Bachelor Programme in Innovation Engineering, 180 credits

BACHELOR THESIS

X.int

An internationalization service developed in
collaboration with Cactus Utilities AB

Elin Bengtsson, Alfons Andreasson

Examensarbete inom Produktutveckling och Innovationsledning

Halmstad 2017-10-14

Preface
The project group, consisting of Elin Bengtsson and Alfons Andreasson, would like to thank
all parties that have been involved and contributed to the success of this project. The project
group gives a special thanks to our supervisor at Halmstad University, Leif Nordin, our
supervisor at Cactus Utilities AB, Elisabet Svensson and Maria Lundin at Business Region
Gothenburg.
We would finally like to thank Cactus Utilities AB for giving us the opportunity to undertake
this project. The project group has been given a great degree of freedom in the project, but has
always been able to rely on the knowledge from the company and the supervisors when it has
been needed.
The contents of this report are confidential and can under no circumstances be shown,
reproduced, exploited or be made available to third parties, either partially or in its entirety
without written consent from the project group.

Abstract
Internationalization has increasingly become a growth strategy to enable the search for new
markets. The interest for cross-border business activity is increasing as well and
internationalization is being seen in even the smallest and newest technology-oriented
organizations. To internationalize can be a big step to take for any company and therefore it is
of greatest importance that different decisions along the way are taken correctly
An internationalization process has been developed in this project with the aim to simplify
internationalization for technology companies. The process has been developed in parallel to
a real case provided by the customer and the Swedish technology company Cactus Utilities
AB, a company that is facing an internationalization of their business. A website has been
developed where the service is presented.
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1

Introduction

1.1

Technology Companies and Internationalization

The technology companies in Sweden want to facilitate Swedish technology export. They
believe that the national promotion needs to be coordinated, streamlined and more focused.
The technology companies work for a national export strategy, promotion of export based on
corporate terms and a balanced support for internationalization. The companies stand for
almost half of the country’s export and the goal is to export even more since this creates
growth and more jobs. 1
Sweden has for a long time been one of the top countries when it comes to developing
environmental friendly technique, and there is also a big potential for export in this particular
area. The demand of water treatment, waste disposal management, sustainable infrastructure
and sustainable cities increases dramatically as climate and environmental problems become
bigger in many parts of the world.
The rapidly changing global business environment, the economic integration and
improvement in both technique and communication is creating big business opportunities for
the companies. The interest of transnational business activity is increasing and accelerated
internationalization is being seen in even the smallest and newest technology-oriented
organizations. Trade over the national borders is more or less seen as a country’s continued
competitiveness to be able to keep up with our increasingly globalized world.
In many cases a national company reaches its maturity on the national market and because of
this wants to reach out to new markets in new countries. The decision to internationalize can
also depend on factors such as decline on the national market or that the company wants to
get closer to its clients. These different factors can all be reasons of why a company decides to
internationalize and expand its business. To internationalize can be a big step to take for any
company and therefore it is of greatest importance that different decisions along the way are
taken correctly.2

1.2

The water and wastewater industry today

The water and wastewater industry is an industry that exists in all countries around the world
in varying quality. Water is one of the most important and, in many regions, the scarcest
resource in the world. The demand of the global water is projected to grow from around 4,500
cubic kilometers in 2010 to about 6,350 cubic kilometers in 2030. 3 In industrialized countries,
there are water utilities that handle the purification of water to make the water drinkable.
Different controlling systems control these utilities and SCADA systems are commonly used
in this area. SCADA systems are very expensive and are suited for bigger industries.
1

Exportförutsättningar och internationalisering. 2014. Teknikföretagen.
https://www.teknikforetagen.se/globalassets/i-debatten/publikationer/naringspolitik/teknikforetagensstallningstagande-exportforutsattningar.pdf (Retrieved 2017-05-12)
2 Evers, N., Cunningham, J., & Hoholm, T. (2014). Technology entrepreneurship: bringing innovation to the
marketplace. Palgrave Macmillan.
3
Statistics and Facts about the Water Industry. https://www.statista.com/topics/1575/water/ (Retrieved 2016-1210)
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Therefore, it is more common to see this type of systems in industrialized countries rather
than in developing countries.4

1.3

Problem/Demand

Parts of this chapter have been removed due to confidentiality purposes.
With about 60 % of the total water supply on the Swedish market, the company has reached
its maturity for international establishment. A process of how to internationalize the business
needs to be developed.

1.4

Project goals

The project group is going to determine what challenges there are when it comes to take a
national product to the international market. The goal is to develop service that gives the
customer a general process of how to internationalize a company. The goal is to develop a
website where the service will be accessible. The project group will test and verify if the
process works on a real case provided by Cactus and the goal in this case is to develop the
system Cactus Eye so that it can be applied on international markets.

1.5

Purpose

The project group is going to develop a service that will guide companies through the process
of internationalization. The purpose is to encourage internationalization and to give more
companies the right tools to internationalize their business. The information will be accessible
through a website, which also will be developed by the project group. This website will work
as a tool for companies where they can create an account and get access to the information.
The service will be tested on a real case provided by Cactus where the project group will be
able to test and verify each part of the different steps. The project group believes that a service
like this is needed today to keep up with the globalization.

1.6

Cactus

Cactus Utilities AB (Cactus) is a technology company that aims to assist their customers to
optimize and control the management of water treatment and energy plants. The company
supplies systems that promotes a sustainable society. The environmental work of Cactus is
characterized by an ecological approach, where recyclability and principles of nature are
pursued. Cactus aim to minimize a company’s environmental impacts. Negative effects on the
environment affected by operations shall be permanently reduced by continuous
improvement.5 The philosophy at Cactus is to provide solutions for the long-term perspective
with regard to their customers’ needs and their particular infrastructure. One of the company’s
signature features is the possibility to upgrade existing systems to newer and better versions.
This goes for both their main control units and their substations. 6

4

What is SCADA? https://inductiveautomation.com/what-is-scada (Retrieved 2016-12-10)
Kvalitet och Miljö. 2016. Cactus Utilities AB. http://www.cactus.se/omoss_kvalitet_miljo.php (Retrieved
2016-10-31)
6 Långsiktig investering. 2016. Cactus Utilities AB. http://www.cactus.se/omoss_investering.php (Retrieved
2016-10-31)
5
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Cactus was the first company in Sweden to take the step to become fully computerized in
controlling and monitoring of their controlling systems. When looking for controlling and
monitoring systems, it is important to not only find the right software product, but it is equally
important to find the right company as partner. Cactus has long experience of both automation
solutions and of the industries that they work in. This gives them the opportunity to offer
expertise beyond the ordinary. The company is a complete service supplier with
comprehensive systems, substations and PLC systems, automation cabinets, communication
equipment, sensors and actuators. They provide project management and are also involved in
the design. Documentation, training and service are additional services that they provide for a
successful outcome. 7'
With 60% market share of the Swedish market, the company has reached its maturity and is
now aiming for international markets. Cactus is therefore suitable for this project, and the
project group will be able to test and verify their internationalization process on the company.

1.7

Cactus Eye

The demand was, and still is, high on the water and wastewater industry. Cactus Eye was
developed and introduced to the market in 2012 to meet these needs. It is a high-performance
system that relies upon 30 years of experience of systems from the industry. The system
unites the best qualities from the two different platforms CSX and Uni-View, which are two
systems provided by Cactus. The foundation of Cactus Eye is a state of the art operating
SCADA (Supervisory Control And Data Acquisition)/DCS (Distributed Control System)
system. Cactus Eye is a system that unites the best properties of both these platforms, but with
completely new functions for water and wastewater operations. It provides possibilities to
increase integration and coordination between different departments of an organization. It also
gives you an overview of the different plants. 8

1.8

Delimitations

Parts of this chapter have been removed due to confidentiality purposes.
In the case provided by Cactus, the focus has been put on industrialized countries and their
markets. This delimitation is based on market values and how the project group believe that
industrialized countries can be open to new solutions and to implement a new system.

7

Vi tänker långt. 2016. Cactus Utilities AB. http://www.cactus.se/omoss.php (Retrieved 2016-10-31)
Cactus Eye - Ett VA-system som utgår ifrån ditt behov. http://cactus.se/vatten_cactus-eye-driftsystem.php
(Retrieved 2016-11-01)
8
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2

Project model – Method of Product Development
and Innovation Management

2.1

Goal seeking projects and Lean Product Development

This project has a specific goal to reach and is therefore goal oriented. This leads to that
project models made for goal seeking projects can be deselected directly. There are various
project models that can be applied on a project like this. The project model Lean Product
Development is suitable for goal oriented projects, but will not be used in this project since
the aim with Lean is to make the process more effective by cutting down on resources that
does not bring any value to the end product. But since the project group has not worked with a
project like this before, it is hard to know which resources that can be cut down and it is
therefore not suitable to apply this model.

2.2

Stage-gate

If it is possible to form a SMART project goal from the beginning, it is often suitable to use a
stage-gate method for the planning of the project, which is a method that clearly indicates the
different steps that the project will go through. The stage-gate methods, which were the first
methods to be developed within project management, are suitable for goal oriented projects
since these models assume that a project has a specific goal to reach and that it is possible to
plan, act and to follow up the project in detail. In the stage-gate methods, the different phases
of the project and the transition between them and the different project roles needs to be
clearly defined.
In stage-gate methods, you break down the different steps of the project down to different
milestones. You also determine different tollgates, which are due dates for different decisions
that have to be made regarding the upcoming work of the project. After this, you plan which
activities that has to be completed and when they have to be done in order to reach the
different milestones. The principle of the stage-gate methods is that detailed planning,
organization, controlling, follow-ups and documentation will lead to that the work will be
carried out effectively.
An important difference between milestones and tollgates is that the milestones are primarily
support for the project managers, and the tollgates are primarily support for the steering
group. A milestone is supposed to support the project manager in leading the project in the
right direction by helping the project manager to see what different activities that has to be
done in order to reach the milestone. A tollgate is supposed to support the steering group to
steer the project towards the project goals by working as a point when the group decides about
the future for the project.
There are different project steering models. PROPS, which stands for Project Operation and
Planning System, is a model developed by the Swedish company Ericsson. The model is
based on the experiences of the employees and is continuously developed. PROPS has got
five prescribed tollgates and is a model that is used in many different organizations.
PPS, which stands for Practicl Project Steering, is another project steering model. Like
PROPS, it is built on the experiences of the employees. In PPS you do not talk about tollgates

9

or milestones. Instead you use decision points. There are totally seven different decision
points within PPS. The main aim with PPS is to focus on the customer value. 9

2.3

Today’s stage-gate process and Tomorrow’s Third
Generation process

In stage-gate methods the gates work as entrances to the different stages and control the
process and serve as the quality control. A project must wait at each gate until all tasks have
been completed. A disadvantage of a stage-gate method is that it can slow down a project. For
example, the project could be held up at a gate for the sake of one activity that remains to be
completed. This creates delays that can be expensive. On the other hand, the missing activity
may be a critical one that gives vital information like for example the results of the field trials
which is central to the decision to move the project to the next stage. 10

(Figure 1), Today’s stage-gate process, Robert J Cooper 1994.

The project group has decided that this type of stage-gate method, Today’s stage-gate process,
will not be used in this project. It is too determined of what different stages that needs to be
involved in the project and it is not flexible at all. Instead a stage-gate method called The
Third Generation Process will be applied to this project. It aims to speed up the old stage-gate
process and focuses on more efficient allocation of development resources.
The process is fluid and adaptable and is not a rigid stage-gate system. Instead it has fuzzy
gates that are conditional or situational. You don’t have to be completely done with one stage
in order to be able to go through the coming gate. The process is because of this more flexible
which is very important for this project.
The picture below shows how the fuzzy gates makes it possible for different stages to flow
into each other.

(Figure 2), Tomorrow’s Third Generation Process with overlapping, fluid stages and “fuzzy” or conditional Go decisions at
gates, Robert J Cooper 1994.

9

Hallin, Anette and Karrbom, Tina. Projektledning. Second edition. Stockholm: Liber AB, 2015.
Cooper, R. G. (1994). Third-Generation New Product Processes. Journal of product innovation management
11(1), 3-14.
10

10

A disadvantage with this project model are the fuzzy gates where it is possible to go into a
new step of the process before being completely done with the previous. This can lead to that
different tasks are forgotten or put aside for a longer time which eventually will lead to
problem in the end of the project. To prevent this from happening the project group will have
to document the completed steps and mark the steps that has not yet been fully completed so
that they can go back and complete the tasks later on.

2.4

Innovation Management

Corporations must be able to adapt and evolve if they wish to survive. Businesses operate
with the knowledge that their competitors will inevitably come to the market with a product
that changes the basis of competition. The ability to change and adapt is essential for a
company to survive. The purpose of innovation is to create new business. In industry,
methods and tools are developed on how to organize and manage innovation processes with
the objective to better control added-value, cost and risk. In innovation management, the
ambition is to come up with new concepts and to move away from existing solutions. A
consequence of innovation is that it shortens the life cycle of existing products and services.11
In relation to innovation management, the third generation process gives the project group the
ability to be fluid and adaptable in the project management. This will lead to that the group
can be more adaptable to new and innovative ideas.

11

Trott, P. (2008). Innovation management and new product development. Pearson education.
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3

Field and Site Acceptance Testing

3.1

Field Acceptance Testing

The collected information, which is the core of the service, has been evaluated together with
supervisors from Halmstad University, Cactus and Business Region Gothenburg. Therefore,
the information that is delivered in the service is considered to be correct.
To verify that the website and its functions work properly, a Field Acceptance Test (FAT) has
been performed. This test is also done to verify that the website and the service is completely
developed and that it is delivering the service with the quality and according to what was
planned. The biggest obstacle regarding the development of the website was to configure the
right path at the right time for the customer to follow. The website needs to be easily
navigable and the information that is distributed needs to be correct. To make sure that this is
the case, the project group has been testing the website by themselves and has also had other
people testing it, among many of these were students from the University of Halmstad. The
information that the service delivers has been collected from various sources and it has been
reviewed and checked before it has been uploaded to the website. The checking has been done
mainly together with the supervisor from Business Region Gothenburg.
By performing the FAT, the need of broadening the service to meet more needs and demands
of the market was shown. The project group decided to add consulting as a service, which
they believe will respond to the market. The consultancy is also tested by the project group as
a consultant and Cactus as the customer.

