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1. Introduction  

 
Rapidly changing and growing market made entering to the market change a really hard 

venture. The assortment offered by competitors rose. To keep up challenges it is necessary to 

apply strategies and techniques which let the company to reach high position on the market. 

Still rising group of competitors made demanding of customers also rose. Surviving on the 

market started to be connected with ensuring high quality products, but with still keeping the 

same price of it. How company can achieve it? From the side of company it is connected with 

quick reaction to the customer needs and to gain it company has to take care after its 

flexibility. 

This paper is structured to answer the question why it is significant to be flexible on the 

market and also how to become a flexible company. To create cognitive perception of this 

issue, analyse of flexible company - an example of still prospering, a leader company HMS 

Industrial Network, is presented.  

The paper firstly identifies the research problem by presenting the theory gained from various 

literatures and then viewing prior researches concerning values of being flexible company, 

and secondly shows the methodology of the study. Next, the empirical findings from 

investigation of one, known as very flexible, company, are presented. Finally the conclusion 

is presented to see if reality support the thesis developed in paper.  
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2. Background  

 
2.1. The practical experience of the problem 

 

In order to introduce the subject with a specific example, the case of Kodak is a good element 

to present. This company was ever been the leader in the domain of silver photography. But in 

2003, with the arrival of digital photography, Kodak was not effective and did not trust this 

new market and technology for amateurs. They were the last to develop their digital products 

and they were too much focused on the silver photography and the perfection of this type of 

camera. Kodak did not study well the customers� expectations in the domain of amateur 

digital cameras. Finally now they have to reduce their losses by suppressing employees: as 

reported by the website Clubic, they suppressed 30 000 employees 

(http://www.clubic.com/actualite-69491-kodak-antonio-perez-restructuration.html). They 

repent their bad decisions because they were number one on the market and now they are the 

last. Found on the website Boursorama.com, here is the representation of their economic 

decadence by this graphic showing the evolution of the Kodak values on the stock exchange: 

 

 
Fig.2. Evolution of the Kodak values on the stock exchange 

(http://www.boursorama.com/graphiques/graphique_histo.phtml?symbole=EK) 
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Considering this example, these questions have to be asked: when Kodak should have begun 

to respond in order to try staying the leader on the market? What strategies Kodak should 

have applied in 2003 to develop high quality digital cameras with success by becoming more 

flexible? This case study will explain and show how a company can be more flexible and why 

it is important for its survival on the changing and growing market. 

 

2.2. Problem identified in theory 

 

2.2.1. Strategic windows 

 

Company, to stay competitive, to attract and to satisfy customers more that competitors, has to 

do a « strategic market planning ». But the environment in which company prepare a plan is 

constantly moving: markets evolve, new technologies appearance affect customer needs 

etc�Company therefore must learn to adapt its organisation to all the evolutions. Then, the 

�strategic marketing planning� is here to help company to realise this indispensable 

assignment to success. 

 

So one of the main problems that a company can meet is his inability to adapt and change. To  

begin, according to Doyle and Stern (2006), the types of environment changes what company 

can meet are: environment of continuous changes and environment of discontinuous changes. 

In an environment of continuous changes, evolutions are slow and easily foreseeable. For 

example, demographic changes are continuous environment changes. Then, environment of 

discontinuous changes are blunt and not easily foreseeable. So it is difficult for the company 

to anticipate and plan something. New technologies are a part of this (Doyle and Stern, 2006). 

Actually, discontinuous types are more common than continuous types. Therefore, 

company has to be more and more flexible, besides preparing a strategic planning. Otherwise, 

company can�t take advantage of new opportunities on the moving market. Also, in unstable 

environment with turbulences difficult to anticipate, company must be able to profit and know 

when and where there are some strategic windows (Doyle and Stern, 2006). 

 

When a brutal change arises suddenly on the environment of the company, important 

development on the market occurs. We call those strategic windows. The problem with 

strategic windows is that if company is a market leader, it risks to be substituted on this part 

of the market by new contenders, which will take advantage of the opportunity. In this case, to 



Strategic Marketing & Management 
Bachelor�s Dissertation 

 6

avoid this situation, market leader have to close the strategic window. Also, new company on 

the market must be rapidly efficient and go through the open window.  

