirma for en masse leverandgrer nedad, og har en masse internationale
samarbejder ogsd. Ser | nogle forskel pG samarbejde med internationale leverandgrer og

kunder og sd de danske?

(P1): Det er en laengere proces internationalt — meget leengere. Vi kan ogsa dele det lidt op i
forhold til hvor det er i verden. Der er forskel pa om det er i Holland eller i Tyskland. |
Tyskland, tager det lang tid, men de vil gerne den retning og have stgrre samarbejde. Det
stiller klart stgrre krav til organisationen at bega sig pa eksportmarkedet, end det ggr i

hjemmemarkedet.

Paé hvilke mdder stiller det stagrre krav?

(P1): Det er meget pad kvalitet og miljg fokus. Pa begreber fx, kvalitetsbegreber. Store

virksomheder i udlandet slynger om sig med begreber, og er meget familizere med dem,

mens vi blot er nogle stille danskere. Sa det er nogle ting som vi har laert meget om de sidste

5ar.

Sa hele leverandgrudviklingsaspektet er ogsd noget | fokuserer internationalt nu?

(P1): Ja, det g@r vi rigtig meget. Og hvis vi ser bort fra Struers produktet, som er en

produktion i vores produktion, og som er virkelig niche — det er jo ikke de produkter vi gar ud

og markedsfgrer overfor andre. Sa det er vores core business som er tasturer, paneler osv.,
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som vi gar ud og markedsfgrer os under at veere en dansk producent, der samarbejder med
asiatiske leverandgrer. Sa vi kan bade producere i Danmark og vi kan tilbyde og fa det billigt
hjem fra Asien, og have lager osv. herude (i Danmark). Men at vi ikke bare er en forhandler.
Vi kender vores metier i dybden, og vi er ogsa en sparringspartner med kunden. Kunderne i
Europa, vil stadig gerne have en europaisk sparringspartner.

Asiaterne siger sjeldent nej, de kan producere billigt. Vi er sa ansvarlige for at specificere
produktet i rette kvalitet, eller af den kvalitet vi aftaler med kunden, eller anbefaler kunden.
Sa kan vi godt fa varerne hjem fra Kina. Sa vi markedsfgrer os som en global spiller, indenfor

vores produkter.

Hvor stor en del af jeres udviklingsproces er sd de her asiatiske leverandgrer, som jo ellers

har ry for at veere udelukkende cost fokuserede?

(P1): Det er en 60-40, hvor 60 % er den del vi specificerer, og 40 % er den del af det, som vi
samarbejder omkring. De kan nogle ting, som vi ikke kan, sa der er vi ngdt til at bruge deres
viden og deres know-how. Det har vi stor gleede af. Vi er ret trofaste mod vores
samarbejdspartnere i Asien. Jeg er jeevnligt derude, for at have relationerne til dem, og tager

af sted om lidt igen, hvor jeg har nogle kunder med ogsa.

Hvilke ressourcer fdr | fra disse samarbejdspartnere, som | ikke selv har in-house?

(P1): De har nogle ting, sadan meget produktspecifikt og teknisk, som ligger udenfor vores
kompetencer. Fx kan de lave de her touch skserme, som vi sa gar ind og laver et
kombinationsprodukt omkring. Vi far nogle ting feerdige hjem, hvor touch skserm og
keyboard er faerdigmonteret sammen, og det kan vi ikke ggre her i huset. Vi har ogsa en
samarbejdspartner i Shanghai, der kan nogle andre serigrafiske processer end vi kan her. Sa
det laegger vi ud til dem. Den anden partner vi har i Taiwan kan lave noget digitalt tryk, som

vi heller ikke kan, og sa har de selvfglgelig flere haender til radighed end vi har.

Og det skaber sa et unikt samarbejdsforhold, som ggr jeres produkt konkurrencedygtigt?
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(P1): Vi kan ggre det at vi leegger noget fleksibilitet i huset her, da vi nogle gange far varer
hjem i halvfabrikata, hvor kunderne siger at det her keyboard skal vi have. Vi bruger 1000
om aret, og de skal laegge i 30 forskellige sprogvarianter. Sa selve sprogvarianten producerer
vi herude, sa standarden kommer ude fra Kina, og sa laegger vi variantskabelsen lige herude
—teet pa kunden. SA har vi maske kun nogle fa dages leveringstid, hvor hvis vi skulle have det
faerdigt hjem fra Asien, sa ville der maske ga 3-5 uger, fgr man fik det hjem. Sa der har vi et
teet og godt samarbejde, som giver veerdi for kunden. Og det er jo det det gar ud pa. Hvis

ikke vi kan skabe noget vaerdi for kunden, sa er vi ikke interessante som samarbejdspartner.

Sa tror jeg mdske vi har vaeret det meste rundt, men du har mdske lidt materiale der, Mads?

Har I kunnet se noget effekt endnu, pad trods af at det er gdet lidt i sta?

(P2): Altsa jeg har en ide, om at denne her kassation nu er noget lavere, bare ved at fa skabt
noget fokus pa det. Jeg tror det er flyttet meget — det tror jeg. Pa trods af udfordringer.

Det er klart, vi startede ud med et gnske om at skulle ned omkring 5 % i kassation, og det
ville jeg gerne tro pa, hvis ikke det var lige przaecis det her meget specielle emne, hvor det
egentlig ikke kan lade sig ggre. Der er sa meget udefrakommende, da vi har med kemi at

gore?

Der har veret et gnske eller et mdl fra Struers side, som egentlig ikke har kunnet lade sig

gare i praksis?

(P2): Nej, jeg vil egentlig ikke sige det er fra Struers side. Det er nok denne her lean verden,
hvor man kan godt producere dernede omkring, hvis man ellers virkelig far styr pa sine
processer, men det er en lang rejse. Og jeg kan godt se at det mal, der er sat det kommer vi
ikke i neerheden af. Isaer nar vi ikke har nogle i Struers lige nu til at arbejde videre med det

her i dybden.

Hvordan og hvor ofte falger man op pd de her KPl’er, der er sat virksomhederne imellem?
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(P2): Til at starte med havde vi en aftale om, at vi skulle m@gdes naesten en gang hver maned,
for at holde liv i det. De skulle afseette nogle ressourcer til at komme herover, og hvis det var
ngdvendigt, skulle vi ogsa komme derover, men det skulle primaert vaere her i huset, da det
er her produktionen foregar. Og sa skulle vi ellers hele tiden fglge op, men det er desveerre
lidt faldet til jorden, pga. deres bemandingsproblemer.

Der kommer sa en nu her, hvor vi skal kigge pa de her ting, men det er lidt for sent, og vi er
lidt for langt henne.

Vi arbejder med de ting, der er aftalt. Og nar vi sa saetter os igen for at se pa effekten, sa kan
vi arbejde videre derfra. Jeg har masser af ideer til hvordan det kunne se ud. Men hvis jeg
ikke kan fa deres hjeaelp, sa kommer jeg til at lave en hel masse, hvor det ikke som sadan

skaber veerdi for Seritronic som sadan.

P1 kommenterer pd de ledelsesmaessige aspekter af leverandgrsamarbejdet:

(P1): Alle typer af stgrre procesandringer, der skal ske, er ngdt til at blive bakket op helt
oppefra — og 100 %. Fx hvis man, som i vores tilfeelde har skulle ISO certificeres, sa er det
ngdvendigt at vi som ledelse star 100 % bag det, da det koster en masse ressourcer — bade
gkonomisk og i bemanding. Og det kan sammenlignes med det her projekt, hvor Struers har
manglet fuld opbakning oppefra. Det bliver meget nemt tomme ord, fordi det lyder flot.

Men hvis der er for meget varm luft, sa gar det ikke.

(P2): Det er jo ogsa derfor vi ligesom at aftalte, at minimum en gang om maneden skulle vi
megdes, sa vi ogsa havde fornemmelsen af, at vi gar op i det her alle sammen. For det er
nemt at sidder derovre og komme med en masse ideer til os, og bede os om at ggre en
masse, men en ting er jo hvad man har af ideer, men at udfgre dem rent praktisk er noget

andet. Der bliver brugt ressourcer hele vejen igennem hver gang de far en ny ide.

(P1): Jeg har sadan en langvarig plan med Struers samarbejdet, fordi at de jo har en del af

deres produkt (i stal), som bliver stanset ude i en anden virksomhed. Noget bliver sa sendt
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tilbage til Struers, som laminerer dem. Derefter sendes de over til os, som laegger noget tryk
pa (serigrafi), og sa sender vi det tilbage til Struers. En del af det, som det andet firma
stanser kommer direkte hertil, hvor vi sa trykker pa et, og sender det til Struers (altsa to
forskellige processer). Min tanke er, at her ved Seritronic kan der sagtens sta en maskine,
der stanser de her metalskiver. Vi er i forvejen bekendt med at laminere — det ggr vi ved
andre produkter. S3 i princippet kan vi stanse dem, lave lamineringsprocessen og trykke dem
— for sa at sende dem til Struers til sidst. Det vil optimere hele forretningsgangen, da men

her sa tager 2 led ud af kaeden.

(P2): En anden fordel er, at vi sa selv kan styre processerne helt. Nogle af de udfordringer jeg
ser hver eneste dag herude, det er, at vi ikke kan dokumentere, hvor en ridse fx er opstaet.
Jeg keemper dagligt med at tage fat i Struers, for at tale om nogle beskadigede skiver, hvor vi
sa ma gennemga hele den proces de har vaeret igennem, for at finde ud af hvor skaden er
sket. De er fx blevet fragtet hertil. Men sa snart jeg tager fat i dem, og sender dem gennem
produktionen, sa er det her fejlen er sket.

Det er rigtig udfordrende. Kunne vi selv styre processen, var vi selv herre over det.

(P1): Sa var der kun et sted Struers skulle henvende sig — det var til os. Det ville forenkle det
hele, og ville ggre, at de betalte mere for den del de skal kgbe her ved Seritronic, men de

ville spare rigtig meget logistisk.