3.2

Site Acceptance Testing

This test took place after the FAT and was performed after the final configuration. This test is
a kind of repetition of the FAT to verify that no damage of the service has occurred when it
has been installed, in this case uploaded to the website. The test also shows whether the
service interacts correctly in its operational environment or not. This test was done together
with the customer Cactus to verify that they received the correct services as was decided from
the beginning and that the service was equal to their expectations.
3.2.1

Performance Testing

This test should be performed to secure that all agreed-to non-functional performance
requirements are met based on what has been ordered from the customer. 12 Since this service
did not have any predetermined non-functional requests from the customer, the project group
conducted this service to determine that the service had an appropriate layout and that the
design was user-friendly and appealing.
This test was performed by the customer Cactus where the layout of the website and its design
was reviewed. Non-functional performance requirements of the service specified by the
project group was:
12

Site Acceptance Testing. 2017. Verisae. http://www.verisae.com/site-acceptance-testing (Retrieved 2017-0506)
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•
•
•
•
•

3.2.2

Chosen layout of the website
Icons and colors
Fonts
Images and their linkage to the content
The path of how to navigate through the different steps
User Acceptance Testing

User Acceptance Testing (UAT) validates that the solution supports the business in its day-today operations and the customer's defined requirements and end-to-end business processes.
The UAT phase is managed and executed by the customer, where the selected users perform
the tests as they relate to business processes.13
Performance testing of the service was completed by the customer in an appropriate
environment to ensure that all requirements are met agreed to what had been set up before.
The testing was performed at the headquarter of Cactus in Gothenburg and the test person was
Elisabet Svensson, who was supposed to navigate through the website without any preinformation. The goal with this test was to see if the website was working technically correct
and that the right information was received. This test also showed that there were no technical
problems with the website.

13

Site Acceptance Testing. 2017. Verisae. http://www.verisae.com/site-acceptance-testing (Retrieved 2017-0506)
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4

Project Methods

4.1

Concepts

4.1.1
Group meetings
By continuous group meetings every week a project group can meet and discuss the project
and plan upcoming work. These meetings also make it possible for the project group to
discuss ideas and problems that may have occurred since the last meeting. The group
meetings can be held together with a project supervisor who gives the project group advice
with the aim to coach the project group in the right direction and to bring the project forward.
The method was in this project used to keep a good flow in the development process and was
suitable for this project since meetings have been an important tool to keep a fluid dialog
between the project members.
4.1.2
Gantt-chart
A Gantt-chart is used to describe the different phases and activities over a timeline. The chart
helps to plan and get an overview of the different activities that has to be completed. It is a
very useful tool since it can show dependencies between different phases of a project.14 The
method was suitable for this project when planning and visualizing important activities. The
Gantt-chart is found in appendix 2.
4.1.3
Action plan
An action plan shows how the project group will proceed in order to reach the project goal.
The action plan is degraded down to individual level which leads to that the project members
then get an individual plan, a check-list of what to do.15 This method was used to bring order
to the project and was suitable since it could be adapted to the many different stages of the
project, which then could work as a guideline for the project.
4.1.4
Knowledge gaps
A knowledge gap, also known as k-gap, means that there is lack of knowledge. Before a
project is started you should identify in which areas that there is lack of knowledge in order to
make the process flow easier during the project. A k-gap can occur at any time during a
project which can lead to changes in the time plan or that new lines of actions needs to be
applied. Many k-gaps can be closed if the members of a project group share their knowledge
and information with each other. When handling different k-gaps you should always start with
the most severe ones and then move on to the less severe. 16 This method was used to identify
knowledge gaps and to get a better overview of which information that had to be collected
directly in order to carry out the project properly. The method was suitable since it created a
platform of knowledge already from the start.

4.2

Communication

In order to be successful with a project the project group needs to have good communication.
A continuous flow of information, where both positive and negative development of the
14
15
16

What is a Gantt chart?. http://www.gantt.com (Retrieved 2016-12-26)
Holmdahl, L. (2010). Lean Product Development på svenska. Lars Holmdahl.
Holmdahl, L. (2010). Lean Product Development på svenska. Lars Holmdahl.
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project is discussed, is needed in order for the project group to reach the project goals but also
to make sure that all project members have control over the project development.
4.2.1
Social media
Social media contribute to increased possibility for discussions between project members. The
possibility of sharing private information on online-chat platforms makes it possible for the
project members to reach each other at any time. Project members get access to the same
information and also have the possibility to go back and check earlier information that has
been shared. Social medias are very suitable for this project since the majority of the
development is done on computers, which opens up for online communication.

4.2.2

Document sharing

By sharing online documents, a project group gets the possibility for continuous update of the
document and can reach the latest information at any time. The possibility of writing and at
the same time have an online-chat in the same document makes the project documentation
more flexible. The fact that online documents are stored online contributes to increased safety
for storing the document and lowers the risk for loss of valuable information in case of
hardware failures, which is the reason why this was applied in this project. Document sharing
suits the project well since the development is mainly carried out on computers.

4.3

Solution search

4.3.1

Brainstorming

Brainstorming is a method that aims to generate new ideas and to solve problems. The method
is carried out in a group of at least five people where ideas and thoughts are supposed to flow
freely without getting interrupted. The people who are participating in the brainstorming
session need to be clear about the problem in order to make the session as profitable as
possible. All participants need to get the chance to speak and the ideas that come up are
discussed about after the session is completed. 17 Brainstorming was used to visualize and
sometimes to bring together different ideas to form solutions to various questions and
problems.
4.3.2

In-depth interviews

This is a qualitative research interview and is that usually only involves a few people, but
instead it aims to investigate these on a deeper level. In a qualitative research the researcher is
an important tool as well since the data needs to be collected and interpreted by him or her.
In-depth interviews are preferred to be done face to face in order to get the most of the
interview. By interviewing face to fade, the interviewer can read the interviewee’s body
language and by this get even more information and better understanding of the respondent’s
answers. In-depth interviews give very detailed information and by interviewing people with
knowledge of for example a certain industry or business, a project group can collect valuable
information to their project. It is important to perform the interview on a neutral place for

17

Brainstorming. 2017. Mind Tools. https://www.mindtools.com/brainstm.html (Retrieved 2016-12-10)
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both the interviewer and the interviewee so that the interviewee does not get affected by the
surroundings, which eventually can lead to that the answers are affected in the end. 18
After the interview is completed, the researcher needs to evaluate the information. The main
point with a qualitative research is to get as broad and accurate description of the research
area as possible. Therefore, it is usual to pick respondents that are very different from each
other. It is favorable to choose a respondent that has a lot of knowledge of the area that you
are researching in so that you can get as good description as possible. The research process
starts with literature searches to describe the area where you are doing your research in order
to learn more about what is already known about your research question. 19
4.3.3

Gap analysis

By doing a gap analysis of a company you can compare the company’s actual performance to
its expected performance to determine if it is meeting the expectations and using its resources
in an effective way. A gap analysis defines the current state and the target state of a company
or organization. By defining and analyzing these gaps, a project group or the business
management team of a company or organization can set up a plan to move the project or
organization forward and to fill in the gaps between the current and the target situation. A gap
analysis can also work as a tool for a company to make sure that it is on the right path to
accomplish its goals. A gap analysis consists of four different steps. The first step is to outline
and define organizational goals. The second step is to use historical data to measure the
current performance of the organization. The third step is to analyze the data that was
collected in step two, which aims to understand why the measured performance is below the
desired levels. The fourth and the final step is to compile a report based on the quantitative
data that has been collected, the qualitative reasons why the data is below the benchmark and
to identify what has to be done in order to achieve the organization’s goals. 20
4.3.4

Attending fairs

To attend fairs is a method to gather valuable information and to meet potential customers,
and also competitors, in real life. In this way, you can get more information to your project
that you would not receive from other sources. The companies who are presenting at a fair is
often more open to answer questions, compared to if you would have sent the questions by
email. Typical information at a fair that can be collected is a company’s references, which
they might not want to share online. Some companies think that this is to confidential
information to share. To meet the people at the fair in person increases the chances to get this
kind of information. To attend fairs was suitable for this project since the majority of the
development process consisted of collecting information.

18
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4.3.5

Continuous presentations

When working together with a company in a project, it is of greatest importance to maintain a
good communication and to have check-ups along the way to determine the progress of the
project. The progress can be determined by having the project group presenting their work at
different milestones, which will engage the company in the project even more. This method
was suitable for this project since the company has played an important role as in mentoring
and guidance.
4.3.6

Business Model Canvas

A business model canvas (BMC) describes how a company creates, delivers and captures
value. This is why the BMC was chosen as a method in this project, to describe how the value
is created. The canvas is applicable on both new and existing business models in different
industries. The model is divided into nine different parts: partners, key activities, key
resources, value proposition, customer relationships, channels, customer segments, cost
structure and revenue streams. The Business Model Canvas is presented as a visual chart with
elements that describes a company’s or a product’s value proposition, infrastructure,
customers and finances. It assists organizations in aligning their activities by illustrating
potential trade-offs. The canvas has in this case been used to describe the business model,
which describes how an organization creates, delivers and captures value in economic, social
and cultural contexts. The nine parameters that the BMC is consisting of is further described
below:
Key Partners: The network of suppliers and partners that make the business model work.
Companies forge partnerships to optimize their business models, reduce risk, and/or require
resources.
Key Activities: What uniquely strategic things does the business do to deliver its
proposition?
Key Resources: What unique strategic resources must the business have in order to create its
value proposition, service its customer segment and deliver the product to the customer?
Value Propositions: What is the compelling about the proposition? Why do customers buy
and use?
Customer Relationships: How do you interact with the customer through their “journey”?
Channels: How are these propositions promoted, sold and delivered? Why? Is it working?
Customer Segments: Who are the customers? What do they think? See? Feel? Do?
Cost Structure: What are the business’ biggest cost drivers? How are they linked to revenue?
Revenue Streams: How does the business earn revenue from the value proposition?21

4.4

Evaluation

4.4.1

FMEA

A Failure Modes and Effects Analysis (FMEA) is a step-by-step approach to identify all
possible failures in a design, a manufacturing or assembly process, a product or a service.
Failure modes means the ways or the modes in which something may fail. Any defects or
21
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errors count as failures and the most severe ones are the ones that affect the customer. Effect
analysis refers to studying the consequences of the failures. Failures are listed and prioritized
according to how serious their consequences are, how frequently they occur and how easily
they can be detected. The purpose of the FMEA is to take actions to eliminate or reduce
failures starting with the ones that are of the highest priority. The FMEA was chosen as a
method in this project since it clearly outlines potential failures that may not have been known
from the start. An FMEA also documents current knowledge and actions about the risks of
failures that can be used in continuous improvement. The FMEA is used in the first stages of
product development and is later used both before and during ongoing operations of the
process. The FMEA is ideally used if it is implemented during the earliest conceptual stages
of design and continues throughout the life of the product or service. 22

4.5

Risk management

The risk management plan on how to deal with the risks when they occur and how to prevent
it from happening. Potential risks in this project could be that the project group does not get
along with its partner Cactus. The probability for this risk is hard to estimate since the project
group have not been working with the company before. This risk will be handled by good
communication and regularly reconciliation. This also applies in the group.
That the company uses the project and the project group as a free consulting can be a risk for
the project group. This will be handled by contract signing between Cactus and the project
group. This leads to that the risk for this to happen is rather low.
Another risk could be that the project goal is not reached. This will also be handled by
regularly reconciliation and guidance from Cactus.
Other risks will most likely occur during the project and these will be handled in the best way
possible.

4.5.1

Mini risk method

This is a simplified risk analysis where you can handle a limited number of risks. The
probability for the risk to occur is estimated on a scale of one to ten where one equals low
probability. The consequence that the risk will have if it occurs is then estimated by the same
scale and the number is then multiplied with the probability. The index number will be
between one to one hundred and the project manager then decides which risks that should be
dealt with and how this should be done. The biggest potential risks need to be followed up
continuously throughout the whole project. 23
The mini risk method was in this project used early in the process to get an overview of
different risks and in what order these should be dealt with. Based on a mini risk analysis an
action plan was done of how the different potential risks should be dealt with. The mini risk
method is found in appendix 3.

22 FAILURE MODE EFFECTS ANALYSIS (FMEA).

http://asq.org/learn-about-quality/process-analysis-tools/overview/fmea.html (Retrieved 2016-12-18)
23 Hallin, A., & Karrbom Gustavsson, T. (2012). Projektledning (second edition). Stockholm: Liber AB.
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5

Theories

Parts of this chapter have been removed due to confidentiality purposes.
The theory that is presented in this section will regard internationalization and different
challenges that comes with it such as language barriers, politics, cultural differences and laws
and regulations. This theory has been very valuable in the development of the
internationalization service and is the core to all researches that has been done in this project.
The section will also include theory about the water and wastewater industry. This
information is important to be able to understand the industry that Cactus operates in. It has
been important to get a good understanding of this area in order to be able to bring the
company forward in its development process.

5.1

Internationalization

The rapidly changing global business environment, economic integration and advances in
technology and communication have created extraordinary opportunities for companies
looking to extend their sales activities beyond the domestic market. Internationalization is in
many cases the next step for a company to take when it has reached its maturity on its national
market.
Pursuing an international market development strategy involves seeking new markets by
selling its innovation to customers outside its own domestic market. International marketing is
a process of planning and conducting transactions across national borders to create exchanges
that satisfy the objectives of individuals and organizations. International marketing is the
process where companies:
•
•
•
•
•

Identify needs and wants from customers across national boundaries
Provide products, services and ideas competitively to satisfy needs and wants of
different foreign markets segments
Communicate and promote information about products and services
Distribute the products and services internationally using one or a combination of
foreign entry strategies
Design marketing programs to satisfy the needs of target customers in foreign markets

When you decide to internationalize your innovation in foreign markets, a plan for building
an international strategy needs to be mapped out. An international strategy involves
transferring product capabilities and business model from the home market to foreign markets
as means to seek out ways of generating revenues from foreign markets to expand and grow
the business as well maximizing the economic and value potential that the company can add
to its business.
Generally, a new or growing business must select which international strategy it wishes to
pursue and then determine which foreign markets to enter, market entry strategies used for
selected markets and seek to achieve competitive advantage on those markets. Selling the
same product into new foreign markets is a complex process that requires a large degree of
market research. Some of the key factors that needs to be considered are macro-factors such
as language, social and cultural factors, market structures, political economy, competitive
landscape, legal requirements and infrastructures. There are five key modes of foreign market
entry: The Internet, exporting, licensing, joint venturing and direct investment. The choice of
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entry mode will be determined by a number of factors. The key factors can be divided into
internal factors and external factors. Internal factors are for example the size of the company,
the level of international experience that the company has and product/service characteristics.
External factors are for example sociocultural distance between home country and foreign
market, the uncertainty of the risk/demand of the country, the market size and its growth,
direct and indirect trade barriers and also the intensity of competition. 24
The entrepreneur and his or her characteristics and knowledge together with the strengths of
the company form international competitiveness. In order to gain a competitive advantage and
respond to the ever-fluctuating business environment, the entrepreneur’s role is to re-organize
the company’s external as well as internal organizational skills and resources. The picture
below illustrates the relation between the entrepreneur and the company.