As reported by Doyle and Stern (2006), different major causes of strategic windows opening 

exist: 

• �New technology�: 

Brutal outbreak of new technologies can make obsolete product of market leaders. 

• �New segments�: 

A window is open for new competitors who quickly understand new customer needs on a 

market. 

• �New channels of distribution�: 

Development of new channels of distribution creates strategic windows. For example, first 

companies who began to propose supermarket by internet took advantage of an open window 

and big opportunities. 

• �Market redefinition�: 

A market redefinition happen when occur �changes in the offering demanded by buyers or 

promoted by competitors to enhance its perception and associated sales.�* 

• �New legislation�: 

New regulations or laws for example from the government provoke strategic windows. In 

France, the cessation of a unique telephone directory by telephone (12 by France Telecom), 

has permitted to the creation of this service by a lot of companies (118 712 by Orange, 

118 008 by Pages Jaunes etc�). This cessation happened in order to open the competition. 

• And �environmental shocks�: 

Environmental shocks happened often due to changes of political events, interest rates or 

usual products prices (Doyle and Stern, 2006). 

 

Now Doyle and Stern (2006) explain how and why companies are so slow to respond to 

strategic windows. This study exposes, in time, what a company often do when it realise 

wrong things as concern strategic windows.  

First, company doesn�t realise than customer needs are changing and are mistaken by growing 

sales. Company doesn�t see that in fact, market share decline bit-by-bit, and that a new 

contender is responding of new customer needs. So company begins to fall behind the new 

contender. It is called the �observation delay� by Doyle and Stern (2006). 
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Then, it is too late for the company to react quickly, and company lack of time, power and 

knowledge to give a good solution. Company is here near a crisis level. Doyle and Stern 

(2006) talk about a �procrastination period�.  

After this period, it is the time for company to react. But company often does the wrong 

things again by a period of �retrenchment�. In fact, to minimise cost of production is not the 

good thing to do for a strategic window. 

Finally, to have the chance to survive, company has recourse to a �power shift�. That means 

company totally changes management team, and search a new strategy adapted to the changed 

environment with the new team (Doyle and Stern, 2006). 

 

2.2.2. The beneficial impact of being customer-oriented on products quality 

 

It is widely accepted that the way a company treats its customer plays a key role in future 

profitability. Nevertheless if one try to remind how it was before the customer led business 

arose, one will see that customers not always was given a front place in firms� strategies. At 

the very beginning companies focused their activities only on products. Henry Ford�s famous 

sentence �They can have any colour of car they like � so long as it�s black!� (Bonetto, 1988) 

presents the essence of production era: producing the products more efficiently than 

competitors. When it appeared that not only developing technology lead to success the 

strategy changed to sale orientation, but after some time businesses understood that even if 

they manage to sell their product using the power of advertisements or sales promotion, it will 

not guarantee future profitability. Customers, who bought offering product only because they 

were coned by aggressive selling activity of company, will never come back and do the same 

mistake. Customer orientation sometimes is substituted by financial orientation. It means that 

company is geared only toward their financial assets, is treating customer as a financial 

institution. It is not an assurance of long-term relationship with customers (Doyle and Stern, 

2006). 

 

Nowadays every thriving company is customer oriented. It means that a firm is actively 

engaged in stressing the customer as the focal point of strategic planning and execution. 

(Brady and Cronin, 2001) Why customer orientation is so important? Does such an attitude to 

customers� out coming behavior really deserve to be spreaded and implemented? It is very 

important to see the sense of customer led business. Understanding that the effect of customer 

oriented activity is not only satisfied customer can make easier to learn this issue. Companies 
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trying to response on changing customer requirements keep up a process of continuing 

improve, which is positively associated with the evaluation of the quality of their services. 

Many companies implemented ISO 9000 Quality Standards, which completely changed the 

character of their prospering. Unfortunately not every company does understand the 

importance of quality. Some of them produce cheap products to attract customers with its low 

price. Companies prospering in such a way become a threat for other competitors. It�s 

important to underscore that the variety of customers forms a wide spectrum. Some 

companies choose to address one of the segments, whereas other companies pursue several 

types of customers. According to Gryna (1980), for purposes of planning the quality three 

types of customers are identified: 

• Those who emphasize initial purchase price as equal to or more important than quality 