(P2): Bare transporten og handteringen af de her emner — de skal jo igennem en hel masse
processer, og hver eneste gang en manuel handtering sker, der vil det koste noget pa
kassationsdelen — det kan man ikke komme udenom.

Men det vil jo sG igen kraeve at | skal stille noget ekstra op kun for Struers?

(P1): Ja, men vi har indgaet et aegteskab med dem, og vi har en aftale, der Igbet 5 ar ad

gangen. Vi har vores fortrolighedsaftaler osv. Det er hele kongstanken i industrien i dag — det

er at have ferre og feerre leverandgrer, og sa knytte sig meget mere til hinanden. Og det vil
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man komme til. Det gelder begge veje. Det er klart vi gar ikke ud og investerer flere
millioner i udstyr til Struers’ produktion, uden at have en langvarig kontrakt. Det er det her
med at give og tage. Det er en spaendende tanke denne her proces, men det kreaever at
Struers skal afgive noget af deres know-how omkring lamineringsprocessen til os, og det er

de selvfglgelig kede af.

Det tror jeg var alt jeg har brug for. Tusind tak for jeres deltagelse.
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Appendix 4: Interview with Chief Procurement Officer, Company C
Allerfgrst. Hvad er din stilling her i firmaet?
Jeg er chef for indkgb og sourcing og alt hvad der tilhgrer. Chief Procurement Officer er min

titel, og jeg er ogsa medejer af virksomheden.

Og hvor laenge har du veret i virksomheden?
Jeg har veeret medejer i rigtig mange ar, men mit daglige arbejde i virksomheden, har jeg kun

hafti 2 ar.

Hvad var ligesom de incitamenter | sa, eller fordele, ved at pabegynde denne her proces, som
| allerede havde pdbegyndt inden Stram Kaeden, i forhold til leverandgrsamarbejde og
forbedring af dette?

Jamen ehm, hvis man skal prgve at ordne det sddan inde i hovedet.. Der er sadan forskellige
incitamenter, der kommer ind pa forskellige niveauer.

Du har denne her matrix model (Krajlic modellen), som er et af de vaerktgjer, man kan bruge
til at analysere hvilke produkter man gerne vil have ind i sit samarbejde. Typisk er det dem i
det strategiske hjgrne.

Der er flere forskellige former for incitamenter, som befinder sig pa nogle lidt forskellige
strategiske niveauer. Sa jeg vil sige, der er et incitament, der helt grundlaeggende er en spare
gvelse for at se pa — spilder vi penge i denne her forsyningskaede. Og det er jo ikke noget
som ngdvendigvis er strategisk. Nu siger jeg ‘'ngdvendigvis’, og det kan vi lige vende tilbage
til. Men det at szette sig ned med sin leverandgr og sige fx “er vores bestillingsstgrrelse den
optimale?” — kgrer vi med en economic order of quantity, eller ligger vi skeevt i forhold til
den. Spilder vi penge fordi, at det i stedet hav mening at laegge ordrer halvt sa tit, men i de
dobbelte stgrrelser. Den form for samtale, det kan afhaengig af produktets karakter vaere en
nem eller svaer opgave at lgse, men den behgver ikke have strategisk karakter. Det kan
simpelthen bare veere for at se, om ikke der skulle vaere nogle penge at spare her — og kunne
man ggre det pa en anden made.. og det er en form for lean gvelse sammen med
leverandgren, som rent strategisk og rent akademisk, ikke er saerlig meget kad pa. Det kan

godt vaere udfordrende rent intellektuelt at Igse den enkelte logistiske opgave, men der er
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ikke noget hokus pokus, hvad det strategiske angar. Det er bare en spare og
optimeringsgvelse. Sa det er sadan niveau 1.

Sa synes jeg at, nar jeg kigger pa den model (Krajlic), sa synes jeg den er interessant fordi
den har nogle indbyggede og underlaeggende tids- og ressourcemaessige vurderinger. Man
kan sige, hvordan ender et produkt oppe i det strategiske hjgrne? Jamen, det kan det gore,
hvis det produktet har en strategisk indflydelse pa virksomhedens drift. Havde man ikke det
produkt, s3 havde man en strategisk udfordring af en eller anden slags. Sa rent
produktteknologisk skal det vaere noget der har en strategisk relevans. Det kan veere det er
et produkt, der udger en hgj procentdel af ens samlede indkgb, men det kan ogsa udggre en
lille del, men udggre en hgj risiko. Hvad er risikoen — det er selvfglgelig ens margin. S3 hvis
produktet pavirker en grundleeggende procentdel af ens margin, sa er det ogsa et strategisk
eller kritisk produkt.

Men der ligger noget tid deri. Low degree of freedom betyder, at det er tids- eller
ressourcemaessigt svaert at skifte det ud, og der er det jeg synes det gar et skridt dybere ned
under modellen, som jeg synes er interessant, for hvornar er noget sart at skifte ud? Det
kan vaere hvis det tager rigtig lang tid, eller det kan vaere hvis ressourcerne i forhold til
fordelene ved at skifte det ud er enten meget hgje eller fordelene er sveert kvantificerbare.
Man kan have et risikospgrgsmal, der ggr at det er endt i den rubrik. Man kan maske have et
tilfeelde, hvor et produkt i den grad er blevet et hgjrisiko og strategisk produkt, fordi det i
den grad pavirker virksomhedens margin. Produktet kan simpelthen indga i sa mange
produkter, at en enorm del af virksomhedens margin er afhaengig af det ene produkt. Men
det kan vaere et bade billigt og lille volumen produkt, men bare en enkelt virksomhed, der
udbyder produktet. At erstatte det ville vaere et enormt udviklingsprojekt. Dels ville det
involvere at man selv skule have udviklet en kopi eller noget tilsvarende, eller man skule til
at arbejde med nogle andre, og fa dem til at udvikle det. Og sa skulle man have indfgrt
alternativet i alle de produkter, det indgik i, og have det kvalificeret igennem hos kunderne.
Det ville veere en enorm omkostning, hvor man ikke ville kunne se betydningen af det pa
bundlinjen. Det kan ikke direkte males pa bundlinjen, men man rykker det ned af risikoaksen
i Krajlic modellen. Det er der den ressourcemaessige og strategiske diskussion kommer ind i

billedet — skal man szette alle de her ressourcer af til at takle det, sa er der noget andet de
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ressourcer ikke ggr. Det ligger et skridt dybere end modellen, fordi det bliver meget
teknologi og produkt specifikt, hvornar noget er for stor en mundfuld.

Der kan man sige at for os, der har vi mange produkter, som kan tage lang tid at indarbejde i
markedet. Det er jo sadan at vi laver fysiske materialer, primaert til konstruktion, og tit nar
man taler om materialer, sa tager det lang tid at skifte noget ud, og adaptere nogle nye
materialer. Det tager lang tid, og er ikke noget der sker fra den ene dag til den anden. Sa nar
vi putter er produkt pa markedet, fx et facadesystem, sa er det noget der sagtens kan tage
10 ar, fgr et modent produkt, rykker volumenmaessigt pa markedet. De fleste af vores
produkter tager 3-5 ar fra det reelt er modent, til det har en volumen pa markedet. Til
gengaeld har vi fx et produkt, der gar helt tilbage til vi startede i 1979, og det har kgrt helt
uendret siden 1983 — samme design osv., fordi kunden har faet det normgodkendt i sine
produkter, og der er ikke nogle igjnefaldende forbedringspotentialer, og omkostninger ved
at lave det bedre, vil vaere meget meget store. Sa pa den ene side, har vi nogle meget lange

penetreringstider, men omvendt har vi ogsa nogle meget lange levetider pa produkterne.

Har | sG ogsG meget lange samarbejder med jeres leverandgrer?

Ja, det har vi ogsa. Og det det betyder i alt det her, i forhold til leverandgrsamarbejde, det er
at nar man kaster ressourcer efter at udvikle det, og kaster en masse ressourcer efter at
markedsmodne det, og gerne skal hen til et sted, hvor det er levedygtigt over lang tid, sa
betyder det at: | begyndelsen af den ramp up, der vil alt hvad man foretager sig ende oppe i
det strategiske og kritiske hjgrne. Volumen er der ikke. Hvis du skal skifte ravaren ud med en
anden rdvare, sa skal du kaste en masse penge efter det, og volumen er der ikke til at det
viser sig pa bundlinjen. Sa du er bade i en situation, hvor du i forhold til den strategi du er
gaet i markedet med, og i forhold til din volumen og dine ressourcer, der er du i en situation,
hvor du bliver ngdt til at kunne stole pa de ravarer og de leverandgrer du har. Bade hvad
omkostningsoptimering angar, og hvad kvaliteten angar. S3 man bliver ngdt til at have en
hgj grad af strategisk alignment med sine leverandgrer pa det tidspunkt.

Historisk set har det for os ikke vaeret noget seerlig stort tema, fordi vi har udviklet fra et
pionerplan, hvor man kom med nogle produkter, som man godt vidste var lidt fremmede for

folk, og som der var en stor markedsfgrings og teknologisk dokumentations indsats pa, for

128



det ndede en skala, som man kunne kalde industriel. Hvis man kigger pa hele virksomheden
portefglje er det f@grst de sidste 10 ar at man kan sige det har ndet en serigs industriel skala,
men det har altid vaeret med denne her pioneragtige tilgang til tingene, og det betyder at
tidligere, da der var den tilgang, der var leverandgrerne nogle der leverede glasfibre og
matrix materialer ind til den form for teknologi, sa de var implicit med pa den. Hvis vi kan
skabe noget ny teknologi her og skabe flere anvendelser for glasfibre, sa er de selvfglgelig
med pa den, og synes det er interessant. Sa laenge den volumen, der er i det, har et lgfte om
at blive store, men ikke i sig selv er store. Sa har de den holdning, at vi de sagtens kan levere
— | har et veekstmarked, og den volumen, der skal flyttes er ikke noget der belaster deres
kapacitet saerlig meget. Men efterhanden, som man bliver stgrre og stgrre og produkterne
og teknologien bliver mere mode, sa bliver det meget mere et spgrgsmal om — er det den
her fiber eller er det en anden — er det den her type plast eller en anden, der skal laves. Her
kommer man ind i nogle meget mere specifikke og sourcingmassige udfordrende

spgrgsmal, som ggr at den strategiske alignment bliver mere patraengende.