(Figure 3), Strategic attributes for developing and sustaining international competitiveness in international new ventures,
Evers 2011.

In order to be successful in business relationships it is very important to understand the
cultural background and context with who you conduct business with. The negotiation
process is a complex process and is significantly influenced by the cultures within the
participants are socialized, educated and reinforced.25

5.2

Challenges for Internationalization

5.2.1

The impact of language barriers

Language is needed for any kind of communication. Communication becomes difficult in
situations where people do not understand each other’s language. A language barrier is the
difficulty for people to communicate because they speak different languages. They are the
most common communication barriers that cause misunderstandings and misinterpretations
between people. Most people in the world does not speak English as mother tongue, it is often

24

Evers, N., Cunningham, J., & Hoholm, T. (2014). Technology entrepreneurship: bringing innovation to the
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their second or third language. 26 Since English is the most commonly used language, it is
therefore not unusual that there are misunderstandings when a native English speaker talks to
a person with another mother tongue. If two persons do not speak the same language and does
not use words that both of them understand, the communication becomes ineffective and it
prevents the message from being conveyed. In written communication, grammar and spelling
becomes a barrier as people from different parts of the world can be using it differently.
Most of the times, communication across cultural borders involves misunderstandings caused
by language and other barriers. The more two cultures differ, the more demanding it will be
for the members from these cultures to understand each other, thereby increasing the risk of
communication problems. Even if people speak the same language, accents and dialects can
affect the understanding as well. Some words can have different meanings depending on
where you are.
Some people have low vocabulary in particular language and some people have very high. If a
person with high vocabulary and linguistic ability talks with a person with low linguistic
ability and vocabulary, the second person might not understand the words used, which can
lead to misinterpretation of the whole message.
There are a few things that can be done in order to overcome language barriers within the
workplace. For example, you can translate all relevant documents, use an interpreter, provide
language classes, use both telling and showing methods of training, use visual methods of
communication, use repetition, use simpler words, learn the basis of your co-worker’s
language and to have the people whom you work with demonstrate their understanding.27
5.2.2

Political aspects

The rapid increases in international economic exchanges during the last decades has led to
that national economies become very open to the world economy. The globalization has
“shrunk” the world and changed the way people live. The globalization is primarily known
for its boundlessness. People, goods and money can today move much easier between
countries and continents compared to a couple of decades ago. We are becoming a more
integrated part of a global economic and technological network and we become more
dependent of each other, which the latest years’ financial crises are good examples of.
There has always been trade across different societies and countries, but not like today. And
the globalization does not only come with economic effects - all parts of the society are
affected, from culture and politics to crime. What is happening now is according to many
people the biggest change in hundreds of years. The people compare it to the breakthrough of
the industrialization a couple of decades ago. The different powers that are driving the
globalization, such as politics, technology and economy, are connected to each other. Trade
between countries creates for example political relations and in the same way there is cultural
exchange between the countries.

26
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The global trade is very big today and development countries stand for more than half of the
global economic growth, a number that is still increasing. Millions of people in primarily
China, Southeast Asia and India have during the recent decades gained an improved economic
standard in record time. In 1981, half of the world population lived in poverty. This number
had in 2006 reduced to a quarter of the size, which is said to be due to the globalization.
The ones who are critical to the globalization says that the globalization leads to an
unsustainable exploitation of natural resources, increasing environmental problems, growing
gap between the poor and wealthy people and that the consumers in the richer parts of the
world might get cheaper goods, but at the price of jobs being moved to countries with low
wages and poor working conditions. The ones who are advocates means that economic
globalization also leads to that values such as democracy, equality and human rights will
spread over the world and that this will benefit everyone, especially the poorest and most
vulnerable people in the world. 28
The world is changing and one of the biggest changes that is affecting the world economy
today is Brexit. The UK is Sweden’s fourth biggest export market and the fact that the
country is leaving the EU will affect Swedish companies. How big the effects will turn out to
be will depend on what kind of trade agreement the UK manages to negotiate with the EU.
British companies have invested in 300 billion in Sweden, which stands for 13% of direct
investments in Sweden.
If Britain is not successful in negotiating with the EU, British companies may want to place
production units in an EU country in order to gain access to the market. They will then seek
production countries that have the right competence and industry as well as proximity to the
customers. This provides good opportunities for Sweden and other EU countries to attract
direct investment from the UK.
In the short term, there will not be any bigger changes in the trade with the UK. But in the
long run, new negotiations might bring changes. Swedish companies are competitive and have
been in the British market for a long time.
5.2.3

Cultural differences and impacts

Cultural differences and communication problems can cause misunderstandings that might
harm a company. To be aware of cultural differences and what problems they might cause,
can help to communicate better and grow a business internationally.
Communication problems often evolve from basic differences in values between cultures. A
good example of this is that Latin American, Asian and Mediterranean cultures often
communicate as much through facial expression and tone of voice as through words. Englishspeaking and Germanic cultures normally state the intended meaning clearly just by words.
There is also difference in showing emotions. For example, Japan and the U.K. avoid the
outward show of feelings, while the United States, France and Italy accept a stronger show of
emotions, even in business.
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By meeting clients face-to-face, you can sometimes unknowingly cause offense. In Japan, you
bow rather than shake hands, unless the other party offers the hand first. Following local
customs builds better relationships at business meetings. Some nationalities are clockwatchers, meaning that they expect you to arrive on time, while some nationalities are not as
punctual.
Different cultures have varying expectations about personal space and physical contact. Many
Europeans and South Americans normally kiss a business associate on both cheeks in greeting
instead of shaking hands, while Americans are most comfortable at arms-length from business
associates.
Different cultures communicate through different levels of context. Low-context cultures as
for example Swedish, Canadian, the United States and Australian require little or no
explanation of orders and requests. High-context cultures as for example Chinese, Italian,
African and Spanish require and expect much more explanation about orders and directions.
Businesses that operate with a low-context type of communication spell out the specifications
of the message, while high-context communication cultures expect and supply more
background on their message. There are also variations when it comes to being completely
frank and honest in different situations. Honesty and straightforwardness is favorable in
Western countries, while Eastern countries often place more value in saving face and avoiding
disrespectful responses.
Professor Geert Hofstede is a well-known name when it comes to intercultural management.
He has developed the 6-D Model which shows a country’s power distance, individualism,
masculinity, uncertainty avoidance, long term orientation and indulgence.
Power distance is defined as “the extent to which the less powerful members of institutions
and organizations within a country expect and accept that power is distributed unequally”.
Power distance is the dimension that deals with the fact that individuals are not as equal in
different societies. It expresses the attitude of the culture towards these inequalities that exists
in our societies today.
Individualism is “the degree of independence a society maintains among its members”. In
individualist societies people are supposed to look after themselves and their closest family,
while in collectivist societies people belong to “in groups” where you take care of the
members in exchange for loyalty.
Masculinity is the dimension that indicates that a society will be driven by competition,
achievement and success.
Uncertainty avoidance is explained as “the extent to which the members of a culture feel
threatened by ambiguous or unknown situations and have created beliefs and institutions that
try to avoid these”.
Long Term Orientation is the dimension that describes “how every society has to maintain
some links with its own past while dealing with the challenges of the present and the future”.
Countries that scores low on this dimension wants to keep old traditions and norms while
viewing societal change with suspicion.
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Indulgence is the dimension of the extent to which people try to control their desires and
impulses based on the way they were raised.

(Figure 4), Geert Hofstede, China in comparison with Sweden. https://geert-hofstede.com

This is a comparison of power distance, individualism, masculinity, uncertainty avoidance,
long term orientation and indulgence between China and Sweden. As can be seen here, the
power distance in China is very high which says that the society believes that inequalities
between people are acceptable. If we compare with the Swedish society, power is
decentralized. Control is disliked and attitude towards managers are informal, communication
is direct.
5.2.4

Laws and regulations for international trade

International legislation helps to regulate relationships between countries. These relationships
include trade, export, import and transportation of goods across borders. Through the UN
Commission on International Trade Law, UNCITRAL, the UN facilitates world trade by
developing norms and legal guidelines to coordinate international trade.
The UN system promotes world trade in several ways, here are some examples:
• Airline companies have the right to fly across borders and to land in case of
emergency, thanks to agreements negotiated by the International Civil Aviation
Organization (ICAO).
•

The World Intellectual Property Organization (WIPO) promotes international
cooperation to protect copyright, trademarks and patents worldwide.

•

The World Postal Union (WPO) protocol allows mail to move around the world.

24

When two different countries decide to establish trade with each other, they can agree which
country’s law that they want to apply to the agreement. The parties can choose to apply the
law of either the buyer’s, seller’s or any third-party’s country. The parties will not lose any
rights even if nothing has been said about the applied law in the agreement. Instead, the
instance to decide on a potential dispute must instead choose the applicable law based on
international rules regarding choice of laws. If the international conventions governing these
issues do not provide a clear answer to the issue, the parties must make their own arguments
for the choice of law. This kind of argumentation demands loads of resources and therefore
speaks for the purpose of agreeing on the choice of law. A contracting party usually wants to
apply the law of their own country to the agreement since the legislation is then easier to
familiarize with and it is easier to predict certain consequences of the agreement. But
sometimes there might also be advantages in choosing a different country’s law instead of
your own. Anyhow, determining the choice of law is not only one party’s privilege, it is
usually a compromise.
It is very important that it is relatively easy to get information about the chosen country’s law.
For example, it might be hard to fully understand and investigate in Chinese laws due to
linguistic reasons. If both of the parties come from closely related countries such as the
Nordic countries, the choice of which country’s law to apply is relatively safe since the
legislation of the different countries are rather similar.29
Between members of the EU, goods, services, capital and people should be able to move
freely. This is the basis of the so called internal market. In the internal market of the EU there
must be free competition. The EU also has other rules concerning trade and services, such as
taxes, advertising and copyright. EU’s rules regarding free mobility of services means that
citizens and companies of the EU countries can freely buy, receive, offer and perform services
in other EU countries.

5.3

Creating new business opportunities

5.3.1

Blue Ocean Strategy

The business universe consists of two specific kinds of spaces- red and blue oceans. Red
oceans represent all the industries in existence today, they are the known market space. In red
oceans, industry boundaries are defined and accepted, and the competitive rules of the game
are well understood. Here, companies try to outperform their rivals in order to grab a greater
share of existing market demand. As the space gets more crowded by the time in the red
ocean, expectations for profits and growth are reduced. Products turn into commodities and
the increasing competition turns the water bloody, which has led to the name red ocean.
The blue oceans stand for all the industries that are not in existence today. This is the
unknown market space where there is no competition. The demand in this ocean is created
rather than fought over. There is great opportunity for growth that is both profitable and rapid.
There are two ways to create blue oceans. In a few cases, companies can give rise to
29
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completely new industries. But in most cases, blue oceans are created from within a red ocean
when a company modifies the boundaries of an existing industry.
In the future, it seems like the blue oceans will remain the engine of growth. Technological
advances have substantially improved industrial productivity, permitting suppliers to produce
an extraordinary array of products and services. And as trade barriers between nations and
regions fall and information on products and prices becomes instantly and globally available,
niche markets and monopoly havens are continuing to disappear. 30

5.4

The water and wastewater industry

5.4.1

Water and wastewater systems today

The demand of the global water is projected to grow from around 4,500 cubic kilometers in
2010 to about 6,350 cubic kilometers in 2030. 31 In industrialized countries, there are water
utilities that handle the purification of water to make the water drinkable. Different
controlling systems control these utilities and SCADA systems are commonly used in this
area.32
5.4.2

Water pollutants

The type of pollutants present in the wastewater depends upon the nature of the industrial,
agricultural and municipal wastewater releasing activities. The different types of water
pollutants may be categorized as inorganic, organic and biological in nature. The most
common inorganic water pollutants are the heavy metals, which are highly toxic. In addition
to this there are nitrates, sulfates, phosphates, fluorides, chlorides and oxalates that also have
some serious hazardous effects. The toxic organic pollutants come from pesticides which
includes insecticides, herbicides, fungicides and more. In addition to these, normal
hydrocarbons, alcohols, pharmaceuticals etc. are also found in the wastewater. Different types
of harmful microbes thriving in wastewater may be responsible for different diseases. The
harmful microbes include bacteria, fungi, algae, plankton, amoeba, viruses and other worms. 33

5.4.3

Water treatment and recycling technologies

Water treatment technologies are used for water source reduction, wastewater treatment and
recycling. Today, unit operations and processes are combined together to provide what is
called primary, secondary and tertiary treatment. Primary treatment includes preliminary
purification processes of a physical and chemical nature while secondary treatment deals with
the biological treatment of wastewater. In tertiary treatment processes, wastewater that has
30
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been treated by primary and secondary processes is converted into good quality water that can
be used for drinking, industrial and medical supplies and more. In this process, almost 99% of
the pollutants are removed and the water is converted into the safe quality for a specific use.
In a complete water treatment plant, all these three processes are combined together for
producing good quality and safe water. 34

5.5
This chapter, and its topic, has been removed due to confidentiality purposes.

5.6

SCADA systems

SCADA stands for Supervisory Control And Data Acquisition. It is not a full control system,
but rather focuses on the supervisory level. It is a purely software package that is positioned
on top of hardware to which it is interfaced, in general via Programmable Logic Controllers
(PLCs), or other commercial hardware modules. SCADA systems are for example used in
industrial facilities such as steelworks, power generation plants and water/sewage treatment
plants.35
5.6.1

Hardware architecture

You can distinguish two layers in a SCADA system; the “client layer” which provides for the
man machine interaction and the “data server layer” which handles most of the process data
control activities. The data servers communicate with devices in the field through process
controllers. Process controllers like for example PLCs are connected to the data servers either
directly or via networks.36 An illustration of the hardware architecture of a SCADA system is
found in appendix 5.
5.6.2

Software architecture

The products are multitasking and are based upon a real-time database (RTDB) located in one
or more servers. Servers are responsible for data acquisition and handlings, for example alarm
checking, logging and archiving, on a set of parameters, typically those they are connected to.
It is possible to have servers that are only dedicated to do one specific task. 37 An illustration
of the software architecture of a SCADA system is found in appendix 6.