• Those who evaluate alternative products on both initial price and quality 

simultaneously 

• Those who place emphasis on obtaining �the best� 

For every future manager it is very significant to know the importance of improving quality of 

products and processes. Quality can be an aspect of both physical goods and intangible 

services. The quality movement of the 1980s and 1990s had its origin much earlier, when 

industry in Japan embraced concept of quality control from the USA. This concept arose as 

tools and techniques for applying statistics to industrial decision making. Due to a change in 

philosophy, not in technique, these concepts advanced considerably in Japan. Eventually 

quality moved from quality control through quality assurance to quality management, 

becoming a managerial imperative rather than a technological one. Such a change moved the 

issue of quality to the top of an organization. At the same time, the technology of quality 

moved from a sampling inspection of lots to ensure customer protection, through on-line 

quality control using Statistical Process Control (SPC) techniques, to off-line quality using 

designed experiments to optimise product and process design (Gryna, 1980). 

The most influential technique in the recent quality movement has been Total Quality 

Management (TQM), which become part of the working life in many organisations. TQM is 

quite representative of quality systems, and seeks to improve quality through a change in 

management philosophy (Drury, 2003). It is important to understand that quality is the 

responsibility of top management, but cannot be achieved without involvement at all levels. 

The same rule obliges the customer orientation. Every employee in company has to be 

customer oriented otherwise all efforts will fail (Doyle and Stern, 2006). 
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Customer orientation makes company be very flexible. Every field of its activity must be 

customer oriented because organisation is like human body � everything is connected. 

Company offering high quality products are trustworthy, which makes it attractive for market 

stakeholders. Good cooperation with suppliers counts the same as long-term relationships 

with consumers. Sometimes it seems to be forgotten that customer is anyone who is affected 

by the product or process. Three categories of customers can be distinguished: 

• External customers (current and potential), their numbers can for example  depends on 

their economical powerful or technological sophistication 

• Internal customers (including employees at both managerial and workforce levels) 

• Suppliers as customers (Gryna, 1980) 

One manufacturer must see the needs of all customers: those who approve the purchase, those 

who influence the decision, those who sign the purchase order, and those who are end users. 

In practice some customers are more important than others and command priority.  

The next problem appears if company thinks that the main target of their existence is to attract 

customers. Just make people buy their products. Creating a long-term relationship with 

customers demands a lot of effort. If company doesn�t think about the future situation on the 

market, one won�t stay in the leader position very long. The firm has to be aware of the fact 

that it is significant to know how make a customers retain with its brand not only how to 

attract them. Satisfied customers are highly valued assets, dissatisfied can destroy rapidly the 

business! According to Doyle and Stern (2006) it is said that dissatisfied customer will tell 14 

others about the poor service. Some companies measured LVC � Lifetime Value of 

Customers, to estimate the potential revenues they will generate. It is useful to make a 

distinction between customer satisfaction and customer loyalty. In brief, a satisfied customer 

will buy from one company but also from its competitors while loyal customer will buy 

primarily from our company. A dissatisfied customer is unlikely to be loyal, but surprisingly, 

a satisfied customer is not necessarily loyal.  

The managers have to also be aware of the fact that field complaints are a poor measure of 

product performance. Some users complain despite the fact that the product is fit for use, 

whereas others do not complain despite the fact that the product is not fit for use. Whether or 

not the complaint is made depends on several factors: age, affluence, technological skills of 

users; seriousness of the defect as seen by users; unit price of the product. Every company 

must know that a low complaint rate is not proof of customer satisfaction (Doyle and Stern, 

2006). 
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Customer should be at the heart of businesses (Drury, 2003). Customer-oriented firms 

benefits at multiple levels and what�s more, having a customer orientation has a positive 

influence both on customer perceptions and the performance of the firm. It means that such a 

firm has better quality of physical goods and employee performance. 

Management should be involved in emphasizing the importance of having an organizational 

capacity to learn how to identify and adapt to the needs and wants of consumers (generate, 

disseminate and be responsive to customer information). Being customer oriented enhances 

the perceptions of the quality of an organization�s overall market strategies, which, in turn, 

increases customer loyalty, repurchase, and willingness to offer positive word-of-mouth 

recommendations. It is really useful for the company to have an effective and efficient market 

information system that would collect customer complaints and enact service recovery effort: 

developing new effective strategies, training frontline service employees (Gryna, 1980). 