Og hvilke konkrete veerktgjer seetter | ligesom i spil, for at fa det her taettere samarbejde op
at kgre?

Det fgrste er egentlig en strategisk alignment. Det er et spgrgsmal om at man ggr klart for
leverandgren, hvad det er man vil med de produkter, som leverandgrens varer indgar i. Hvis
vi ser pa betonarmeringsstaven fx, sa kan man have en strategi for sadan et produkt, og
specificere overfor leverandgren at: ’vi forestiller os at lave produktet sadan og sadan, og
forestiller os at ga i markedet med det sddan og sadan’. Og sa har det en betydning for hvad
skal leverandgrens strategi sa vaere, hvad skal leverandgrens holdning og handlinger sa veere
for at understgtte den strategi. Sa det fgrste er egentlig at fa leverandgrens accept eller
commitment af, at den strategi er en de gerne vil vaere med til at understgtte. Det kan alle
selvfglgelig sidde og sige ja til, men hvad betyder det sa i praksis?

Det kan have alle mulige aftalemaessige konsekvenser, som at leverandgren skal Igfte noget
af markedsfgringsbyrden, eller |Igfte noget af testbyrden, der skal til. P4 mange produkter vil
vi sige, at vi vil ikke veere dem der sidder g finder pa at man kan det her, og sa gar vi til

testinstitutterne og ud i markedet og overbeviser hele markedet om hvor genial en ide det
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er, og nar vi sa nar derhen, hvor alle vil have det, sa tager leverandgren ravaren og salger
det til alle mulige andre der kunne finde pa at bruge det. S3 det kan veere sadan nogle
spgrgsmal, som sa ma afspejle sig i samarbejdet, og som man ma sgrge for at det bade
kontraktligt og i handling bliver omsat til praksis. Hvis vi skal tage den risiko og de ressourcer
pa os, som det er at Igfte den markedsmaessige og penetreringsmaessige opgave, sa skal |
vise os at vi sidder i samme bad — at | ikke fjerner produktet fra markedet, og at vi ogsa om
15 ar har nogle priser, der ggr at vi kan konkurrere, og at vi har en plan for prisudviklingen,
efterhdanden som vores volumen stiger, og hvordan fungerer eksklusivitet og

udviklingssamarbejde. Den slags ting.

Hvor meget e-business integration har | med jeres leverandgrer?

Det har vi ikke noget af, hvor vi griber ind i de samme ERP systemer eller noget. Vi har nogle
leverandgrer, hvor vi udveksler forecasts, men det er sadan pa mere manuel basis. Det er
selvfglgelig noget der foregar ret automatisk, men det er en gammeldags transaktion.

Jeg kan heller ikke ngdvendigvis se, at det ville vaere relevant for os. Man kan godt forestille
sig at der indenfor nogle ar vil vaere nogle leverandgrer, hvor det giver mening, men det vil i
sa fald veere produktspecifikt, sa leverandgren kan ga ind og se pa planen for de produkter,
hvor deres vare indgar, og kan tage hgjde for dette.

Hvis man skal se pa det mere bredt, der er vores produktion alt for kompleks, med alt for
mange forskellige produkter. Vi har tit en situation, hvor vi laegger en produktionsplan, som
sa bliver omstgdt af en ny ordre, der bliver placeret med en anden tidshorisont. Den form
for forskydninger sker i vores forecasts hele tiden, sa det er ikke sa linezert. | nogle
situationer vil det ikke give mening fordi forecastet er sa flyvsk at det kan andre sig fra dag
til dag, og i det andet tilfelde, hvor forecast ikke er flyvsk, der belaegger produkterne
maskinerne helt konstant, sa der et det ungdvendigt. Det vil traekke den samme maengde

hver dag hele aret.

Hvis vi vender tilbage til de her ideer omkring at indgd @get samarbejde, hvad er sa efter din

mening nogle af de udfordringer man kan st@de pd med sine leverandgrer? Udfordringer og

risici.
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Udfordringerne kan have enormt mange praktiske udmgntninger, men sadan helt
grundlaeggende, er det en udfordring med den manglende strategiske alignment. Hvis det
ideelle scenarie er at man har fuldsteendig enighed om hvad strategien er pa et produkt, og
man gor det som jeg sagde fgr, og man far alt det afdaekket og klapset af, sa er
udfordringerne alt der afviger fra det. Og det er hvis man ikke i realiteten har en strategisk
alignment eller der kan veere leverandger, hvor organisationerne er store, og hvor man
maske har strategisk alignment med en forretningsenhed, men ikke mere overodnet i
organisationen.. hvis man fx aftaler at man laer en aftale der skal reekke 10-15 ar ud i
fremtiden, og sa sidder den pagzeldende direktgr for forretningsenheden og synes at det er
fornuftigt. Nar han sa sender aftalen til hovedkvarteret, sidder der en chefjurist, og siger at
den form for aftale kan vi ikke binde os til. Der ma man sige det gar tilbage til det samme
udgangspunkt, da det betyder at man i realiteten kun har den strategiske alignment med en
lille bid af virksomheden, men ikke med virksomheden som helhed. Det gar hele tiden

tilbage til det samme udgangspunkt omkring strategisk alignment.

Sa er forskellen pa tidligere og nu, som du ser det, at jeres strategisk vigtige leverandgrer, er
en stgrre del af jeres strategiproces omkring produkterne nu?

Ja, helt sikkert. Det kan jeg helt sikkert sige ja til, men jeg synes det interessante spgrgsmal
er at vende den om og sige: er udfordringen med strategisk alignment sa blevet stgrre? Og
det mener jeg den er, fordi at efterhanden som man nar en specialiseringsgrad, sa er vi der
henne hvor vi tager en vaesentlig del af leverandgrens kapacitet og hvor vi bruger nogle
produkter, der er mere specialiserede fra vores leverandgrs synspunkt, og som derfor ikke
ngdvendigvis vil veere i deres portefglje til evig tid, medmindre vi sgrger for at de er det. Der
er noget der i vores volumen og produktudvikling, der ggr at det her problem er blevet mere

vaesentligt.

Hvordan ser du denne her kobling mellem gget samarbejde med leverandgrerne og @gget

konkurrenceevne?
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Det ene er det vi sagde fgrst. Hvis man ser pa trin 1 i trappen — hvis man kan identificere
variationer i bestillingsmaengden, som kan optimeres. den form for besparelser opnaet her,
skaber allerede gget konkurrenceevne.

Sa er det naeste trin noget med logistisk og lagerstyring og den slags, og det er primaert et
leveringsevne spgrgsmal og et lagerbindingsspgrgsmal. Nar vi er pa trin 2 pa trappen, sa er
det for os langt overvejende et cash flow spgrgsmal. Det er et spgrgsmal om at man ikke har
en leveringskaede, der er sa lang at enten leverandrgren eller vi har en masse penge bundet i
varer, der er pa vej pa sgen. Sa det er klart at det gger konkurrenceevnen og navnlig i en
kraftig vaekstsituation, som vi er i nu. Det kraever noget cash, og det kan vi ikke have staende
ude pad lageret. Det kraever cash at generere denne vaekst. S3 hvordan pavirker det
konkurrenceevnen — jamen, de penge vi har likvide kan vi generere vaekst med. Penge, der
star pa lageret, de star bare.

Nar vi kommer lengere op af stigen, sa kommer vi tilbage til det stratetiske alignment
spgrgsmal, og der bliver det et spgrgsmal om, helt grundlaeggende, rentabiliteten af en given
forretning. Hvis jeg investerer x antal millioner i at bygge det her marked op over den naeste
3-5-10 ar, sa skal den forretning jeg skal have af den investering vaere hgjere des mere
risikabel investeringen er, sa jo mere risiko jeg kan tage ud, jo mere konkurrencedygtig kan
jeg lave mit produkt og jo lavere forrentning kan jeg tillade mig at ville have i den sidste
ende, og jo hurtigere bliver markedspenetrationen sandsynligvis. Hvis jeg ved at jeg har
fuldstaendig alignment med mine leverandgrer, og ved at de ikke treekker teeppet vaek under
mig, sa kan jeg tillade mig at lave investeringen til en lavere rente, end hvis jeg ikke har

sikkerheden.

Jamen det tror jeg egentlig var det hele. Tusind tak for din deltagelse.
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Appendix 5: Interview with Supply Chain Manager, Company D

Allerfgrst, sa skal jeg hare hvad er din stilling helt preecist i firmaet?
Jeg er supply chain manager, det vil sige, jeg har ansvaret for indkgb, lager, logistik og

planlaegning.

Og hvor laenge har du vaeret ansat i firmaet?

Jeg har veeret her i snart 3 ar.

Det jeg skal se pd, er det med nogle af de incitamenter, der er for at indgd i @get
leverandgrsamarbejde, og nogle af de udfordringer, der er ved det. Sa hvis vi starter med
nogle af de incitamenter | har og har haft til fx at gé ind i det her Stram Kaeden projekt.

Det har veaeret at tage en anden tilgang end man normalt ggr i en forhandlingssituation. Det
her med at lade veere med at snakke sa meget om pris, men ogsa snakke om nogle af de her
ting, der giver veerdi sddan uden omkring. Det har helt klart vaeret det, der har vaeret min
motivation for at deltage i Stram Kaeden.

Og det at vi alle sammen (ankerfirma og leverandgrer) har faet den samme vaerktgjskasse til

at gere det her, det synes jeg er en fordel.

Og hvad er det sa for nogle ting du naevner, som skaber vaerdi, udover det cost baserede?