5.6.3

Idus
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The company Idus has since 1992 developed software programs for information,
documentation, operation and maintenance. The philosophy of the company is to make user
friendly programs for all kind of industries and for all people within an organization. Idus is a
complete and flexible maintenance system for industrial processes, that helps to maintain full
control of the operation and maintenance. Idus also gives you the tools to perform the right
maintenance at the right time. This leads to that you save both money for your company and
you also save the environment.
Idus is flexible and can be customized for a certain process no matter what industry you are
operating in. The company has customers in for example the industry of water and sewage
treatment, power plants, companies in the process industry, manufacturing industry, food
industry and real estate. Idus helps to plan and optimize maintenance to get the best
cooperation with the operation, optimizing production and to avoid unnecessary downtime of
a system. Idus can easily be integrated with your business system. By transferring information
between the systems, you can for example get a direct reconciliation of how the maintenance
work is going and if it is going according to budget.
Idus can be fully integrated with SCADA systems. This makes it possible for you to get
access to features in Idus by the monitoring system and you can get an overview of different
machines or other items and also get access to alarms and other signals. 38

(Figure 6), Idus gör underhållet lönsamt och effektivt. Idus 2017.

With an Object Linking and Embedding for Process Control (OPC), different values are
transmitted to the Idus Maintenance system from PLC’s, other hardware, sensors or SCADA
systems.
5.6.4

Security in SCADA systems

Large industrial facilities such as water or sewage treatment plants are highly dependent on
automatic control systems, among which SCADA systems are the most widely deployed. The
SCADA systems have been developed during the past years which eventually has led to
38
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today’s Internet-based SCADA system. Nowadays the process control network of most power
plants is integrated with a broader information system including the company business
network. Most maintenance services in process control equipment are remotely performed. In
the last years, there has been a qualitative leap in the need to safeguard those installations
against mean activities such as terrorism, organized crime or violent extremism. 39
The old stand-alone SCADA system was not linked to other systems or computer networks.
The second generation of SCADA systems, also called the Intranet-based SCADA system,
has integrated management systems and control systems within an enterprise or a company.
The control system networks were connected to Management Information System (MIS)
networks and became a part of the Intranet (a private network only accessible to an
organization’s staff) and enterprise. Today’s Internet-based SCADA systems, also called the
third generation SCADA, which are integrated with Enterprise Resource Planning (ERP)
systems have full integration with corporate IT networks which are interconnected with the
Internet. Today’s SCADA systems makes it possible for operators to remotely monitor and
control stations and devices over the Internet. Real-time data in the control and monitoring
systems are transferred and this openness and convenience of the remote access of the
SCADA systems has made the systems more vulnerable to security attacks as the
interconnection introduces more security holes for potential attackers to break in. The
advancement of hacking techniques and the increased availability of hacking tools makes it
even easier for attackers to intrude a system. The consequences would be severe if an
intrusion would take place. The cost of a power plant shutdown is huge and release of
pollutants from a plant in the environment can provoke vast damages. The installation of
firewalls to isolate control systems from outside network and the improvement of security
management may be the most efficient approach to protect SCADA systems from attacks. 40
The ongoing studies and researches for improving SCADA security technology can be seen in
different areas such as tools for high speed intrusion detections systems, software assurance
and network visualization for mapping cyber disruptions. 41
5.6.5

Security in Cloud Storage

One of the most exciting technologies is cloud computing. Some of the pros with this
technology are the reduced costs associated with computing and the increasing flexibility and
scalability for computer processes. There are three types of cloud environments: Public,
Private and Hybrid clouds.
•

Public clouds provide several resources, such as storage and applications. This is the
standard model and makes the information available to the public.

•

Private clouds are mainly for internal services of a business and are not available for
private people. Private clouds provide hosted services to a particular group of people
behind a firewall.

39 Fovino, I. N., Masera, M., Guidi, L., & Carpi, G. (2010, May). An experimental platform for assessing SCADA
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•

Hybrid clouds are environments that combines private and public clouds. The
company provides and controls some resources internally and some others for public
clouds.42

Data leakage has become one of the greatest organizational risks from a security point of
view. This because of the data storage in a multi-tenant environment. To prevent data leakage
from happening the use of data leakage prevention (DLP) applications are to recommend and
are widely used. Although, it still depends on which cloud the data is stored in.
With the convenience of using storage through the Internet comes a great risk of hacker
attacks. The most common attack on clouds are DDoS (Distributed Denial of Service). DDoS
attacks are very hard if not impossible to protect against. 43

42

Three types of clouds. 2014. http://www.asigra.com/blog/cloud-types-private-public-and-hybrid (Retrieved
2017-01-22)
43 Sabahi, F. (2011, May). Cloud computing security threats and responses. In Communication Software and
Networks (ICCSN), 2011 IEEE 3rd International Conference on (pp. 245-249). IEEE.

30

6

Cactus

Cactus Utilities AB (Cactus) is a technology company that aims to assist their customers to
optimize and control the management of water treatment and energy plants. The company
supplies systems that promotes a sustainable society. The environmental work of Cactus is
characterized by an ecological approach, where recyclability and principles of nature are
pursued. Cactus aim to minimize a company’s environmental impacts. Negative effects on the
environment affected by operations shall be permanently reduced by continuous
improvement.44 The philosophy at Cactus is to provide solutions for the long-term perspective
with regard to their customers’ needs and their particular infrastructure. One of the company’s
signature features is the possibility to upgrade existing systems to newer and better versions.
This goes for both their main control units and their substations. 45
Cactus was the first company in Sweden to take the step to become fully computerized in
controlling and monitoring of their controlling systems. When looking for controlling and
monitoring systems, it is important to not only find the right software product, but it is equally
important to find the right company as partner. Cactus has long experience of both automation
solutions and of the industries that they work in. This gives them the opportunity to offer
expertise beyond the ordinary. The company is a complete service supplier with
comprehensive systems, substations and PLC systems, automation cabinets, communication
equipment, sensors and actuators. They provide project management and are also involved in
the design. Documentation, training and service are additional services that they provide for a
successful outcome. 46'
With 60% market share of the Swedish market, the company has reached its maturity and is
now aiming for international markets. Cactus is therefore suitable for this project, and the
project group will be able to test and verify their internationalization process on the company.

6.1

Cactus Eye

Cactus Eye is a fully-fledged supervisory SCADA/DCS system that monitors, controls and
optimizes water and wastewater plants. Cactus Eye is both powerful enough to cope with the
largest plants, large municipalities and at the same time also scalable enough to suit the
smallest plants as well. The system is available in three versions: Lite, Focus and Premium.
Which version a customer uses depends on the required functionality and the size of their
plant: the number of connected control systems and signals, workplaces and servers. Focus
and Premium have functions such as key data, service portal, operations logbook and
information systems, in addition to the standard SCADA/DCS functions.
Support for connecting the substations is available for all three versions, but the configuration
tools are more advanced in Focus and Premium. Bronze-level support, hardware and upgrade
agreements are available for all versions. Focus or Premium is required for Silver and Goldlevel agreements. 47
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Cactus Eye and the substations together provide a single distributed control system, DCS. The
substations are integrated in the system solutions and they offer outstandingly simple
maintenance and remote support. Cactus Eye can also be run as a SCADA system for other
brands of substations and PLC/RTUs (Remote Terminal Unit).
Cactus Eye stores all the events that take place in the plant for several years under an alarm
and event management function. Alarms are distributed quickly from the alarm system. The
alarms can be distributed via text message or an app, so a wide variety of devices can be used
to receive the alarm. The alarm app can also be used to view measurement values, register
important events in reality in form of text, photo, film, and to send messages to colleagues. 48
The technical platform for Cactus Eye is Microsoft Windows. The platform needs to be
secure, ideally economical and efficient to develop. It must meet the demands of the operators
and IT departments as well. The system can be run by authorized personnel on different
devices such as workstations, on-call work computers, smartphones, tablets, Linux or Mac
computers. Cactus Eye is also available as an app for Android phones that makes it possible
to distribute alarms or send messages between operating personnel.
Cactus Eye is sold directly to utilities from Cactus Utilities as a company tailors the system
for each customers' needs.49

6.2

Competing products

There are many different systems from different companies on the market today. The project
group has chosen to dig deeper into the two most commonly used systems IGSS and Proficy
iFIX.
6.2.1

IGSS- Interactive Graphical SCADA System

IGSS is a product by Schneider Electric. It is a full featured automation software and a
SCADA system for monitoring and controlling industrial processes. The system was first
implemented in 1984 and has a row of releases since then. IGSS is a proven system in many
different and varied industries. The system can be customized to address the customer’s
automation requirements and business needs.50 Technical information regarding IGSS is
found in appendix 7.
IGSS has numerous drivers for many industry-leading PLCs and standard protocols.
Schneider Electrics based the IGSS business on a partner strategy. which means that the
costumer's/partners of IGSS are configurators which in their turn are selling the SCADAsystem after the customer's needs and specifics. IGSS is suited for smaller installations since
the configurator gets a list of choices in the start of the process which makes it very fast to
work in but you don't get that much space to be creative in. It’s limited.
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The partners of IGSS are asked to participate in software update training sessions and to share
their budgets, including marketing and sales activities, on a regular basis.51

6.2.2

Proficy iFIX

Proficy iFIX is a HMI/SCADA system from General Electric's Intelligent Platforms family of
industrial automation software solutions. The system collects and delivers critical information
to the desktops of operators, supervisors and managers throughout an organization and
presents the data in graphical formats that are easy to understand. iFIX makes it possible for
users to make faster and more effective business production decisions. Proficy iFIX is used in
many different industries across the globe today. iFIX is a system that is suited for bigger
installations because of the wide range of alternatives in the start of the project. Yet, it has not
got that many alternatives when it comes to do a tailor-made system for a certain customer.
iFIX is able to apply in different industries which makes it a very widely used system.
Technical information regarding Proficy iFIX is found in appendix 8.52
iFIX is based on a partner strategy, which means that General Electric's sells the system like a
shelf product. This is very negative from the customer's angel since it cannot be completely
customized. No industry is the other alike and some customers are in need of special solutions
which sometimes needs to be developed upon request. This is rather impossible if the
configurator does not have access to the development department at GE or Schneider
electrics.53
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7

Development process

The development process in this project regards both the development of the
internationalization process and the development of Cactus. These two sections are developed
in parallel and depends on each other.

7.1

Identifying the needs of the user Cactus

Parts of this chapter have been removed due to confidentiality purposes.
By interviewing the company Cactus regarding the obstacles they had come across regarding
internationalizing their business, the project group could get a better understanding of their
situation and their challenges. The company was in need of a strategy and some kind of
internationalization process that could be applied on different countries, as their goal is to
reach out to markets and countries around the world.

7.2

Identifying the needs of different companies

The project group has been analyzing different companies and their way to internationalizing
their businesses. This has been the foundation of the internationalization process together with
the case study on Cactus. By analyzing different companies, the project group has been able
to sort out and determine the most common struggles there are when internationalizing a
company. The companies want to understand laws and regulations, cultural impacts and how
to find suitable international partners.54

7.3

Information and theories

Parts of this chapter have been removed due to confidentiality purposes.
Information had to be collected in an early stage of the process. This since there were big
knowledge gaps when it came to both the process of internationalization and the industry that
Cactus operates in. The project group has collected knowledge from different sources and
Maria Lundin from Business Region Gothenburg, has been a great support. Maria has helped
the project group to highlight important questions and topics for the project group to discuss.
This part was the most time-consuming part of the development of the internationalization
process. A lot of time was put down in researching and analyzing of literature and articles.
The support from Business Region Gothenburg has been very important in this stage.

7.3.1

In-depth interviews

Parts of this chapter have been removed due to confidentiality purposes.
Qualitative research as in in-depth interviews was performed in order to collect valuable
information to the project, both regarding the water and wastewater industry and regarding
54
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internationalization. In order to perform these interviews, research regarding both
internationalization and the industry of water and wastewater had to be done. This research
was the foundation to the questions that were posed in the interviews.

7.4

Brainstorming I

After the analysis of the different needs, which were displayed in section 7.1 and 7.2, the
project group decided to do a brainstorming session in order to find possible solutions and
ways of how to solve this problem. This brainstorming was performed together with two other
students. The method was chosen to detect different possible ways of how to start the
development of the process. This since the project group had not worked with a project like
this before and the starting of the process and what strategy that should be used to attack the
problem, was therefore hard to predict. The brainstorming session gave the project group an
indication of which way they should go and resulted in different possible methods and tools
that could be used to start the search for information.

7.5

Gantt schedule

In order to get a good overall view of the different tasks that has to be done, a Gantt-schedule
was created in the start of the project. The chart has helped to plan and to get a good overall
view of the different tasks along the way that needs to be completed. The Gantt-schedule has
been developed by the project group and has been evaluated together with Maria Lundin at
Business Region Gothenburg. Since Maria has great experience from projects like this before,
she had a good pre-knowledge of what different steps this project should possibly need to go
through. The Gantt schedule is found in appendix 13.2.

7.6

Visual planning

Visual planning has been a tool for planning the project. By planning visually on the
whiteboards in the project room at Halmstad University, the project group has been able to
structure the work and also make sure that both members of the group have got the same view
of the process and the work that has to be done. The visual planning has also been valuable
when having meetings with supervisors since the process is more easily explained visually
than in words. It resulted in great structure and visualization of the development process.