Jamen, det er sadan noget med at det for os har veeret en gget indsigt i, hvad sker der
egentlig med ordren eller opgaven, nar den lander pa jeres (leverandgrens) bord, og hvad
har det af betydning for den made vi sa ggr tingene pa. Og det der med at dele viden
omkring hvad fremtiden byder pa. Det koster jo ikke noget, og det glemmer man nogle
gange i et leverandgrsamarbejde, fordi man oftest snakker pris. Sa det der med at investere
noget tid i at seette sig ind i, hvad er egentlig ens leverandgrs udfordringer — det har vi leert

af.

Hvad er nogle af de udfordringer der opstdr, hvis man indgdr i gget leverandgrsamarbejde,

og hvad er nogle af de forhindringer, der er i forhold til det, sadan som du ser det?
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Ehm, ja. Jeg synes mest det der har veeret udfordringen, det har vaeret den kulturaendring
det har kraevet internt. Jeg synes egentlig vores leverandgrer har veeret meget positive. Men
det man ogsa bliver ramt lidt af ndr man gar ind i sddan et projekt, det er at man jo, kan
beveaege sig ud i nogle afdelinger eller ansvarsomrader, som man ikke selv er herre over. Og
der hvor man skal adressere den gode ide — de har maske i forvejen nogle ideer, som de gar
og arbejder pa. Det der med at fa ens egen ide til at fylde lige sa meget, som det de i
forvejen er i gang med at arbejde pa. Det kan godt vaere en udfordring, ogsa fordi vi arbejder
selvfglgelig pa, at det vi saetter i gang, det er ogsa noget vi mener at vi gerne vil ggre fuldt
ud, men man kan sige udfaldet af Stram Kaeden kender man jo ikke fgr man har veeret det

igennem.

Hvad er nogle af de udfald, | sa forventer eller hdber péa der kan komme ud af det her med at
stramme kaeden?

Det er en reduktion af administrative opgaver, der ikke skaber veerdi for nogle af os. Det er
helt klart noget vi arbejder meget pa, og det synes jeg har veeret en vigtig del af vores
kulturaendring, fordi vi maske tit siger, nd, men det tager jo kun 5 min, men hvis man har
mange af de her 5 min., sa tager det jo rigtig meget tid. Og derfor synes jeg at det har vaeret
den stgrste aendring og fordel. Og sa det der med at, vi i nogle sammenhange har vendt det
hele pa hovedet, og kommer til at ggre tingene pa en hel ny made fremadrettet. Hvor det er
et lidt stgrre paradigmeskifte end et ordre-to-invoice flow. Sa jeg synes faktisk vi kommer
bredt omkring, og det er ikke kun invoice flow, det er ogsa sadan noget som
timeregistreringer hos vores eksterne handvarkere, hvor vi ogsa kommer til at spare en

masse tid, og hvor leverandgren ogsa kommer til at spare en masse tid.

Hvis man ser det mere overordnet eller strategisk, er der sd nogle bekymringer man kan have
omkring at have meget teette samarbejder med sine leverandgrer?

Ja, altsa man kan sige. Nu har jeg lige haft styregruppemgde med min chef i USA (firmaet er
amerikansk eget), og nar jeg forteeller om Stram Kaeden, sa synes han helt sikkert at det er

det vi gerne vil fremadrettet, og gar godt hand i hand med det vi gerne vil. Men der er jo
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altid den udfordring at vi altid skal vaere sikker pa at vi far vores varer til den rigtige pris, og

hvis vi gifter os for meget med en leverandgr, sa kan det selvfglgelig vaere lidt svaert.

Men der vil vel s komme nogle andre ud fald ud af det, som er mere laengerevarende og

strategisk fordelagtige udfald, end bare hvad der sker med det prismaessige?

Ja, og man kan sige pa nogle af de leverandgrer, der er med i Stram Kaeden, der har de
allerede opbygget en ret specifik viden mindet mod os, sa vi i forvejen er ret godt gift med
dem. Men vi vil altid pa et nyt projekt lave en udbudsrunde, og vi har ogsa i Stram Kaeden
valgt at have leverandgrer med, der er konkurrenter til hinanden. Sa vi har haft to eksterne
smedefirmaer og to el firmaer, og det har jeg set som en styrke, fordi med det siger vi ogsa,
at det kan godt vaere vi gerne vil arbejde taet sammen med jer, men vi har altsa stadig en

alternativ leverander.

Hvis man kigger lidt mere pa de praktiske vaerktgjer | sG benytter jer af, hvilke har | s rent

praktisk implementeret med fx Nordic Sugar for at stramme samarbejdet?

Nordic Sugar er helt klart det mest spinkle spor af de leverandgrer, der er med. Dem har vi
taget med, fordi vi synes vi havde et velfungerende samarbejde, men der har vi jo sa
alligevel fundet ud af, at der faktisk var omrader, der sagtens kunne optimeres. det veerktgj,
som har gjort at vi sammen har fundet frem til forbedringer, det er en value stream analysis,
og det har det veeret med alle leverandgrerne. Men det der er malet med Nordic Sugar, det

er at vi far en VMI Igsning mod dem, sa de fylder vores varer op.

Sa det er en lidt mere IT baseret Igsning | vil arbejde hen imod?

Ja, men ogsa sadan lige nu er det rent basal planlaegning af, hvordan ggr vi det i dag, og er
det ngdvendigt det vi ggr. Og sa det der ogsa har vaeret nogle af veerktgjerne, det har veeret

at fjerne spild, og hvordan ggr vi det.

Hvor mange IT baserede Igsninger har | generelt, der er integreret med jeres leverandgrer?
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Det er ikke noget vi bruger ret meget lige nu, men det er der vi gerne vil hen, hvor vi har

nogle kataloglgsninger. Men der er vi ikke helt endnu.

Og hvordan ser du denne her kobling mellem gget leverandgrsamarbejde, som pd den lange
bane kan fare til gget konkurrenceevne og mdske gget produktivitetsvaekst?

Det opstar ved at man netop kigger pa tveers, og ikke bare sidder og diskuterer en timepris,
men at man ogsa kigger pa, er det egentlig noget, hvor der kan vaere en falles gevinst, og
det har vi jo fundet ud af, at det er der i hgj grad. Sa det at vi egentlig kan fjerne noget spild
begge steder, det er helt klart.

Et eksempel er nogle containere, som vi i dag laster, nar chauffgren kommer med dem pa et
bestemt tidspunkt, og det vi gerne vil, er at vi gerne vil laste dem, nar vi har ordren klar, sa vi
ikke skal handtere varen to gange, og nar vi sa har skullet finde ud af med leverandgren —
hvad skal der sa til, sa viser det sig faktisk at det er nemmest bade for os og for
leverandgren, at komme med containeren i god tid, sa vi selv kan flytte rundt pa den. Det er
jo sadan lidt tankevaekkende, at vi egentlig kunne have gjort det her for laengst, hvis vi bare
havde snakket sammen om hvad vores udfordring var, og det gger vores konkurrenceevne,
men i hgj grad ogsa vores leverandgrs. Vi vil godt betale hvad det koster, vi er ikke ude i at
presse vores leverandgrer fuldstaendig, men vi vil selvfglgelig heller ikke betale for meget, sa

det er lidt en balance.

Her naevner du helt basal kommunikation, som et af de vaerktgjer, der har veaeret vigtige...

Ja, helt klart. Kommunikation, forecasts og planlaegning. Men helt klart, det der har givet
mest for os, har vaeret den tid vi har brugt pa at seette os sammen, og snakke. Det er sddan
en laering, at hvis man giver sig tiden til at seette sig ind i hvad hinanden laver. S3 kan man
sige, om det er med leverandgren, eller om det er tvaerfagligt, internt, det er nok det
samme. Det der med at finde ud af, hvad er det helt praecist man laver. Det har vaeret en god

gjendbner.

Og det mener |, at de ressourcer det trods alt kraever, det er det veerd i forhold til hvad man

kan forvente at fa af fordele i den sidste ende?
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Ja, det vil jeg sige.

Hvor lange kontrakter har | normalt med jeres strategisk vigtige leverandgrer, og laengere
partnerskaber noget | vil begynde at kigge pG?

Nej, vi har faktisk leengere partnerskaber med de fleste, sddan ca. 3 ar, men vi genbesgger
ofte kontrakten hvert eller hvert andet ar.

Men jeg vil sa sige, at mange af de leverandgrer vi har, ender med at vaere de samme i rigtig

mange ar, men derfor kan vi godt genbesgge dem, og fa et pristjek fra nogle andre.

Gar det her projekt, at der er nogle aspekter, som ikke tidligere har vaeret tenkt ind i jeres
kontrakter, som | vil begynde at teenke ind i kontrakterne?

Man kunne godt forestille sig, at man ved starten af et samarbejde, maske er mere
opmarksom pa, hvad der er vigtigt for leverandgren. Nu har vi nogle samarbejdspartnere,
som ikke har vaeret med i Stram Kaeden, som vi har kvartalsmgder med, og jeg kunne da
godt forestille mig at vi arbejder ind i kontrakterne, at skulle tale noget mere sammen i

fremtiden.

Det tror jeg var alt jeg havde. Mange tak fordi jeg mdtte ringe til dig.
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Appendix 6: Interview with Customer Service Manager of Company E
Hvad er din stilling i firmaet?

Den er Customer Service Manager for Danmark og Sverige.

Og hvor laenge har du vaeret ansat i firmaet?

Det har jeg i helt praecist 5,5 ar. Og inden da kom jeg fra 30 ar i Carlsberg.

Hvad er nogle af incitamenterne for at benytte nogle ressourcer, for at indgd i et teettere
samarbejde med sine kunder?

Tanken er ikke taenkt som sadan. Den opstar, nar den opstar. Det her Stram Kaden har
selvfglgelig motiveret os til at teenke pa om vi kan ggre det andre steder i nogenlunde
samme niveau.

Vi har ogsa leverandgrer internt i firmaet, og her har vi ogsa vaeret ude og stramme kaeden.

Men det er farst noget | reelt har fdet fokus pd i forbindelse med Stram Kaeden — det er ikke
noget | tidligere har haft fokus pG?

Ikke overfor vores kunder, nej. Leverandgrsiden kender jeg ikke sa meget til her i firmaet,
andet end at jeg ved vi har en del leverandgrer, men hvordan det lige foregar, det tgr jeg
ikke udtale mig om.

Men jeg vil sige, jeg tror det er et holdningsbaseret spgrgsmal. Nar kunderne har et behov,
som ikke er ligefrem pris og en kvalitet, sa vil jeg klart agere der fra hvor jeg sidder. Om det
har noget med transport at ggre eller hvor ofte de skal have noget leveret, sa gar jeg ind og
tager disse opgaver. Vi samarbejder bl.a. med Carlsberg, hvor vi sa bruger hinandens styrker,
sa det ikke bare er én mand, nemlig szelgeren, der sidder med det. Seelgeren har nemlig ikke
meget viden omkring vores omrade, og det vi laver.

Hvis man snakker leverandgrsamarbejde, sa kan du ogsa se pa nar vi skal oprette EDI med
detailhandlen, sa er det jo ogsa et andet niveau end lige en salger, der geer det. For vi har jo
mange eksperter her, som bidrager mere. S3 den vej rundt ser jeg vores firma lidt
gammeldags. Det er meget med fokus pa at ‘saelgeren skal’. For nogle ar siden var det sadan,

at havde man kvalitetsproblemer, sa skulle salgeren ringe til kunden. Men hvorfor skulle
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han det? Szelgeren ved jo ikke noget om den del af det. Det ggr kundeservice, da vi har en
skeerm foran os, hvor vi kan sla alt op. Nar det sa bliver rigtig teknisk, sa kan vi fa en
decideret tekniker til at ringe. Sa den der, at man skal samarbejde pa alle niveauer, den er

ikke slaet an her endnu.

Men det er noget | nu arbejder pa?
Det er da helt klart noget, jeg gnsker, ja. At man tager ansvaret, der hvor bolden ligger, og

hvor man har sit kompetenceomrade.

Hvor ser du sé nogle af de udfordringer, der mgder dig, i den vision?

Jamen alts3, det allerfgrste er tid. Og sa nogle gange ma man sige, at s ma man prioritere
nogle fa. Jeg har da snakket med szlgeren om, at i hvert fald | Danmark, bgr vi kunne vzelge
4 eller 5, som vi ud over at lave prisforhandling med, ogsa kan ga ud og lave en form for
Stram Kaeden, hvor vi kigger pa hinanden. Vi bliver magende mennesker, hvis der ikke er
nogle, der spgrger ind til de andre — at man skal fgle sig provokerede, eller at man ikke er
gode nok, og det er vigtigt i sadan et samarbejde. Det er vigtigt at man spgrger ind til,
hvorfor ggr | sddan? Bade for at spare penge hos dem selv, hos os eller i feellesskab. Selv da
vi sad ved det fgrste mgde (med CP Kelco), hvor vi roste hinanden for hvor gode begge
parter var... Nu har jeg selv vaeret pa en masse kurser om lean, og der er altid noget at finde,

og det var der altsa ogsa i det her tilfeelde alligevel — mere end man lige kunne forestille sig.

Hvad er sé nogle af ting | fandt frem til, og har kunnet arbejde videre med?

Der er tid — og tid er penge. Det er ikke fordi man skal reducere mandskabet, men
mandskabet kan lave noget andet. Fx har vi skaret en mand vaek, som fra CP Kelco tog en lille
kvalitetsprgve hver gang vi ankom med en bil, og han brugte 25 min frem og tilbage til bilen
pa dette. Det er en ting vi i forvejen selv tager med, hos nogle af vores andre kunder, sa
hvorfor ikke bare ggre det samme her. Det er naesten en time, der bliver fjernet der.

Og sa bgr deres bestillingsrytmer laves om, sa vi ikke blander laessene. Hvis vi ikke kan fa

blandet en ordre i sadan en tankbil (to forskellige typer sukker, kreever to vejninger), den
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ekstra vejning koster tid hos os. Far vi fjernet den ene vejning, sa frigiver vi en udlaesning en
hel uge — vi far en kapacitet fri pa en hel uge sammenlagt.

Det er nogle vaner, der er groet ind omkring hvordan man ggr. Og det har der jo ikke vaeret
noget galt med tidligere, men nar man sa lige kommer og kigger pa det med andre gjne, sa
opstar der som regel noget. Der bliver stillet spgrgsmal til hvorfor vi ggr ting. Hvorfor sender
vi fx et certifikat til dem hver gang. Der er nogle der skal kigge pa dette, behandle det osv. Sa
det har vi ogsa afskaffet, og i stedet henviser vi blot til vores indgdede aftale pa
bestillingssedlen. Der er sddan nogle smating i processerne, hvor du sparer tid.

Og sa var der den helt fysiske, hvor vi leverer noget specielt fraktionssukker til dem, og de er
meget kritiske, synes vi. De kasserer det, fordi de bruger nogle andre malemetoder, end vi
gor. Vi bruger de europaiske standarder, og de bruger de amerikanske standarder, og sa gar
det galt. Teknikerne siger, at man her sammenligner abler og paerer. Sa de skal overbevise
dem selv om, at vores standard er okay. For hvor vil de ellers handle det i Europa? Vi har
meldt ud, at vi leverer ikke mere, hvis ikke de tager dette her. S3 ma de sige det til deres
kvalitetsafdeling — hvad vil de sa ggre? Sa det er lidt en provokation, men det kostede os
30.000 at tage leveringen tilbage, og vi kan ikke saxlge den igen, da den har vaeret ude af
vores hander. Sa skal den smeltes om hos Arla i Sverige, og alt det her koster os en frygtelig

masse penge. Sa der opnar vi altsa en besparelse hos os.

Sa der gdr | som leverandgrer ogsa ind og kraever noget af jeres kunde?

Ja, for det er en urimelig made at afvise en vare, da vi sammenligner &bler og pzerer, og ikke
er pa samme platform. De amerikanske FDA og den europaeiske EMA er bare forskellige pa
det omrade.

Det kan godt vaere de er et amerikansk firma, som maske ikke helt anerkender at Europa
eksisterer, eller hvad ved jeg, men det er i virkeligheden en helt lavpraktisk gvelse.

Kunden er ogsa helt enig med os, sa der er egentlig ikke sa meget at komme efter, men de
skal bare have overbevist deres bagland om det samme.

Sa snakker vi ogsa om at bruge stgrre tankvogne og dermed kgre st@rre laes. Lige nu kgrer de

32 tons, og kan ga op til 37 tons. Nar vi gger med 5 tons kan vi skeere ned pa leveringerne,
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sparer CO2 og alt muligt, sa der er plads der til at forbedre miljgregnskabet, og der er ferre

leveringer, og feerre handteringer, feerre fakturalinjer osv.

Og det er pad en mdde hvorpad det stadig fungerer for kunden?

Altsa det kgrer jo fint i dag, men hvis man var lidt mere effektiv, sa kunne man kgre 37 tons
af de rene laes, med kun en enkelt vejning. Det kraever selvfglgelig at man styrer iseer den en
af sorterne rimelig stramt, da den er afhaengig af indrapportering til SKAT. Men altsa, det

hele ligger jo allerede i SAP.

Nu siger du SAP. Hvor meget IT baseret integration har | med jeres kunder?

Alt kgrer automatisk. Nar vi snakker fx en ordre til CP Kelco. Lige sa snart ordren er dannet,
sa flyver alt andet bare af sted. Fakturaen kgrer, og alt kommer via pdf. Sa vi har ikke sa
meget af det manuelle. Vi har en lille stak fakturaer, der stadig sendes med handen, men det
er meget lidt. Jeg tror det er 3 ar siden vi kgrte en indsats, hvor vi spurgte kunderne, om ikke
de hellere ville have det med pdf — og sa fulgte der lidt vin med. Vi sparede 72.000 kroner i
porto. Og det er jo ogsa lean, for det er jo gratis, nar fgrst det er sat op. Ordrebekraftelser

de flyver ogsa, sa snart en ordre er lavet, sa det er ret automatiseret.

Hvilke strategiske og konkurrencemaessige fordele, ser du, der kan komme ud af at fd et
teettere samarbejde i sin veerdikaede?

Der vil altid vaere en eller anden form for prisaspekt i det her. Vi kan ikke bare gge priserne,
bare fordi vi er gode til at samarbejde. Men det vil klart danne loyalitet, eller veere med til at
fastholde den loyalitet, der er. Da jeg kom her — jeg havde aldrig set s3a gode
kundetilfredshedsundersggelser fgr. Det er helt ekstremt, sa hgjt vi ligger. Jeg har veeret her

i 5,5 ar, og har ikke faet en kundeklage endnu. Den vej rundt, der ligger vi meget staerkt til.

Og hvad tildeler du den kundetilfredshed?
Vi opfgrer os ordentligt, og vi agerer hurtigt. Vi forteeller kunden, hvis vi kommer en time
senere, fgr de selv ved det, for det er dumt at kunden skal ringe efter os, og spgrge hvor

vognen bliver af. Det er bedre at vi kommer dem i forkgbet. Sa den vej rundt er vi meget pa
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forkant, fordi vi ogsa har nogle gode leverandgrer i vores vognmand — de vil ogsa hellere
veere pa forkant, end at fa skeeld ud over at komme for sent. Der er mange faktorer der kan
spille ind, men det kan betyde produktionsstop for kunden, hvis ikke de far det tids nok at
vide. Sa skal de lave om — for med de maengder vi leverer til nogle kunder, sa er det jo
decideret produktionsstop, og vi kommer normalt just-in-time. Der forkzeler vi kunden. Vi er
et lille land, men skulle de have det leengere sydfra, ville det have en indflydelse pa den

service. Det kan godt vaere prisen er vigtig, men leveringstiden er endnu vigtigere.