7.7

Customer segmentation

The customer segmentation for the internationalization service is companies that face an
internationalization of their business. These companies have often reached their maturity
nationally and is now searching for ways of how to grow bigger. One way to grow is to
internationalize the business and search for new markets in new countries. These companies
have primarily been identified by looking into their sales and latest activities. A pattern
among the companies that are interested of an international establishment is that their sales
has not increased or decreased during the latest years. The identification of the customer
segment for the internationalization service led to that the service could be designed and
adapted with based on the customers’ needs. The targeted customer segment was companies
that has reached their maturity on their national market and now seeks for new possible
markets in order to grow even more.
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7.8

Knowledge gaps

There have been several knowledge gaps in this project, both regarding the industry where
Cactus is operating and with internationalization in general. These gaps have been filled in
primarily by research and interviews. The project group has had several interviews with
Business Region Gothenburg regarding internationalization, and different employees of
Cactus. The research of the area of internationalization has been the toughest part of the
project since the project group had very little knowledge of this area before the project started.
The interviews that has been performed during the development of the service have been
another tool to fill in the knowledge gaps.
The project group lacked information regarding constructing websites. Therefore, the project
group consulted Fredrik Kjellberg who works as a system architect at Callista Enterprises AB.
The project group also used online-information as in tutorials on YouTube to get more
information and knowledge of how to build a website properly. The consultation together
with the tutorials of how to build a website, filled in the knowledge gaps that the project
group had and the project group got enough information in order to construct their own
website.
To fill in the knowledge gaps of this project has been very important for the development
process. It has resulted in a service that assists companies in the stage of when to search for
new international markets. It has been a very valuable tool to also make sure that both of the
project members have the same understanding regarding different fields of the project. It
resulted in great knowledge and understanding.

7.9

Group meetings

The project group has had continuous meetings throughout the project. The group has also
had several meetings together with the supervisor from Halmstad University, Leif Nordin.
The meetings have made it possible for the project group to maintain a good work and to
make sure that the project has been moving in the right direction.
The project group has also had scheduled meetings with the supervisor from Cactus. These
meetings have worked as a check-up for the company and the project group has been able to
ask questions regarding the case study. These meetings have been valuable for the project
group since they have been able to make sure that the demands and wishes from the company
are fulfilled.
These different meetings have been important for the development of the service and the
company Cactus. Without scheduled meetings, it would be hard to maintain the right course
and to secure a good outcome of the work.

7.10

Social media and document sharing

The project group has been able to develop the service from their computers which has
resulted in great flexibility for the development process. The project group has been able to
work from different places, and social medias and communication tools like Skype and
FaceTime has been used instead. The project group has also shared documents online, both
the report and presentations. Google Docs and Google Presentations has been used for this.
This has given the project group the opportunity to work at any time during the day, which
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has led to a good flow in the development process. The project has moved forward in a rapid
pace and problems and obstacles on the way have been solved directly.

7.11

In depth interviews

This chapter has been removed due to confidentiality purposes.

7.12

Gap analysis

The gap analysis worked as a tool to compare actual performance with the desired
performance. This could give an indication of how the work was going and if the
development was going in the right direction. By comparing desired and potential outcome at
different milestones, the project group has been able to maintain a stable development of the
service, which eventually led to completion of the service.

7.13

FMEA and Action Plan

The FMEA was done to identify potential risks of the project and what effects the risks would
have if they occurred. The risks that was identified was then evaluated and an action plan of
how they should be managed was done. The complete version of the FMEA is found in
appendix 9.
Potential risks in this project could be that the project group would not have got along with its
partner Cactus. The probability for this risk was hard to estimate since the project group had
not been working with the company before. The risk was handled by good communication
and regularly reconciliation with the company. Regular check-ups by e-mail every week has
been very important to keep a good communication.
Bad communication in the group would have caused a slower development of the service. It
could have resulted in work being done twice, or not at all. This has been solved thorough
regular meetings at Halmstad University and by online communication services where there
have been regular discussions every day.
The fact that the company uses the project and the project group as a free consulting, could
have been a risk for the project and the project group. This was handled by contract signing
between Cactus and the project group. The contract demonstrated that the developed service
belongs to the project group and that the company only has the right to use it with their
permission.
The risk to not reach the goal with the project is another risk that could have occurred. In
order to prevent this from happening, hard work and continuous reconciliation and guidance
with supervisors from Halmstad University and Cactus has taken place.

7.14

SWOT Analysis and Action Plan

The SWOT analysis showed potential strengths, weaknesses, opportunities and threats of the
project. A SWOT was also performed regarding the internationalization service. An action
plan was then created of how the different factors should be taken care of and dealt with.
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The SWOT analysis of the project is found in appendix 10. The SWOT analysis of the service
is found under the section of Business System.
The conclusion that can be drawn from the SWOT analysis is that the service will be
successful on the market. It is a service that will be competitive and challenge the consulting,
which is dominating the market today. Another conclusion is that X.int needs to be developed
to offer more services in order to cover a broader spectra of the market.

7.15

Website development

The service was decided to be presented on a website. A domain was created by working with
the domain One.com. To be able to design and configure the website, the project group
worked with WordPress, which is an open source software that can be used to create a
website, blog or an app.55 By studying other websites and their layouts, a suitable layout and
path of how to present the information could be chosen. The chosen layout was easy to follow
and visualized the process logically. The development resulted in a completed website that is
uploaded at www.x-int.se.
7.15.1

Copyright

Copyright protects artistic creations like music, film and literature. Even computer programs.
The protection occurs automatically when the work is done so you do not have to apply for it.
Copyright is the exclusive right to an intellectual performance in various forms. The only
prerequisite is that the work is original enough. By considering a website as a work, it can be
protected with copyright. 56 The website developed in this case will be considered as a work
protected with copyright due to its uniqueness.
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8

The service

The project group has worked closely together with Cactus during this project. This
collaboration led to the idea of developing an internationalization service with the aim to help
other companies to internationalize their business as well. This process is a result of the
research and interviews that has been the foundation of this process. Each step has been tested
and evaluated based on prior knowledge, insights and graphs to get the desired quality and
user friendliness. The service is one of a kind and will revolutionize the way we see
businesses that want to penetrate new markets, especially on international level.
The project group decided to call this service X.int where the X stands for export and int
stands for internationalization. The service is presented as a step by step solution with the idea
that it is supposed to work as a sort of recipe for the customer. The belief that a recipe would
be a familiar concept for the customers to follow was the reason why this concept was chosen.
The service is developed in parallel to the case study with Cactus. The different steps that has
been developed in the service have their foundation in research and has then been tested and
evaluated in the case study.
X.int is supposed to help and assist companies in internationalizing their business. The service
consists of different steps that guides a company through the process of internationalization.
The service is based on different models and tools and also instructions of how they are used.
The picture below is an overview of the different steps that X.int consists of.

(Figure 7), Internationalization process overview.

The customer starts with creating an account on the website. This cost 500 € and the pricing is
set in consultation with Cactus. It is a one-time cost only and after the customer has created
the account, he or she has got unlimited access to the service. This is what makes X.int stand
out from consulting where you pay for a consultant to physically come to your company for a
limited time only. X.int is an online service where you get unlimited access to the
information, and you can always go back and check the same information again. The steps
consist of different tools and methods that comes with explanations of how they should be
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used. Complete excel files are possible to download when there is a need for it. These files are
ready to be filled in by the customer.

8.1

Step 1

In the first step of the process, the main focus is to bring structure to the project. The customer
receives information regarding how to break down the different parts of the project to smaller,
more manageable parts. The customer is first introduced to the tool Work Breakdown
Structure (WBS) with the purpose to give the customer a better view of what different parts
that the project consists of. The customer is then introduced to the time planning tool Ganttchart. These two tools work together. By first breaking down all the different parts that your
project consists of, you can then plan when the different parts should be completed.
It is then time to make a budget for the project. The WBS helps the customer to plan for all
the different activities of the project. The customer is here introduced to the liquidity budget
and the result budget which as ben developed from the testing on cactus. The customer gets
information regarding the different budgets and can download templates of the budgets, ready
to be filled in.
The customer is then introduced to the SWOT analysis. This tool is supposed to make the
customer aware of potential Strengths, Weaknesses, Opportunities and Threats of the project.
The purpose of the SWOT analysis is to give the customer an insight of the different factors
that can affect the project both positively and negatively in an early stage of the project. The
customer is then introduced to the FMEA, the tool to calculate different risks and their
possible impact on the project. The customer is then introduced to how a risk management
plan is performed.

8.2

Step 2

The second step of the process is more focused on new potential markets. The customer is
introduced to the Business Model Canvas, which is a strategic management template for
developing new or existing business models. The customer is then introduced to how a market
analysis can be performed and also information regarding customer segmentation. The main
point here is to find potential customers and to get a better understanding of what different
markets that can be of interest for the project. The customer is then introduced to a checklist
of different factors regarding laws and regulations that are good to keep in mind when taking
on new markets in new countries. The customer is also introduced to the competitor analysis
and how it can be performed.

8.3

Step 3

The third step focuses on the market structure, analysis of different distribution channels,
comparison of competing products and your own, ranking of potential customers and also
how to form a list of requirements that can be valuable when developing your product. In
order to be able to do this, the customer needs to do a deeper analysis of the market. The main
point is to determine who the customers of the market are and to gather valuable information
about them. This will lead to a better overall view of the different potential customers and it
will then be easier to rank them by interest. This ranking will then indicate which customers
that you should primarily focus on.
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8.4

Step 4

The fourth step mainly focuses on the product. The customer is helped to determine the
Unique Selling Point of the product or service in order to pinpoint what makes it stand out in
comparison to other products. This will be valuable information when advertising the product
or service. The customer will also be introduced to the Customer Segment Canvas. This tool
will help the customer to find the most suitable customer segment for the product or service.
The customer will also be guided of how to evaluate the comparison of the competing
products and how this evaluation can work as a guideline when developing the own product
or service. The goal is to be inspired by the competing products and their best features.

8.5

Step 5

The fifth step is focused on the more business part of the process. Here, the customer gets
information of how to create an effective sales strategy and how to analyze the business sales
cycle. The customer can also get inspired of how long and short term goals can be set. The
customer is also introduced to create a new market by the Blue Ocean Strategy. This strategy
aims to find new markets where there is less competition and where your solution is the best
alternative. The customer is then introduced to the last step of the process where a pipeline of
the different customers is created and the different customers are ranked.
These different steps have been developed through research of different methods of how to
make a business grow. The project group has also studied old cases regarding
internationalization and their particular processes in order to collect more information to the
development of X.int. The information that has been collected has been discussed with the
supervisor from Business Region Gothenburg and together with supervisors from Halmstad
University.
A full version of the internationalization service is found in appendix 11.

8.6

Website

This information will be accessible through the website that has been created. The customer
will have to create an account and pay a fee in order to get access to the information that is
included in the step by step method. The website also offers two other services called
‘’Partnership’’ and ‘’Consulting’’. The website is created through the web hotel One.com and
is designed and configured with WordPress.

8.7

Step by step

In order to get access to the method one needs to pay a fee when making a profile. The fee
makes the account a premium account which has access to all information. The method is
intended as a recipe that will help companies to execute internationalization themselves
instead of consulting with consultants.
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8.8

Partnership

Consists of two different parts. One part is called Customer Agreement and the other one is
called Training. Customer Agreement is a tailor-made agreement where we offer consulting.
All companies are different, have different goals, different conditions and different products.
Therefore, it can be difficult to make an internationalization of their business. There are no
traces to follow and one has to go his own way. This is a service for companies that wants
more than just the step by step method. Training is an education where X.int comes to a
company or an exhibition and have a lecture about internationalization, export and sales.

8.9

Consulting

Consulting is something that is offered for companies that are not satisfied with just the
recipe. They want the chef as well. Our goal is to be the leading company in
internationalization, export and sales. To be this we want to offer consulting as a compliment
to the Step by step method. To get utilize our consults and the method to the fully we engage
in partnership with our customer to get a closer relationship.

8.10

Strengths and weaknesses

Once the customer has created an account on the website, it is hard to protect the information
that the service provides from being unauthorized distributed. as a weakness for the service.
The project group finds this as a weakness for the service and cannot do anything more than
to rely on the copyright law.
Today, more and more services are offered online. Meetings are held via various
communication tools since people have more things planned in their schedules and no time
left to go see the different people in person. The society is becoming more and more
connected to the Internet and the Internet of Things (IoT) is growing bigger every day. The
project group therefore believes that this online service falls in line with the needs of today’s
society. This is a strength for the service and the prognosis for the next few years shows a
constant development in this area. The people will have less and less time to be flexible and
therefore online service and support will be more and more sought for.

8.11

Comments

Parts of this chapter have been removed due to confidentiality purposes
Cross-national trade is seen as a country’s continued competitiveness in order to keep up with
our increasingly globalized world, and internationalization is seen even in the smallest
technical organizations today - internationalization has become a growth strategy. X.int is a
service developed to meet the demands of our more globalized world today with the aim to be
the first alternative to hiring a consultant. The project group has successfully developed a
general process for companies of how to internationalize their business. The case study
together with Cactus has worked as both a test and development field for the service. The
project group has developed different stages and then been able to test these on Cactus. This
has been very successful and the project group has given the company very valuable
information.
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The Business Model Canvas has been an important tool when developing this service. It has
been a reminder of who the service is created for and who the most important customers are,
which are companies that has reached maturity on their national market and searches for new
opportunities. It has kept the development on the right path. It has worked as a guide to make
sure that the desired values are being created and that they are delivered to the customer. It is
also important to develop the service based on the price setting that has been done and to
make sure that the price does not exceed the decided. If the price would exceed the limit,
there might be a risk that the targeted customers are not willing to pay for the service.
By interviewing people with great knowledge of both the industry that Cactus operates in and
internationalization in general, the information that has been collected from the different
researches have been ensured to be correct. The gap analysis has kept the project on path
according to the goals that was set up from the beginning.
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9

Development and hosting of service

9.1

Collecting information

The project group started with collecting information regarding internationalization from
different resources such as literature, reports, in-depth interviews and articles. In order to
secure that the collected information was correct, the project group discussed the information
with Business Region Gothenburg and supervisors from Halmstad University. The customer
and user Cactus has played a very important role in the production process of this service. The
case study with the company has made it possible to test and evaluate the developed steps.
The information that has been collected through researches has been assured to be correct by
both discussing it with the different supervisors and by testing it on the case study.

9.2

Website hosting

The website was produced and is hosted at the web hotel One.com and designed and
configured with WordPress. WordPress was chosen since it is the leading option when it
comes to configuring websites. It is easy to use and helps to create user-friendly websites. The
theme chosen on this website is easily navigable, which is very important in this case. The
development process was enhanced with plugins that could be downloaded and used directly.
Different features such as payment, log in function where the customer creates his or her own
profile own and contact are very important and a must for the website to work as intended.
The images used on the website are approved by the owner for use in commercial purposes.

(Figure 8), An illustration of the construction of the website http://www.x-int.se/.
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9.3

Product brochure

A product brochure was made to market the service at Utexpo at Halmstad University in the
end of May 2017. The brochure was produced in Adobe InDesign. The brochure is found in
appendix 22.