Hvad med sddan noget som produktudvikling, hvor meget ggr | det i samarbejde med jeres
kunder?

Der er to modstridende retninger i det. Det ene er at vi gerne vil have sa smalt et sortiment
som muligt, men omvendt udvikler vi ogsa produkter i samarbejde med kunden. Hvis man fx
tager sadan nogle som Carlsberg, som vil have et produkt, der er flydende, de vil selv hente
det og de bruger ikke deres biler om natten. S8 med dem har vi aftalt at de kan komme til at
hente om natten, med deres egne chauffgrer, som stikker et lille vaskekort ind, og sa kgrer
alt ellers automatisk. Bilen fyldes automatisk, og de kan kgre ud igen, og vi er der ikke. Det er
ogsa produktudvikling for dem, for deres biler bliver brugt om natten. Den bedste gkonomi
pa en bil er at den kgrer 24 timer i dggnet. Sa det er produktudvikling.

Udover det udvikles produkterne ogsa i samarbejde med kunderne. CP Kelco har fx deres

eget varenummer. Sa den vej rundt bliver der ogsa lavet specialprodukter.

SG ndr CP Kelco nu har deres eget varenummer, har | sG nogle juridiske aftaler om, at det
udelukkende er deres?

Nej, det har vi ikke. Men det er fordi det er en lidt kunstig verden, det her med sukker. For
det ligger i en stor silo, og kommer ud som det samme. Og alligevel kan de godt have deres
eget varenummer, men i realiteten behgver det ikke vaere et unikt produkt.

Men fx indenfor pharma, hvor det kraever nogle meget sarlige specifikationer, der kan man
ga ind og lave specialprodukter. Og pa sirupper, som vi laver meget i Sverige, der kan man

ogsa ga ind og lave specialprodukter, som ingen andre far. Det kan have noget at ggre med
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deres produktion af cider eller juice eller lignende, som lige przecis er kundens. Sa der gar vi

ind og laver noget specielt, og sa er det selvfglgelig ogsa en hemmelighed.

Har | meget af denne her meget specifikke produktuadvikling til jeres kunder?

Ja, det har vi, men ikke overdrevent. Vi er markedsledere, og derfor skal vi ogsa klart
behandle vores kunder ordentligt, men vi gnsker heller ikke bare at have alle de her
smaproduktioner, for de koster kassen — og det vil kunden ikke betale alligevel i den sidste

ende. Sa det bliver snaevret ind det antal specialproduktioner vi har.

Hvor mange produktionssites har I?
Nykebing, Nakskov, Arlev, som er et raffinaderi og @rtofte, som er en sukkerfabrik. Et
raffinaderi far rgrsukker. Det er ikke roerne, der bliver taget ind der. Det er det de tre andre

steder.

Afsluttende:

Vi har en fantastisk forhold til vores kunder, og derfor bruger de os ogsa selv offensivt. Vi er
interessante at snakke med, fordi de far hjeelp fra os.

Fx ringer Spangsberg flgdeboller ind, og spgrger ind til hvordan det fungerer med en silo. Sa
kan jeg sige, at det ved jeg ikke sa meget om, men jeg har altid en, der ggr. Sa kan de komme
til at snakke med de rigtige. Sa kan de snakke om investeringen i en silo kan svare sig, eller
om de skal have store sendinger i stedet. Den vej rundt er vi velansete som radgivere. |
stedet for at ga direkte til silofabrikanten, for hvem siloen selvfglgelig er den eneste Igsning,

far de hos os kan fa bade for og imod at vide, i forhold til hvad der er godt rent gkonomisk.

Sa egentlig fungerer det jo rigtig fint lige nu, men det er bare ikke struktureret — s hvor skal |
gerne bevage jer hen af de kommende dr?

Jeg synes vi skal bevaege os mere ud af, hvor det er arsforhandlinger, eller halvars
forhandlinger — hvor det rammer flere niveauer. Fx med CP Kelco. De har en masse
handveerkere — vi har ogsa en masse handveerkere. Hvorfor tager ham, der styrer

handveerkerne hos CP Kelco, ikke ned og ser hvordan vi styrer handvarkerne pa vores
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fabrik? Sa det ikke er szelger-szelger, sa kan de lige sa godt udvekslet erfaring, og vi behgver
ikke at blande os. De indgar ikke aftaler som sadan, men kan vi hjelpe dem der, sa hjelper vi
den virksomhed, og de kommer sa sandelig ogsa med fif til os. Det er sjxldent en

envejskommunikation, sa der vil altid komme noget ud af det.

Sa det er lidt ideen om, at det er de forkerte mennesker, der snakker sammen pa de forkerte
tidspunkter?

Man skal leengere ned i hierarkiet, end bare en key account manager, der snakker om salg og
sukker. De skal informere om verdensmarkedet osv. — det er deres job. Men at snakke om
indgange, sikkerhed, kort, timeregistrering osv. — det har de ikke spor forstand pa. Men der
kan vi bruge hinanden. Vi skal bare ikke ggre det med 200 kunder om aret, for s3 nar vi
ingenting herhjemme, men vi kan sagtens ggre det i forbindelse med faerre, sa det bliver lidt
organiseret. Jeg har da sikkert ogsa noget kundeservice at kunne snakke med kundeservice i
CP Kelco om. De har en stor eksport, og det har vi ogsa, sa man kunne sagtens snakke om,

hvad gor de? Det er trods alt det samme SAP system vi sidder i.
Sa noget mere sparring og vidensudveksling?
Det er jo samarbejde helt praecist, og det Igfter loyaliteten til hinanden. Det giver bare et

eller andet. Det skaber ogsa gode historier om os.

Super spaendende. Jamen, det var sddan set det. Tusind tak for nu, og tak for din deltagelse.
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Appendix 7: Speech at Stram Kzeden Conference, Company F

Man har faet lavet skar i samarbejdet med leverandgrer fgr i tiden, pga. et tiltag om at
presse priserne og presse leverandgrerne. De fglte sig misbrugt pa davaerende tidspunkt, og
de folte sig taget med bukserne nede. Ved at komme ind i Stram Kaeden har det veeret
muligt, at komme til at tale med leverandgrerne pa en anden made end man gjorde i dag.
Mange af leverandgrerne mgdtes man med en gang om aret, nar man skulle have
prisforhandlinger og lige have skrevet en ny kontrakt. Vi har i lang tid haft lange kontrakter
(4-6 ar). Det passer os bedst, fordi vi ved at med vores produkter og kvalitetsniveau, sa gar
de fgrste par ar med at finde hinanden, og sa skal der gerne komme 4 gode ar ud af det i den
anden ende.

Dog skal det siges, at da vi sad og snakkede med de her leverandgrer, sa havde vi faktisk
sglvbryllup med de fleste af dem. Desveerre ... eller maske er det godt nok?

Sa det er ikke forhold, som er dag til dag. Vi har kendt hinanden i mange ar, og burde jo sa
egentlig have tillid til hinanden, men det viser sig, at sa meget tillid har vi jo faktisk ikke. Vi
har heller aldrig bedt om daben bog kalkulationer.

Men vi gik ind i det her med en bred vifte af leverandgrer, og det har givet en masse gode

diskussioner.

Jeg vil tage tre cases op her, den klassiske: en god gammel dansk virksomhed,
®gteskabsradgivningen: skiftende ejere, med fokus pa store produktioner, hvilket stikker
imod Louis Poulsen, som har masser af varenumre, sma kvaliteter og sma volumener,

nytaenkningen: de bragte noget helt nyt til bordet.

Bjerregaard Nielsen (den klassiske) — lange leveringstider og gerne store seriestgrrelser. De
fortalte ikke om at der blev produceret i ekstra store maengder, nar nu maskinerne alligevel
kgrte, og at man sa bare fik stillet tingene pa lager. Hele deres produktion er drevet af, at
sadan har man altid gjort. Vi er her gdet ind og kigge pa maks.-min. Aftaler, kortere
leveringstider, sa vi kan fjerne vores sikkerhedslagre. Vi har lavet en officiel lageraftale, da
der fgr var et lager, som kun Bjerregaard vidste eksisterede. Vi har skrevet under pa, at det

der lager tilhgrer Louis Poulsen. Der er nu kun 5 dages leveringstid. Lot sizes er ogsa sat
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vaesentligt ned med mindre intervaller i stedet. Bjerregaard har ogsa vundet noget, da han
har faet minimeret sin risiko pa det lager, der nu er blevet officielt. Der er ikke blevet
snakket pris i det her, sa der er ikke regnet pa om han tjener meget eller lidt, men det har

klart vaeret en hjzelp for dem ogsa.

Peterson (aegteskabsradgivningen) blev ved at stille stgrre og stgrre krav til hvor meget man
skulle kgbe af gangen, og der var en klar manglende forstaelse for hinanden. Vi har handlet
med firmaet i 10 ar, sa de burde kende vores aftraek, som ikke var sa stort, men det var
ligesom helt irrelevant — det handlede om en meget produktionsorienteret holdning. Det
viste sig ogsa, da vi gik rundt deroppe i deres produktion, at de maler den pa hvor mange
meter pap de kgrer, og hvor mange ledige minutter de har pr. skift. Det der med sma serier
hos Louis Poulsen, hanger bare ikke sammen med deres made at male produktionen pa.
Med vores antal varenumre hos dem, sa var vi ikke en ideel kunde hos dem —i hvert fald ikke
til den KPI de har sat op. Derfor skulle vi her til at snakke om, om vi overhovedet var et
match.

Peterson var til gengeeld meget villige til at 2endre pa dette, og producere pa en anden made
for Louis Poulsen, som friggr en masse palleplads hjemme hos Louis Poulsen. Til gengzeld
ville de varenumre sa komme til at koste lidt mere. Men vi lavede en beregning, og det hang
egentlig fint nok sammen, men min chef, som laver mine KPler, var selvfglgelig ikke tilfreds,
og det med friggrelsen af plads, kan jo ikke som sadan males. Sa der havde vi lige en tvist
omkring, hvordan vi skulle male de interne KPler i fremtiden. KPlerne dikterede at der skulle
spares pa indkgb, og hvis jeg begynder at betale mere for pap, sa hang det ikke sammen, sa

det var en intern udfordring.

BEWI (den nytaenkende) er en traditionel leverandgr, der laver flamingo, og den store
udfordring ved det, er at det fylder rigtig meget, men koster ikke ret meget. Inden projektet
her, var der store lagre hos begge parter.

Man droppede her at kgre med seriestgrrelser, og gik over til pallestgrrelser, som
minimumsbestilling, og det frigav en masse plads. Vi havde dobbelte lagre, men nu da lot

size blev sat ned, sa kunne leverandgren ogsa seette sit maks. lager ned. Han sparede
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tilsvarende antal pallepladser oppe ved sig selv, og fandt ud af, at kunne han ggre det her pa
alle hans andre kunder ogsa, sa ville han pludselig fa rigtig meget plads til overs. Sa der var
en gevinst for dem, som de kom mere eller mindre gratis til. Igen er der ikke snakket pris, og
det er gjort helt cost neutralt. Vi far stadig gennemsnitligt det samme antal om ugen, men

mikset er bare anderledes i dag, end det var fgr.

Noget af det vi har kigget meget pa her, det er leveringstider. Man er i dansk industri rigtig
gode til at have lidt ekstra pa den konto, og noget af det vi fandt frem til i keederne, var
buffer tid. Sa vi startede lige med at skaere halvdelen af den interne tid vaek, ved at fjerne
alle de her buffere. Vi er gaet over til at flytte meget lager ud til vores underleverandgrer —
mere end vi gjorde i forvejen. Eksterne lagre, med meget kort leveringstid ind til os, men det
er underleverandgrerne, der styrer vores lagre nu. Det kan vi ogsa tillade os, da vores
produkter ikke foraeldes hverken i dag eller i morgen. | industrier med en kortere livscyklus
pa produkterne, ville dette vaere sveerere.

Vi har talt meget lidt om kvalitet, fordi det efterhanden er noget der er styr pa med vores
leverandgrer, men det vi har talt om, det er det her med at dele information, og dele
dokumentation pa, hvor ligger kvalitetsniveauet henne? Der er vi ved at arbejde pa at lave
en SharePoint Igsning, sa denne her kvalitetsdokumentation, bliver tilgeengelig for alle
online. Det er det ikke i dag. Alt dokumentation hos Louis Poulsen i dag, er mails.

Vi regner med at fjerne 10 % arbejdskapital i det her projekt, og @ger
lageromsaetningshastigheden. Vi har ikke s@ mange dobbeltlagre mere, g det fjerne noget
risiko. Vi har ikke pataget os risikoen for lagrene ude ved vores leverandgrer.

Fzelles projektplaner er ogsa en af de ting vi har sat fokus pa. Louis Poulsen har haft en lidt
arrogant tilgang til sine leverandgrer, da alt skulle veere lige som de sagde, og til ingen
penge.

Der er ogsa stadig spgrgsmalet om hvem der ejer hvad. Vores leverandgrer ma selvfglgelig
gerne benytte processerne hos andre, men de ma ikke szelge produkterne videre. Vi er med
til at produktudvikle, og sa sender leverandgren det ud til en 2-3 andre for at fa den rigtige

pris, og sa taber vi. Vi er ikke helt i mal med det endnu, for det er en svaer fase. Dels skal vi
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std pa mal med at vi har den rigtige cost pris, og sa vil man ikke fgle sig snydt. Vi er ikke i mal

pa hvordan vi far det Igst. Det er meget med tillid.

Sgren Vammen fra DILF kommenterer:

Toyota kgrer med det der hedder product life cycle sourcing. Sa nar de tager en leverandgr
ind, sa gar de ikke sa meget efter prisen, men det de vaelger pa, er meget mere en cost
curve, en kvalitetscurve og en logistisk curve. S8 dem der kan tilbyde den mest aggressive
kurve, er dem man veelger, og sa arbejder man efterfglgende sammen om det. Her har
leverandgren ogsa det incitament, at formar de at fa kurven endnu laengere ned, sa er det

penge ned i deres egen lomme.

Der er en udfordring i forhold til de interne KPler, der er sat. Man skal teenke ud over de
traditionelle mgnstre, da det ikke haenger sammen med Stram Kaeden tankegangen. Der
opstar fordele nogle stedet, hvor man ikke maler KPler, og til gengzeld kan det se ud som

om, at noget andet bliver dyrere.
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Appendix 8: Speech at Stram Kzeden Conference, Company G

Kvist har gode relationer til mange af vores kunder, og det var noget der er bygget op over
tid. Men alligevel manglede der lidt. Inden jeg startede som direktgr var jeg til mgde ved en
af vores kunder, og skulle praesenteres, og jeg har aldrig faet sa meget skaeld ud, som det til
det mgde. Den var gal med priser, leveringstider osv. Sa siger han, det der er din vigtige
opgave, det er at du skal sgrge for at dine medarbejdere kommer til at elske os. Det er en
maerkelig made at sige det pa, men det er en made at sige, at | er meget afhaengige af
kunden, sa sgrg nu for, at der er nogle der holder af os, internt i ar, og fremover. Det gjorde
sa at vi begyndte at teame op, og organisere tingene anderledes. Vi skulle forsta vores
kundes forretningsmodel, og hvad der var vigtigt for ham. Og det betyder at vi blev ngdt til
at skille tingene lidt ad. Vi havde en traditionel indkgbsafdeling, og en traditionel
planlaegningsafdeling, der planlagde for hele virksomheden. Det vi gjorde, det var at vi gik
ind og tog folk fra forskellige niveauer og forskellige afdelinger i virksomheden, og satte dem
sammen som et team til denne her kunde. Tro mig, i Igbet af ganske kort tid, begyndte
tingene at kgre endnu bedre. Vi er ved at ggre kunden mere afhaengig af os ogsa — vi er naet
et punkt hvor vi vil hinanden, og finder sammen et samarbejde, der er til feellesskabets
bedste. Det her gjorde vi ved flere af vores kunder.

Vi abnede op, og fik kigget pa hvilke fglgeomkostningerne, der fx kom af den relation man
havde. Det lykkedes i alle tilfeelde at komme i en taet dialog omkring de her forhold, og vi er
kommet ind og har sikret et grundlag, sa i dag er 90 % af vores omsaetning sikret af 3-7 arige
aftaler. Det giver en vis ro i organisationen. Det er ikke sadan at vi kan skabe os andssvagt,
og der er en ting i alle vores strategiske aftaler, og det er at vi skal veere konkurrencedygtige
pa prisen. Det er i hvert eneste tilfaelde tilladt for kunden at ga ud og tage kontrolpriser. Vi
vil sa bare gerne, at man snakker med os om det, inden man tager en beslutning.

Egentlig har vi 80 % af vores indkgb uden for Danmark, men vi valgte at gd med i Stram
Kaeden alligevel, fordi vi har far en vaerktgjskasse, som er fantastisk god for dem i vores
organisation, der sidder med leverandgrerne — ogsa de internationale. Dem der er med til at
pavirke vores performance, de finder gennem det her ud af, hvilken retning det er vi gar i.
Det er vi sa startet pa med nogle danske leverandgrer. Vi har talt bade teknik, materialer og

teknologi, men ogsa contingency plans, ledelse, indsigt/indflydelse, organisation,
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gennemsigtighed og forankring pa toplederniveau. Vi snakker i en 1 til 1 relation med vores
kunder. Strategisk niveau med strategisk, taktisk med taktisk og operationelt med
operationelt. Der ligger et keempe potentiale, samtidig med at vi bygger relationer op pa alle
niveauer.

Nar vi taler alle tre niveauer, sa er det pludselig en hel del mennesker, der bliver blandet ind
i det, og der skal vi sikre at vi har en organisation der kan det. Og vi skal vaere sikre pa, at den
kunde vi har ser det pa samme made. Og sa skal vi veere sikre pa a de leverandgrer vi veelger
bagved, teenker pa samme made ogsa. Og det er der Stram Kaeden kommer ind i projektet.
Det er benhardt arbejde, men det arbejde skal ses som en investering, for man far s3 mange
nye veaerktgjer ind. Der er sa mange muligheder for at ga ind og forbedre tingene.

Nu er vi i den situation, at vores indkgbschef, han har bedt sig fritaget for andre opgaver,
end at veere ansvarlig for Stram Kaeden projektet. Hvis vi skal realisere det her, sa skal man
ogsa have det strgmlinet med KPlerne. Hvis man laver de forkerte KPler, sa bliver det en
snak om KPler, i stedet for en snak omkring — er det en god forretning. Vi snakker aldrig pris
med de her kunder, men vi har snakket om nogle andre ting, som er de KPler, der er vigtige
for at understgtte deres del af forretningen. De vil tjene penge, og vi vil tjene penge.

For leengere tid tilbage, var vi ejet af en kapitalfond, hvor man var ekstremt fokuseret pa
cash generation hele tiden, og der er lavet en masse KPler, der er bygget op omkring det.
Man skal rapportere hele tiden. P3 et tidspunkt kommer vi sa til at arbejde sammen med en
kunde, som er ejet af en anden kapitalfond, og her bliver det fgrst rigtig sjovt. Fokus skal
vaek fra prisen — man skal kende sit maskinrum, og man skal kende sine cost drivers. Jeg tror
at det allervigtigste man kan ggre her, det er at give det en attention pa den rigtige made fra
topledelsen af. Hvis man fx bliver tvunget til at ga ind og betale lidt mere for en vare, enten
for at reducere lagre, eller mindske noget spild, sa skal man sgrge for, at der er en i
topledelsen, der siger at nu ma vi betale lidt mere for varen, og sa ma vi skeere i
omkostninger et andet sted. Og sa skal der ligge nogle aktiviteter, der far det gjort. Det er
sveert at fa ind i KPI regnskabet.