9.4

Competence analysis

9.4.1

Water and wastewater industry as a technology industry

Information regarding the market that Cactus operates in and also regarding the existing
products on the market, had to be collected. A better understanding of the industry and its
high-tech products was needed as well. The project group looked into SCADA system and
how they work, how they are built and what roles they play in the water utilities. This section
included a lot of abbreviations for different technological words, which complicated the
understanding This competence was needed in order to know how the different competing
products on the market worked and to be able to make a good comparison of the different
products on the market.
9.4.2

Internationalization

Information regarding internationalization and its potential difficulties and obstacles, had to
be collected as well. By analyzing old internationalization cases, a better knowledge of the
subject could be formed. This information was needed in order to be able to produce X.int.
The information that was collected, was then categorized into different steps which later
formed the different steps of the internationalization process. Since the project group had not
worked with questions regarding internationalization before, there were a lot of knowledge
gaps that had to be filled in. The primarily knowledge that one need to have is how politics,
cultures, laws and regulations, and how language barriers can affect international trade.
9.4.3

Maintenance of website

Competence of how to construct website had to be collected in order to be able to produce
By looking at online tutorials and reading instructions on various websites, understanding of
how important tools was developed. This knowledge was then enough to build a website. By
continuous improvements in skills regarding website development, a good quality and user
experience is maintained.
9.4.4

Product brochure

The project group had never designed anything in Adobe InDesign before. In order to gain
knowledge in this area they used the tutorials on Adobe’s website. These tutorials explained
how the toolbar and its different tools worked and other necessary functions. This information
was enough to design the product brochure in this project.
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10

Business System

Parts of this chapter have been removed due to confidentiality purposes.

10.1

Sales strategy for Cactus Utilities AB

This chapter has been removed due to confidentiality purposes.

10.2

Sales strategy for X.int

A drive/push sales strategy has been adapted for the service X.int. The project group
considers that it is easy to sell and that it does not take much time to sell the system. The
amount of systems being sold is what counts. The project group has the intention for X.int to
be dynamic and that it is supposed to be adaptable after the market fluctuations. If the project
group realizes that the customers are lacking information in any specific area regarding
internationalization, it should then be possible to fill these gaps with relevant and updated
information. If there is new information to replace the old, the project group will then adjust
this as well. In this way, the project group can keep the service alive and adapted to the
market. The project group believes that this will encourage customers to invest in the service
and contribute to the drive/push sales strategy.

10.3

Market and customer analysis

Parts of this chapter have been removed due to confidentiality purposes.
The project group has performed qualitative customer analyses where they have interviewed
Elisabet Svensson at Cactus Utilities and Maria Lundin at Business Region Gothenburg. The
interview with Elisabet Svensson was primarily focused on the development of the company
and what she thought about the developed steps in the internationalization process.

10.4

Competitor analysis

The biggest competition for X.int on the market today is consultancy. The fact that
consultancy can be more customized for a certain company is the main reason why it is the
biggest competition. Companies can hire consultants to assist in any part of their business.
However, consultancy comes with disadvantages as well. It can cost a lot of money and
depending on the level of knowledge that the specific consultant has, the work will turn out
according to it. The company can never be sure that they get the right assistance as they might
have wanted in the first place. There is a risk that the invested money in consultancy might
turn out to be less well spent.

10.5

The market

The customer segment for X.int is companies that has reached their maturity on their national
market. The customer needs to be interested in an international venture. The service is a
cheaper alternative to business consultants and is a long-lasting access to information for the
customer. Decrease or a continued stable level in sales and turnover can be sign of that a
company has reached its maturity on its market. These companies are the ones that the project
group has been aiming to reach during this project.
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The project group has not found any similar services as X.int on the market today. The
biggest competitor for X.int is direct consultations. The benefits of investing in a consultant is
that the company gets information that is customized for that particular company directly and
that the company does not have to do as much work themselves compared to if they would
invest in X.int. The benefits with X.int is that the company pays a one-time cost and that they
can use the information for future ventures as well. The information will always be available
and the company can develop the organization in their own pace.
The project group believes that it is more economically defensible to invest in a service that
can be unlimitedly used in different projects, instead of hiring a consultant, which is often far
more expensive than the one-time cost that is payed to get access to the information that X.int
delivers.
The increasing globalization of our world is more or less demanding companies to
internationalize and export their goods to other countries and it is in many cases the only way
for companies to survive today. The project group therefore believes that a service like X.int
is right in time and that it will be warmly welcomed to the market.

10.6

Marketing plan

The service is accessible through a website where the customer creates an account and pays a
fee of 5 000 SEK in order to get access to the information. This pricing is based on the
interview with Elisabet Svensson at Cactus and what the company would pay for this service.
The project group will be selling the service by themselves.
If the project group realizes that the customers are lacking information in any specific area
regarding internationalization, it should then be possible to fill these gaps with relevant and
updated information. If there is new information to replace the old, the project group will then
adjust this as well. This will be the only service needed to keep X.int up and running.
The project group will offer consultancy as well, although only over the telephone. This can
work as a form of support and maintenance of the service to maintain the relationship with the
customer.

10.7

Distribution

The service will be distributed by a website where the customer creates an account to get
access to the information. The only fee that has to be payed is the right to keep the website
uploaded. The distribution of the service does not involve any transportation by vehicles and
it will therefore contribute to a better environment. In comparison to consultancy where the
consultants can travel very far to be able to meet their customers.

10.8

Economic calculations

A liquidity budget and a result budget have been made to predict the costs in the project. In
the future, website development will be required to get the features such as Visa and
MasterCard payment options. This development will be covered by license revenues which in
the future will cover the development of the next service as well as the start of the
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consultancy service. Using the step-by-step approach, the project group can sell consultancy
and sales outlets to increase profits per customer. The goal is to sell one license per month.
The project group predicts that X.int will sell one license a month for 5 000 SEK each which
means that it will take at least five months to cover the website development costs. The
calculation is roughly calculated with a very large margin to avoid backfire. For the full
version of the liquidity and result budget. See appendix 20 and 21.

10.9

Time plan

The service is uploaded to the Internet via the developed website. Future tasks will be to
market the service and to get in touch with potential customers.

10.10

Risks

In order to show potential strengths, weaknesses threats and opportunities with the service,
the SWOT analysis below was performed. The factors are discussed below and an action plan
of how these factors should be dealt with are seen later in this section.
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10.10.1

SWOT analysis

STRENGTHS
•
•
•
•
•
•
•
•

WEAKNESSES
•

Innovative, the only online
internationalization tool today
Created based on knowledge of
people with great experience from
internationalization
Easily accessible through the website
Can be used by the customer in
different projects
It allows the customer to go back
and check information again
The customer can move between
different steps and also skip steps of
the service
Low pricing in comparison to
consultancy
Available in over 100 languages 57

•
•
•
•

Unestablished, not known on the
market
Not customized for a certain
company
Not tested on another company than
Cactus
Designed for technology companies
Developed by students without
previous experience

OPPORTUNITIES
•
•
•
•
•
•

10.10.2

THREATS
•

Globalized world, more companies
are internationalizing
Presentation by website
Partnerships with companies
The service can be useful when
searching for new business areas
nationally
Can easily be adjusted to new
information
Consultancy

•
•
•
•

Literature and other sources to
information
Leakage of the service online
Companies are not willing to pay
before they know what they get
Technical problems online
Customer needs to be connected to
Wi-Fi

Action Plan

The weaknesses with the service will be handled by heavy marketing from the beginning. The
service needs to be spread online from the start and there are many ways to do this. Social
medias are very powerful and by creating a page for X.int, the information can be shared
without any costs to the project group’s networks and other people.
57

Gör din webbplats tillgänglig på fler än 100 språk. 2017. Google.
https://translate.google.com/manager/website/?hl=sv (Retrieved 2017-05-18)
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The service is not focused on a specific company but on technology companies in general.
There are two sides of this problem; either you help one specific type of company or you can
be a guide for many companies at the same time. In the future, the goal is to form partnerships
with different companies and to make X.int customized for the specific company. The fact
that the service is not yet tested on another company than Cactus might cause potential
changes that has to be done in the future. Since the service is based on a case study of only
one company, the probability that there is more knowledge to gather from other companies to
make it attractive for them, is rather big. The goal is to make X.int more customized for
different types of technology companies in the future. This will require more time,
knowledge, research and partnerships with companies to make it possible. Partnerships are
needed in order to get a good insight in a company.
The fact that the service is developed by students without any experience of
internationalization before have both positive and negative sides. It is positive since they
develop it for the society without being payed, they work ideally with the development which
the society can then benefit from. The negative side is that the knowledge is only based on
other people and their knowledge. The risk for misunderstandings and information to be
incorrect therefore exists.
If these weaknesses are not being handled, it can lead to that the development of X.int might
not continue and the service will not be attractive for companies. The priority will be to
market X.int from the beginning in order to open companies’ eyes for it. Before this is done, it
will be hard to develop the service further. Marketing is needed in order to find potential
companies to establish partnerships with. Without partnerships, the service will not have the
same opportunity to be tested on other companies.
The opportunities for this service are many due to our increasing globalized world. More
companies are searching for new markets in new countries and there is because of this a great
market for X.int. The fact that the service is presented on a website makes it easily accessible
from different areas around the world. There is no limit of usage and since it is available in
over 100 languages, many more people can benefit from the service and contribute to
internationalization.
By forming partnerships with companies, X.int can grow big and become established on the
market. By working with different companies, new information can be gathered and
contribute to further development of the service. The new information can then easily be
uploaded to the website.
The service does not only have to be used when searching for international markets, it can be
used in order to find new business areas nationally. It is therefore suitable for the companies
that are not willing to invest in an international establishment as well.
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11

Discussion and reflection – Product

Parts of this chapter have been removed due to confidentiality purposes.
We have determined different challenges that a company might face when internationalizing
their business. These difficulties and questions was the starting point of the development of
the service. The difficulties have been the core questions that has been worked handled and
discussed throughout the whole project. We have successfully developed a general process for
technology companies of how to internationalize their businesses. The case study together
with Cactus has worked as both a test and development field for the service. We have
developed different stages and then been able to test these on Cactus. This has been very
successful and has given the company very valuable information.

11.1

Positioning

Consultancy is the biggest competition for X.int today. Companies can hire consultants to
assist in any part of their business. Although, consultancy comes with disadvantages as well.
It can cost a lot of money and depending on the level of knowledge that the specific
consultant has, the work will turn out according to it. A company can never be sure that they
get the right assistance as they might have wanted in the first place. There is a risk that the
invested money in consultancy might turn out to be less well spent.
There is no service like X.int on the market today. This gives the service great opportunities
to be successful and to revolutionize the market of business development tools. Since the
world is becoming more globalized, companies will in some cases have to take on
international markets in order to stay competitive. We believe that in the nearest future, there
will be a drastic increase of companies searching for new markets in new countries. But it
does not always have to be international ventures. When a company has reached its maturity
on its national market but is not yet ready for an international establishment, a search for new
business areas on the national market can be the solution as well. These companies can also
find help and assistance in X.int.
The fact that the customer only has to pay a one-time cost for X.int is something that makes
the service more competitive as well. Compared to consultancy, which can end up in very
large sums, X.int is far more stable in its pricing. This can be a security for the companies to
know that there will not be any more costs along the way.
Another advantage is that once the customer has created an account and payed the fee, he or
she has got unlimited access to the information and can reuse the information over and over
again in future projects. The information is also available in over 100 languages, which can
make it more attractive and competitive in comparison with consulting where the consultant is
limited to his or her language skills.

11.2

Sustainable development

11.2.1

Social development

When a company enters a new market with a new product or service, the competition
increases and the companies have to work harder. In most of these cases, the companies need

51

more work force. Development of an internationalization process therefore contributes to
increasing opportunity for more jobs to be offered. The companies need to work harder in
order to be able to keep up with the increasing competition.
This service will encourage companies to export their products or services to other countries.
It will lead to national growth and that more jobs can be offered. Today in Sweden, there is an
increase in unemployment. 58 This is the first increase in four years and the experts believe that
this has to do with the mass immigration in the recent years. The main increase is seen among
foreigners.59 We believe that a service like this will encourage the companies to employ more
people and that this will lead to a decrease of the unemployment. Since this service will
contribute to making new contacts from other countries, we believe that a person with a
foreign descent probably will be more encouraged to apply for a job with international
contacts. The gap between the colleagues will not be as big if the company has an
international approach and aims to make new international contacts in comparison to a
company where the majority of the employees are natives. International contacts will in most
cases lead to conversations in English, which might lower the language barrier and also
encourage more foreigners to apply for the jobs.
11.2.2

Economic sustainability

We believe that a country needs to keep up with the globalization and that one of the best
ways to do this is to encourage transnational trade. Since transnational trade is seen as a
country’s continued competitiveness, we believe that our service is just what the market needs
today. Internationalization will contribute to more jobs being offered, which will make
Sweden a more attractive work place. This will contribute to welfare for the country.
11.2.3

Ecological sustainability

In the case study that has been performed together with Cactus, we also contribute to
spreading clean and fresh water to other countries as well. By internationalizing their
business, we can help other countries in this question. The company is aiming for to apply
their product on countries around the whole world. This can lead to that countries where you
cannot drink the water today, might serve you fresh and clear water in the future.

11.3

Lifecycle analysis

Our service will contribute to international trade, which eventually will lead to more
transportation of products. This will lead to more environmentally hazardous emissions and a
negative impact on the environment. The service itself will not contribute to any hazardous
emissions since it is only distributed through a website that does not demand any
transportation by vehicles.

58

Fler är arbetslösa. 2017. Arbetsförmedlingen. https://www.arbetsformedlingen.se/Omoss/Pressrum/Pressmeddelanden/Pressmeddelandeartiklar/Riket/2017-05-10-Fler-ar-arbetslosa.html. (Retrieved
2017-05-10)
59
Från Massutvandring Till Rekordinvandring. 2017. Statistiska Centralbyrån. http://www.scb.se/hittastatistik/sverige-i-siffror/manniskorna-i-sverige/in-och-utvandring/ (Retrieved 2017-05-10)
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11.4

Work environment

We believe that this is irrelevant for this service. The work environment for Cactus will not be
changed due to an international venture.

11.5

Ethics and morals

We believe this to be irrelevant since the use of the service X.int has nothing to do with ethics
and morals. Following different steps that explains different processes of how to make their
businesses open up for new markets and new customers is not immoral in any way but a
necessity for businesses to grow and live. On the other hand, one can connect ethics and
morals to our other service as consultants. These consultants should act and have the values
like we intend to deliver through our service. The consultants should act to the customer as
they would want to be treated by the customer.

11.6

Equal terms and conditions

We believe that this service does not involve any aspects regarding equal terms and
conditions. This is a service that will encourage growth for companies and countries and that
it will lead to a better society based on the aspect that it contributes to more job opportunities
for the people. We believe that internationalization does not affect any gender more than the
other and that it does not treat people differently.
Our service X.int is strictly based on facts and will deliver the same content no matter what
gender you are or what religious beliefs you have.
In countries where misuse of power is usual, there could be conflicts regarding the job
opportunities. The jobs might be offered to the most powerful people, where men are often
included. This can lead to that women are continuously being put aside.
Cactus aims for the whole world as their market. It contributes to fresh and clean water in
more countries around the world. We do not think that this has anything to do with gender and
equal terms.
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12

Discussion and reflection – Project

We knew that this project would be challenging already from the start. We also knew that we
had different competencies regarding both the water and wastewater industry and its
technology and about internationalization. We formed a strategy of how we wanted to divide
the different tasks between each other to streamline the projecting, but agreed upon that we
would check with each other when a task was completed in order to make sure that both of us
had the same understanding of the project.
The project has been very challenging and developing for both of us. To be able to work with
a company and to get this great insight in an organization has been very interesting and has
given us experience in how an international venture affects a company as a whole. We have
realized that trading across borders is a necessity to increase sales linearly and to keep being
competitive. We also learned a lot about internationalization, export and sales which will be
valuable knowledge for future challenges.
The development of the service’s step by step method has been very hard and has required the
most time and effort. Since this is the biggest product that we offer on the website, among
consultancy and partnership, it has been necessary to put the majority of the energy on this.
To find and evaluate the information and to compile it so that it is user friendly and keeps
high quality, has been one of the biggest tasks. The collaboration with Cactus has been very
valuable in testing and validation and to in the end get everything in the right place.
When comparing the project plan and the project today, there are many differences. From the
beginning, the project was only focused on companies within the industry of water, energy
and process and there was no plan to develop an internationalization service. The goal was to
simplify the process of internationalization for companies within this area. Today, the project
is focused on technology companies and their internationalization. The idea to develop X.int
came in the middle of the project and at this time the project more or less formed two tracks.
These tracks have been parallel to each other during the development process and depend on
each other. The development of X.int would not have been possible without the case study
with Cactus where the service continuously has been tested and evaluated and vice versa. The
research that has been done in order to develop X.int has been valuable in the case study.
The project has resulted in a project employment at Cactus over the summer 2017 to continue
our business development work. This time we are going to analyze potential markets for a
new product that is about to launch. We are looking forward to this challenge with great
excitement.
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Articles
Cai, N., Wang, J., & Yu, X. (2008, July). SCADA system security: Complexity, history and
new developments. In Industrial Informatics, 2008. INDIN 2008. 6th IEEE International
Conference on (pp. 569-574). IEEE
Cooper, R. G. (1994). Third-Generation New Product Processes. Journal of product
innovation management 11(1), 3-14.
Daneels, A., & Salter, W. (1999, October). What is SCADA. In International Conference on
Accelerator and Large Experimental Physics Control Systems (pp. 339-343).
DiCicco‐Bloom, B., & Crabtree, B. F. (2006). The qualitative research interview. Medical
education, 40(4), 314-321.
Evers, N., Cunningham, J., & Hoholm, T. (2014). Technology entrepreneurship: bringing
innovation to the marketplace. Palgrave Macmillan.
Fovino, I. N., Masera, M., Guidi, L., & Carpi, G. (2010, May). An experimental platform for
assessing SCADA vulnerabilities and countermeasures in power plants. In 3rd International
Conference on Human System Interaction (pp. 679-686). IEEE.
Gupta, V. K., Ali, I., Saleh, T. A., Nayak, A., & Agarwal, S. (2012). Chemical treatment
technologies for waste-water recycling—an overview. Rsc Advances, 2(16), 6380-6388.
Hallin, A., & Karrbom Gustavsson, T. (2012). Projektledning (second edition). Stockholm:
Liber AB.
Hedin, A., & Martin, C. (1996). En liten lathund om kvalitativ metod med tonvikt på intervju.
Holmdahl, L. (2010). Lean Product Development på svenska. Lars Holmdahl.
Kim, W. C., Mauborgne, R., Kärnekull, B., & Kärnekull, E. (2005). Blue ocean strategy:
skapa nya marknader utan konkurrens. Liber.
Sabahi, F. (2011, May). Cloud computing security threats and responses. In Communication
Software and Networks (ICCSN), 2011 IEEE 3rd International Conference on (pp. 245-249).
IEEE.
Trott, P. (2008). Innovation management and new product development. Pearson education.

55

Websites
Affärsidé. 2017. Cactus Utilities AB. http://www.cactus.se/omoss_affarside.php (Retrieved
2017-01-10)
Brainstorming. 2017. Mind Tools. https://www.mindtools.com/brainstm.html (Retrieved
2016-12-10)
Business Model Canvas: A Complete Guide. 2015.
Cleverism.https://www.cleverism.com/business-model-canvas-complete-guide/ (Retrieved
2017-04-28)
Cactus Eye - Ett VA-system som utgår ifrån ditt behov. http://cactus.se/vatten_cactus-eyedriftsystem.php (Retrieved 2016-11-01)
Cactus Eye- Ett VA-system som utgår ifrån ditt behov. http://cactus.se/en/vatten_cactus-eyedriftsystem.php (Retrieved 2017-01-10)
Cactus Eye. 2017. Cactus Utilities AB. http://www.cactus.se/vatten.php (Retrieved 2017-0110)
Exportfrämjande och Internationalisering. 2015. Företagarna.
http://www.foretagarna.se/globalassets/media/opinion/rapporter/2015-ovriga/rapportexportframjande-och-internationalisering-2015_pages_v3.0.pdf (Retrieved 2017-05-18)
Fler är arbetslösa. 2017. Arbetsförmedlingen. https://www.arbetsformedlingen.se/Omoss/Pressrum/Pressmeddelanden/Pressmeddelandeartiklar/Riket/2017-05-10-Fler-ararbetslosa.html. (Retrieved 2017-05-10)
Från Massutvandring Till Rekordinvandring. 2017. Statistiska Centralbyrån.
http://www.scb.se/hitta-statistik/sverige-i-siffror/manniskorna-i-sverige/in-och-utvandring/
(Retrieved 2017-05-10)
Gap analysis. http://www.investopedia.com/terms/g/gap-analysis.asp (Retrieved 2016-12-02)
Globalisering. 2017. MSB. http://www.sakerhetspolitik.se/Sakerhetspolitik/Internationellsakerhet/Globalisering/ (Retrieved 2017-05-02)
Global Voice of Quality. 2017. ASQ. http://asq.org/learn-about-quality/process-analysistools/overview/fmea.html (Retrieved 2016-12-18)
Gör din webbplats tillgänglig på fler än 100 språk. 2017. Google.
https://translate.google.com/manager/website/?hl=sv (Retrieved 2017-05-18)
http://www.idus.se/wp-content/plugins/email-beforedownload/download.php?dl=98f26b8b0ad5d9825feb82539a195327
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Appendix

Due to confidentiality, all appendices including company secrets, have been removed.

13.5

SCADA Hardware Architecture
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13.6

SCADA Software Architecture
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13.7

IGSS

Partnership with IGSS includes:
• Free development system – no license and service fees.
• Free access to technical support - fast and easy.
• Free support for the first new projects - project Mentor.
• Free online training from our website and YouTube.
• Attractive partner discounts on competitive prices from smaller systems up to mega
systems with 400,000 objects.
• Leads from our broad online marketing activities.
• Access to onsite advanced courses.
• Access to online coaching and webinars.
• Partner news.
The system developer will get the following benefits:
• ”All-in-one” license.
• The standard version of IGSS is a full-featured SCADA or Supervisory HMI
system. No extra modules or add-ons are required to create a turnkey SCADA
project. This makes IGSS an all-in-one license product.
• An integrated preventive maintenance system is included for free.
• Easy language management in most major languages.
• No scripting skills are required.
• Use up to ten tags or I/O points in one IGSS object (no setup required).
• Create informative and attractive reports using drag-and-drop.
• Specify commands, states, alarm-in and alarm-out in one template
• Link the same alarm text to multiple objects.
• Use the Calculation feature to execute object calculations based on event or
time. The calculations can be set up to be executed if a set of pre-defined
conditions are met.
• Logical object-oriented engineering concept.
• Single tool operation – same platform for development and runtime functions.
• Intuitive, easy learning curve with IGSS.
• Much shorter time consumption for creating configurations compared to most other
systems due to the simple and logical system structure.
Benefits for the end-user:
• All-in-one license - The IGSS standard version includes all software modules
• Connectivity with numerous PLC's, RTU's and standard protocols with drivers
• Easy report configuration and user defined curves and dashboards
• Scalable from small systems up to systems with 400,000 objects
• Preventive maintenance program included in license
• Favorable support and update agreement and free Online Training
• Full backwards compatibility to older systems
• Alarm notification by SMS or e-mail
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13.8

Proficy iFIX

With Proficy iFIX you are able to:
• Advanced client/server architecture and flexible I/O counts encourage to stepwise
implementation
• Seamlessly integrate best-in-class software applications serving all levels of your
organization
• Exchange real-time information with users across the enterprise
• Develop your application on-line, without shutting down operations or rebooting
• Integrate to other powerful Proficy products like OEE, tracing and tracking,
production analysis etc.
• Integrate with IDUS maintenance system
• Connect your plant floor systems with MES and ERP systems
• Protect your investments in legacy hardware and software systems
• Make faster, more effective, more intelligent decisions
Tools you need to be able to build a complete HMI/SCADA solution that are
included in Proficy iFIX are the following:
• Process Visualization
• Real-time and Historical Trending
• Supervisory Control
• Data Collection and Data Management
• Comprehensive Reporting
• Alarming and Alarm Management
• Individual User-based Security
• Networking
• Graphic Dynamo Wizards
• Event Scheduler
• iFIX Historian or optional Proficy Historian
• OLE for Process Control (OPC) Support
• ActiveX Control Support
• Object-Oriented Graphics
• Secure Containment of ActiveX Controls
• Embedded Visual Basic for Applications (VBA)
• FIX Desktop for integration of FIX applications
• iClientTS for Terminal Services and thin client connections
• Advanced 21 CFR Part 11 capabilities for regulated industries
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13.11

The service X.int

Step 1
Bring structure to the project. Before you start working it is a good idea to nominate a project
manager. He or she will be the leader of the project and will plan and organize the resources
necessary to complete the project. Make a time plan to get an overview of both the project and
the time. Perform a Work Breakdown Structure where you break down the project into
smaller, more manageable components. Write a budget for the project. Outline different
limitations - what should this project not include? Do a SWOT analysis of the project that
identifies strengths, weaknesses, opportunities and threats within the organization. Do an
FMEA to discover potential failures that may exist within the design of a product or process.
Below you can find more information about the different steps.
Time plan
Create a time plan where you list different milestones and activities with start and finish dates.
You can for example make a Gantt-chart which is used to describe the different phases and
activities over a timeline or a Visual planning-chart that describes resources over time. The
chart helps to plan and get an overview of the different activities that has to be completed.
Gantt-chart
Gantt chart is a flowchart describing activities over time. It is a horizontally chair chart.
Stacking length varies depending on the length of the activity.
Visual planning-chart
Visual planning chart is a flowchart describing resources over time. It is a horizontally chair
chart. Stacking length varies depending on the length of the activity. The differences from the
Gantt chart is that in the Visual planning chart the bars is named an activity instead of a
resource as it is in the Gantt chart.
Work Breakdown Structure
With a Work Breakdown Structure (WBS) you you break down a project into smaller
components, like mini-projects. These projects are then easier for the team to overlook and
manage. A WBS is a hierarchical breakdown of the total work that needs to be carried out by
the project team to accomplish the project objectives and create the required results.
Budget
When you have completed your Work Breakdown Structure, you have a better overview of
your project and the work that needs to be done. This is a good start when you are making the
budget for the project. It is always good to plan for the worst and to identify where changes
are likely to arise and to watch those areas closely. both liquidity budget and results budget
are recommended to get a full financial overview.
For budget template, see appendix 21.
Liquidity budget
The liquidity budget visualizes if the money in the project will be enough to cover the
spending. Although the results budget shows that the project will be profitable, it may be
periods during the project where the spending will be greater than the ability to pay.
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This budget is good to do so that a timely alerting can be done to the superiors that the cash in
the project is temporarily out of stock.
Result budget
In a result budget, one can easily estimate how much you need to sell to make a profit. By
doing a result budget it’s easier to plan the operation.
SWOT
A SWOT analysis is a process that aims to identify an organization’s strengths, weaknesses,
opportunities and threats. Strengths and weaknesses are internal factors that can affect the
project, opportunities and threats are external factors that can also affect the project. Using
environmental data to evaluate the position of a company, a SWOT analysis determines what
assists the organization in accomplishing its objectives, and what obstacles must be overcome
or minimized to achieve desired results: where the organization is today, and where it may be
positioned in the future.
A SWOT analysis is usually presented as a square that is divided into four quadrants. This
visual arrangement of the information provides a quick overview of the company’s position. It
is important for companies to know that a SWOT analysis should be used only as a guide and
not as a prescription.
Strengths
Strengths describe characteristics of the business or project that give it advantage over others.
Different strengths could for example be a strong brand, loyal customer base, strong balance
sheet, unique technology and so on.
Weaknesses
Weaknesses stop an organization from performing at its optimum level, they are
characteristics of the business that place the business or project at a disadvantage in relation to
others. Weaknesses are areas where the business needs to improve to remain competitive.
Things like high levels of debt, an inadequate supply chain or lack of capital are examples of
weaknesses.
Opportunities
Opportunities refer to favorable external factors that an organization can use to give it a
competitive advantage.
Threats
Threats refers to factors that have the potential to harm an organization. A threat can for
example be increasing competition, rising costs for inputs or tight labour supply.
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For SWOT analysis template see appendix 21.