Vi har fundet rigtig mange besparelsespotentialer, bade pa lead time og omkostninger. Vi
har faet uddannet en 5-8 udviklingsagenter, hvoraf en af dem er ansvarlig for enkelte

leverandgrer. | hver af de her samarbejder, har vi vaeret ekstremt godt forberedte, nar vi er
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kommet ud, og det ggr at nar vi kommer i snak med leverandgrerne, sa er vi meget hurtigt
pa bglgelengde, og vi kommer hurtigt til at snakke konkret. God forberedelse er rigtig
vigtigt. Det der bliver vores udfordring nu her, det er at fa de internationale leverandgrer
ind. Men jeg er sikker pa, at den veerktgjskasse, der her er stillet til radighed vil vaere den
primaere, vi skal benytte os af.

Der er faelles interesse i at optimere for bade hovedfirma og leverandgr, da det har effekt pa
slutproduktet, og dermed slutkunden. Far kunden ikke det forventede produkt, forsvinder
loyaliteten og kgbet og alle vil tabe.

Leverandgrerne skal have mere ansvar

Det er vigtigt at fa Ipftet dette omrade til et strategisk niveau, og det er meget det specialet

skal behandle. Den strategiske del og de strategiske udfordringer og fordele.
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Appendix 9: Speech at Stram Kzeden Conference by DILF

Det der sker nar en udvikling tager fart er, at det starter med at vi udvikler ord og begreber.
Lige nu er der meget fokus pa hvordan indkgb kan blive mere veerdiskabende og ikke kun
fokusere pa cost.

| hgrer szelgere, der siger de er her for at skabe veerdi for jer. Hvordan definerer og maler du
veerdi?

Lige nu er vi i starten af en bglge, og dette initiativ er rigtig godt til at seette denne i gang.
Man har behandlet dette i mange ar, da vi har bgger tilbage fra 94 og 99, med dette tema.
Det popper op med jeevne mellemrum, og man kgrer nogle projekter, og de dgr hele tiden.
Hvorfor ggr de det — det vil vi kigge pa.

| gamle dage skulle en indkgber tage sig af alle 4 kerneprocesser. | dag gar man i markedet
ved hjzlp af en competitive tilgang. Ideen i dag er, at den bedste made at indkgbe p3, er at
udszette leverandgren for konkurrence. Det er den mest effektive made at udelukke sig selv
for adgang til leverandgrer. Hver gang man specificerer noget selv, sa udelukker man
leverandgren allerede der, og udelukker muligheder.

Det bliver baseret udelukkende pa pris, og man skal tale med rigtig mange leverandgrer —
det er kernen i competitive buying. Der er et ekstremt behov for at komme ud af
competitive tendering mgllen, og far taget et antal leverandger ud af dette modus, og ggre
noget andet. Maske man bgr committe sig noget mere.

Partnerskaber er ikke kontrakter pa et ar, som mange virksomheder kategoriserer det. Der
skal for det fgrste skabes tillid, og sa skal der skabes commitment. Det er ikke abent at den
ene stripper og den anden sidder i pels — det er open cost calculation at begge parter blotter
sig, ellers er det blot abuse of power fra ankerfirmaets side. Mange firmaer siger de fgrer en
aben bog politik, men dette geelder oftest kun fra leverandgrens side.

Supply management processen er i 99 ud af 100 virksomheder ikke eksisterende. Der er en
proces for sourcing og kontrakter, men der sker ikke noget efterfglgende. Det er zergerligt,
da det er her rummet for vaerdiskabelse eksisterer. Det ligger ikke i tendering processen,

men efterfglgende.
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Tactical sourcing og contract value er et step indkgbere kan foretage sig uden at komme i
kontakt med den omkringliggende organisation. Der er ikke krav om at kunne szlge
projekter osv. | store danske virksomheder er man langt pa dette omrade.

Strategic sourcing og improvement value — i dette skridt har man i stedet for prisfokus et
cost and value fokus og det er et keempe skridt. Det er langt svaerere at kigge pa cost end pa
pris. Der er et stort problem med ledelsen i danske virksomheder, fordi man kigger alt for
meget pa % tal i forhold til indkgb.

| dette skridt skifter indkgb karakter, fordi man er mere interesseret i de virksomheder der
ligger bag de indkgb vi foretager. Er de gode til at optimere samhandlen med os, kan vi
arbejde lean med dem, kan vi differentiere ordre flow og batch stgrrelser. Her gar vi ogsa fra
Butterfly modellen til ‘trekantsmodellen’.

Stakeholder management er man rigtig darlig til i store virksomheder, og det er problemet
pa tveers af organisationer. De kompetencer der skal til her i step 2 af modellen er meget
mere sofistikerede, og der er tale om at de personlighedstyper, der er dygtige til dette er
nogle andre end i det fgrste step.

Det med at Igfte fra projekt niveau til program niveau, det er der rigtig mange der fejler i,
fordi man ikke har ressourcer til det, der skal investeres og der skal mandes op bade pa antal
og kompetencer. Toplederne fokuserer alt for meget pa — kan du levere noget mere i naeste
kvartal, og sadan er der ogsa mange indkgbsdirektgrer der taenker ogsa. Desveerre.
Transformational sourcing og breakthorugh value kender vi kun til internationalt — ikke i DK.
| store internationale virksomheder ligger 80 % af deres indkgb i dette step. Det er ikke bare
pga. stgrrelsen, men pga. mindsettet man har, som er markant anderledes.

Hvis vi holder os til rene prisforhandlinger og presser leverandgrerne til konstant at komme
laengere ned i pris udelukkende, sa laegger vi pres pa leverandgrens margin, og det er et nul-
sums spil. Hvis man presser dem pa marginen er der kun et sted for dem at hente dette, og
det er pa deres cost.

Skal vi ind og samarbejde, skal vi have fat i step 2 og 3. Det er hardt arbejde, da der skal laves
value-stream mapping, cost analyser osv. Men det kraever ogsa en anden intellektuel

spaendstighed og analytisk tilgang.
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Hvis man skal have gang i dette her, sa skal man selv (ankerfirma) abne sig op. Man ma tage
me@der, hvor man som ankerfirma spgrger leverandgrerne ogsa — er der noget vi kan ggre for
jer? Fx kan man finde ud af at ens bestillinger passer darligt med de seriestgrrelser
leverandgren laver. Den dialog har man ikke tilstraekkeligt nu, fordi man skal tale med alt for
mange om naste ars priser.

OEM supplier relations index viser kvaliteten af relationer i bilindustrien, og her ses det
tydeligt at Toyota klarer sig rigtig godt, da de har dyrket dette i mange ar, og var nogle af
dem der startede ideen om leverandgr partnerskaber og samarbejde.

Under finanskrisen ses det tydeligt at de ellers dygtige Honda og Toyota panikker og
reagerer ligesom mange af de andre firmaer, som performer darlige pa kvaliteten af
relations, og de begynder pa samme made at presse leverandgrerne pa pris. Dem der ellers
havde klaret sig darligt, begyndte at reagere modsat, og forbedrede deres kvalitet af
relations med leverandgrer.

| dag ligger BMW gverst. Fx gar de til leverandgren med en ide og strategi omkring designet,
men specificerer ikke yderligere, og lader dermed leverandgren af fx lygter vaere en del af
design og udviklingsprocessen, uden at kontrollere og presse dem pa pris.

GM har rigtig mange leverandgrer, der havde dem fordi de fgler sig tradt pa og presset til
det yderste, og sa kan man jo godt forestille sig hvilke produkter der kommer ud af dette i
den sidste ende.

Man har korreleret deres finansielle performance med deres relations med leverandgrer, og
konstaterer at 72 % af de her OEMs finansielle performance kan forklares via deres forhold
til leverandgrerne. Det gzelder ikke kun for bilindustrien — han har lavet studiet i andre
industrier ogsa. Dette er videnskabeligt bevist, og derfor er det hablgst at kgre dette
competitive game, som man har tendens til.

Der hvor man har gode relationer til sine leverandgrer er leverandgrerne mere villige til at
investere i ny teknologi, for at mgde firmaernes fremtidige behov, og man er mere villige til
at share new technology, GM har fx en kontrakt med st@rstedelen af deres leverandgrer,
hvori der star at al ny teknologi de udvikler i det samarbejde det tilhgrer GM. Hvad sker der

sa? Man udvikler ikke noget, bare for at overdrage det til GM.
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Toyota’'s and Honda’s continuing efforts to improve supplier relations have paid off
handsomely as they are ranked one and two, respectively, for the fifth straight year, well
ahead of the other four automakers. Toyota has been ranked in first place since the
study’s inception in 2002 except for 2009 and 2010 when Honda captured first place.

Honda, with 11.8% improvement this year, nearly doubled Toyota's improvement of
5.6%. If Honda keeps up the pace, it could take over first place from Toyota next year.
Honda is the most preferred customer of suppliers, but just slightly over Toyota.

Ford has regained third place over a declining Nissan, but only because Ford declined
only 2% compared to Nissan's 10.6%. Ford has dropped to its lowest ranking in five
years, but is significantly ahead of FCA and GM.

In a major shift, Nissan, which was most improved overall last year, had the greatest
drop in ratings this year and slipped to fourth place behind Ford. This year, Nissan is the
least preferred customer of the six OEMs.

And, for the second year in a row, FCA’s and GM'’s rankings have fallen. They are now
tied for last place, having both dropped 8.5% in the rankings — more than 100 points
behind leaders Toyota and Honda.

The study shows that suppliers with good working relations with an OEM provide

their customer considerable benefits. These suppliers:

« Are more willing to invest in new technology to meet future OEM needs, and are
more willing to share new technology with the OEM

« Are more willing to support the automaker beyond contractual terms
« Communicate more openly and honestly with the OEM
« And importantly, give greater price concessions to the OEM

Whereas, automakers with poor relations:

« Receive smaller price concessions and must work harder to get them
+ Get less experienced supplier personnel supporting them

And typically are not among the first to get the suppliers’ best ideas and new
technology
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