FMEA
A Failure Mode and Effects Analysis is a structured method to discover potential failures that
may exist within the design of a product or process. Failure mode are the ways a product can
fail. Effects are the consequences of a failure such as waste, defects or harmful outcomes for
the customer. Failure Mode and Effects Analysis is designed to identify, prioritize and to limit
the failure modes. By evaluating the consequences of failure, you can measure it to prevent it
from occurring. The sooner a failure is discovered, the less it will cost. If a failure is
discovered late in the product development or even in the product launch, the consequences
are much worse compared to if they would have been discovered earlier in the process.
There are different types of FMEA
•
•
•

FMECA (Failure mode, effects and criticality analysis)
Constructional-FMEA (made during the development and design phase of a product)
Process-FMEA (made to analyze and improve a manufacturing process)

How to use FMEA
Potential failure mode
Failure equals a loss of a wanted function. Potential failure mode describes what happens
when a failure occurs.
Potential effects of failure
Effects of failure is the consequence of the failure mode.
Severity
The effect of failure assessed on a scale of one (1) to ten (10) on how serious it is if it occurs.
One (1) for example does not harm the project. Ten (10) corresponds to a high risk of a
serious event.
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Potential causes/Mechanisms of failure
The causes of failure to occur.
Occur
An estimation of what the probability is that the failure may occur on a scale of one (1) to ten
(10). One (1) equivalent to that it is unlikely that the failure will occur. Ten (10) corresponds
to a high risk for failure to occur.
Current process control
Current auctions used to control the risks.
Defect
The probability that the failure is discovered before it leads to consequences on a scale of one
(1) to ten (10). One (1) corresponds that the failure is detected with high probability before it
occurs. Ten (10), unlikely that the failure is discovered.
RPN
Risk Priority Number equals Severity times Occurrence times Defections. The highest RPN is
1000 and the lowest is 1. Using RPN, one can prioritize the risks in order to know which ones
that are the most serious and should be prioritized first.
Recommended actions
Recommended actions to minimize or eliminate the risks.
For FMEA template, see appendix 21.

Risk management plan
In a risk management plan, you plan for how to act when a risk occurs. There are four
different strategies for how to manage the risks:
• Avoid
• Transfer
• Mitigate
• Accept
High risks with high RPN should always be avoided. Often can risks be eliminated by
increasing the communication between for example project members, distributors or
customers. If the risk cannot be avoided, transfer is the next option. Transfer it to another part
through contract. Mitigate the risks can also be done. For example, with insurance, parallel
activities and backup plans. Even the smallest risks need to be dealt with, accept is the
strategy to use in those cases. The management actions can be to have an extra eye and have a
financial buffer signed small risk management.
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Step 2
The second step is to do a general analysis of the market and to identify the most interesting
markets. You also need to narrow the search field for your new market in order to be able to
find the most interesting and most suitable for your product.

Limitations
In order to narrow the search field for new markets, you can make different limitations. A
limitation could for example be that you choose to only focus on European markets,
industrialized or developing countries. The purpose is to narrow the field until you find the
market where you are going to introduce your product.

Business Model Canvas
The Business Model Canvas is a strategic management startup template for developing new
or existing business models. It is a visual chart with elements describing a firm’s or product’s
value proposition, infrastructure, customers and finances. It assists organizations in aligning
their activities by illustrating potential trade-offs. The canvas has nine elements:
Key Partners: The network of suppliers and partners that make the business model work.
Companies forge partnerships to optimize their business models, reduce risk, and/or require
resources. Four types of partnerships are commonly distinguished:
1.
2.
3.
4.

Strategic alliances between non-competitors
Competition: Strategic partnerships between competitors
Joint ventures to develop new businesses
Buyer-supplier relationships to assure reliable supplies

There are three motivations to which partnership you should form:
1. Optimization and economy of scale: Here the object is the best allocation of resources
and activities. Since a company rarely owns all the resources needed to perform every
activity by itself, it enters into partnerships with companies who can supply optimal
costs.
2. Reduction of risk and uncertainty: Partnerships can reduce risk in uncertain
environments. Competitors often form a strategic alliance in one area while competing
in another.
3. Acquisition of particular resources and activities: Companies extend their own
capabilities by relying on other firms to supply particular resources or perform certain
activities. Resources could for example be knowledge, licenses or access to customers.
4.
Key Activities: What uniquely strategic things does the business do to deliver its
proposition?
Key Resources: What unique strategic resources must the business have in order to create its
value proposition, service its customer segment and deliver the product to the customer?
Value Propositions: What is the compelling about the proposition? Why do customers buy
and use?
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Customer Relationships: How do you interact with the customer through their “journey”?
Channels: How are these propositions promoted, sold and delivered? Why? Is it working?
Customer Segments: Who are the customers? What do they think? See? Feel? Do?
Cost Structure: What are the business’ biggest cost drivers? How are they linked to revenue?
Revenue Streams: How does the business earn revenue from the value proposition?

Market analysis
A market analysis studies the attractiveness and the dynamics of an existing market. The aim
is to identify needs or to create needs for the market operators. A market analysis involves a
description of the current situation of the different companies’ markets, customer relations
and the internal organization. A market analysis needs to be done in order to collect
knowledge of what the market offers and which suppliers there are.
Geographic area
The geographic area of the customer and their business.
Number of consumers/Size image
A business is not greater than its clientele. To get an idea of the size of the customer, this is a
good way.
Product right now
Which product is the customer currently using?
Supplier
Who delivers their current product?
Supplier contracts (timeframe?)
Is the customer bound by a contract with the supplier, and if so what contract and timeframe
is it?
Contact
Is there any contact that enables and simplifies initial customer contact?
Planned projects
Are there any information regarding the customer's future projects?
Procurement processes
Procurement processes for the customer. For example, public procurement.
Interesting information
Information that can be of value to get a good view of the customer
For template, see appendix 21.
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Customer segmentation
Separating group of clients into sets of similar individuals that are related from a marketing or
demographic perspective. A business can for example group its current or potential customers
according to their gender, buying tendencies, age group or special interests. The overall aim
of segmentation is to identify high yield segments, which are those segments that are likely to
be the most profitable or that have growth potential, so that they can become target markets.

Laws and regulations
In different countries- pros and cons with different countries, where can we enter the market
without bigger problems?

Competitor analysis
A competitor analysis is a strategic technique used to evaluate outside competitors. The
analysis seeks to identify weaknesses and strengths that a company’s competitors may have,
and then use that information to improve efforts within the company. In this analysis, you will
also analyze the competitors’ products. By doing a competitor analysis you can identify
possible competitive advantages that can be used in product development or marketing
purposes.
Offers
What does the competing company provide to its customer?
Strengths
Strengths of the competing company.
Weaknesses
Weaknesses of the competing company.
Customers
What customers does the competing company have today?
Perceived movement
Do they have different business areas or subsidiaries, etc.?
Size
Number of employees and sales of the company?
Suggestions
Suggestions on how to deal with competing company.
For competitor analysis template, see appendix 21.
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Step 3
Describe the market structure
In order to describe the market structure, analyze different distribution channels and to rank
potential customers, you need to do a deeper analysis of the market. The main point is to
determine who the customers are and to gather valuable information about them. This will
give you a better overall view of the different potential customers and you will then be able to
rank them by interest. From this ranking you will then be able to see which customers that
you should primarily focus on.
This step will also include a competitor and partner search where the aim is to identify, rank
and gather information about competitors and potential partners.

Perform a SWOT analysis
By doing a SWOT-analysis, which measures strengths, weaknesses, opportunities and threats,
you can compare your product with the competing ones on the market that you are aiming to
reach. You can then get both pros and cons with yours and the competitors’ products. The
information you get from this comparison will be very valuable if and when you need to
develop your product to make it applicable on international markets.
Template. See appendix 21.

Product requirements
After you have evaluated the SWOT analysis you can then make a list of different product
requirements that you get from the SWOT-analysis. these requirements are important when
you develop your product.
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Step 4
The fourth step comprises product development. In order to know how you need to develop
your product to make it competitive on the new market you evaluate and develop from the
pros and cons, product requirements, that you got from the SWOT-analysis in step two. You
need to determine what the most important product features are for your product and what
will make it stand out in comparison with the other existing products.

Unique Selling Point
It is important to know what makes your product stand out in comparison to others, especially
when the competing products or services around you are similar to your own. You need to
identify the product’s or the service’s Unique Selling Point, also known as the USP. A USP is
the benefit of a product or service that differentiates it from the competing brands and it gives
the buyer a reason to prefer the product or service over other brands. By identifying your
product’s or service’s USP you become aware of reasons to why the customers should choose
your product.

Customer Segment Canvas
You need to develop your product in consideration of your customer segment as well. A
Customer segment canvas is a good way to describe what the customer want and what you
need to do to achieve Fit.

Gain creators
Describe how your products and services create customer gains.
Product and services
List of all the value proposition that product and services are built around.
Pain relievers
Describe how your product and services solve the customer pains.
Fit
When you reach Fit, your customer profile matches your product or service profile. This
means that the product or the service solves the customer's jobs, pains and gains.
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Jobs
Describes what customers are trying to achieve in their personal and professional lives. What
work are they trying to get done? In this section, it is important to think from the customer’s
perspective in order to get a better understanding of him or her.
Gains
Describe the outcomes customers want to achieve or benefits they are seeking.
Pains
Describe bad outcomes and risk related to jobs.

Develop the product
The next step will be to develop the product. You should by now have the USP with your
product ready. This will help you to focus on what makes your product stand out from the
other ones. The development is further based on the SWOT analysis and the Customer
Segment Canvas.
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Step 5
Creating an effective sales strategy
Creating an effective sales strategy requires market knowledge, awareness of competitors’
activities, awareness of current trends and detailed business analysis.
A sales strategy consists of a plan that positions a company’s brand or product to gain
competitive advantage. Successful strategies help the sales team to focus on target market
customers and communicate with them in relevant, meaningful ways. Sales representatives
need to know how their products or services can solve customer problems. A successful sales
strategy conveys this so that the sales team spends time targeting the correct customers at the
right time.
Planning and creating an effective sales strategy requires looking at long-term sales goals and
analyzing the business sales cycle, as well as considering the sales people’s personal career
goals. This helps the managers to gain a better knowledge of the sales intervals, seasonal
changes and also what motivates the sales team. Based on the long-term strategy, the sales
managers should then create monthly and weekly sales strategies. This will be a tool for the
sales team to measure short-term performance.
Businesses use either direct or indirect sales strategies, which are two basic types of sales
strategies, to their overall plan. With the direct sales strategy, the sales people attack the
competition directly when talking to the customer. They talk about each feature of the
competitor’s product and compare it to their own. Indirect sales approaches apply more subtle
techniques by demonstrating features and benefits not available with the competition’s
products or service without even mentioning them by name. This more sophisticated strategy
requires more research and analysis of the competition.
A successful sales strategy includes product placement, promotion and customer testimonials
in addition to the core selling strategies for the sales team. Product placement and promotion
create brand awareness by using the various marketing channels available today. Social media
networks offer a free platform for increasing brand awareness. Business owners can apply
these tools effectively by spending time each day to communicate with potential customers on
their social network pages. Customer testimonials and recommendations that are easily
available for prospective customers to read or watch gives authority to a small business and
the products and services it offers.
Anyhow, no matter if a business uses a direct or indirect sales strategy or a combination of the
two, sales managers need to work with salespeople on techniques. New customer acquisition
and customer retention require two approaches.
Potential customers need communication that introduces the brand and product or service in
ways that can show how it can solve his or her problems. Current customers require more
personal communication about new features or benefits to keep them engaged. Promotions
and discounts work to motivate current customers to buy your product and to spread the word
to others.

Analyzing the business sales cycle
When you analyze the business sales cycle you aim to analyze the performance in order to
make improvements and become better. Established organizations use sales cycle analysis for
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competitive insight. A sales cycle analysis aims to answer questions regarding the customers
and their behaviour - are they choosing your product or the competitor’s?

Long- and short-term sales goals
Growing a business requires setting short- and long-term goals. Short-term goals are
something that you want to do in the near future. The short-term goals are often steps
necessary to achieve the long-term goals. A short-term business goal could for example be to
make sales and marketing a priority. An example of a long- term business goal that the shortterm goal helps to achieve is to increase business revenue by five percent within the next five
months.
The goals do not have to be linked to revenue. You can set up goals regarding for example
customer service or employee appreciation. A long-term goal regarding customer service
could be to receive at least 90 percent positive customer feedback on your product or service
that you provide. A long-term goal for appreciating employees could be to implement an
award for the best employee of the year.

Create a new market- blue ocean strategy
The business universe consists of two kinds of spaces- red and blue oceans. Red oceans
represent all the industries in existence today, they are the known market space. Here, the
competition is tough and the companies try to outperform their rivals in order to grab a greater
share of existing market demand. As the space gets more crowded by the time in the red
ocean, expectations for profits and growth are reduced.
The blue oceans stand for all the industries that are not in existence today. This is the
unknown market space where there is no competition. The demand in this ocean is created
rather than fought over. There is great opportunity for growth that is both profitable and rapid.
There are two ways to create blue oceans. In a few cases, companies can give rise to
completely new industries. But in most cases, blue oceans are created from within a red ocean
when a company modifies the boundaries of an existing industry.
In the future, it seems like the blue oceans will remain the engine of growth. Technological
advances have substantially improved industrial productivity, permitting suppliers to produce
an extraordinary array of products and services. And as trade barriers between nations and
regions fall and information on products and prices becomes instantly and globally available,
niche markets and monopoly havens are continuing to disappear.

Rank index and pipeline
Rank index is a sort of weight chart where you weigh the different constraints. This is a good
way to get an index that shows how interesting the customer is. The constraints are based on
what the project group considers important facts to decide which customers that should be
prioritized. Rank the constraints in a scale of one (1) to ten (10). After you get the rank index
of the different potential customers, the Pipeline should reflect the rank index on a ranking
list. A sales pipeline describes the different steps that salespeople take from first contact to
contract. Each sales opportunity takes place in different steps along the pipeline and you
move the customer depending on where you are with the customer in the steps.
Potential customers
Rank the potential customers by their rank index. should be done in every step.
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First contact
Customers that you have made your first contact with.
Meeting
Customer that you had the initial meeting with regarding sales.
Offer
Which customer that got a offer.
Contract
Contracted customer.
Contact
Contact person.
Potential customers
No ranking needed.
Title
Work title.
Number
Phone number.
Mail
E-mail address.
It is a great advantage to use sales pipeline to keep track of customers and where in the
process you are with the various customers in the steps. If you are in the business of selling
products or services, then the chance is big that you are already using a sales process guide of
any sorts then you can use that as well. For template, see appendix 21.
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13.19

Liquidity Budget 2017
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13.20

Result Budget 2017
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13.21

Templates for X.int

Find templates here.
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13.22 Product Brochure X.int
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