 

2.2.3. Flexibility of a company 

 

Flexibility on the market is strictly connected with strategic windows and customer 

orientation issues. In the olden days when the companies started to come into being 

production was really primitive. It required a lot of effort and wasn�t really efficient. The cost 

of production was high. When customer needed to buy something one wants, the market 

didn�t offer ones much choice. The initial steps towards industrial development were followed 

by Taylor. His observation gave rise to great progress. According to Taylor�s theory known as 

a �Scientific Management� described by Bonetto (1988) the manager�s role is to determine 

worker to be specialized in his tasks. The role of manager is to provide him the best tools, to 

train him to follow the instruction. The early 20th century is connected with appearance of the 

mass production process which stemmed directly from progress made in manufacturing 

machinery and especially the precision processes which allowed production of 

interchangeable parts. The first, and still famous, example of mass production specialized 

process is car assembly line build by Henry Ford, mentioned before, in 1913 which was long 

about 20 km. Every worker was specialized in doing sufficient job which narrows constraint 

of mistakes and make it much more faster with a consequent reduction in the price of the car. 

Faced with the results of the work there was a great temptation to product faster and faster, 

more and more. It led to increase the consumption, it means export the product. Large scale 

production demanded improvements in selling. Marketing and advertising appeared. New 

companies appeared with similar products. As Henry Ford quickly realized, the assembly line 
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is based on three principles: planning, scheduling, control and continuous movement of the 

product through the factory (Bonetto, 1988).  

And with this he is able to achieve high levels of productivity. According to Taylor�s theory 

as Bonetto (1988) mentioned worker will perform their tasks without questions with 

standardized movements only. The idea was to make it faster, and to receive more money. It 

turned out that this thinking takes aspiration of workers away and theory failed. Production 

process implemented by Henry Ford was an unusual innovation on those days. From the 

assembly line drove down cars which parts was replaceable. Mass production allowed 

fulfilling warehouses from where customers can buy their product at once. But with the 

passing of time market was getting saturated and demanding new products. Products offers on 

the market were stiff. Adapting �stiff thinking� company to improve the product or put the 

new model of the product on the market took a lot of time which cost subsequent changing of 

customers needs and not targeting in time in the market need.   

So afterwards all led in one direction: to produce more, cheaper, in better quality than 

competitor and to produce for customer. It started to be the condition for the company to 

survive on the market: the highest quality, modernity of products and always competitive 

price. The demand on the market were changing to different products what made companies 

to change the profile of producing. Following that bigger choice for customers shorten 

product life-cycle. It is often more moral than physical consumption. Growing competition on 

the market made companies to improve their products or to put new ones on the market. In the 

process companies tried to shorten decision and production process to be faster than 

competitors. To satisfy customer production companies started to be flexible to stay as a 

leader to pursuit the leader place at the market (Bonetto, 1988). 
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3. Problem and purpose  

 
Nowadays technology develops so quickly. Even customers have problems to follow all new 

trends and innovation. Nevertheless they are still very demanding and the most important part 

of the market. Some of them are experts in the fields, some want to show off in front of others 

by having new gadgets. Being a part of company require being able to become all kinds of 

customer, imagine their needs and predict what they are capable of buying. This subject 

shows that organisation has to be an interdisciplinary object. It has to combine various 

competences: technical, organisational, financial, psychological, analytical and so on; no only 

develop skills of the employees, but also give them chance to reveal their capabilities. That�s 

why flexibility can not be perceived as a separated, unconnected factor of competitiveness.  

How to become a flexible company? Why is it significant for company to be capable of being 

flexible in competitive market? 

This paper is about to answer these research questions. Problem connected with becoming 

flexible is defined in theory above. Carrying out the research, the paper presents that the 

company which wants to be competitive on demanding, saturated market should become 

flexible to be able to close appearing strategic windows and satisfy customer needs by 

continuously improving products or be open to changes. 
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4. Frame of reference 
 
The field of study this paper concerns was examined before. Researches have attempted to 

show and improve the problem of flexible company on the market. Many authors examined 

how this problem can be solved and they present their theories about the subject. There were 

also carried out case studies which present the problem of flexibility from various points of 

view. Some of them confirm the theory others add new hypothesis showing how to be 

flexible.  

In this paper flexibility is presented also from different points of view. The reason is that this 

issue is connected with multiple areas of company�s activities. The study analyses the 

flexibility of the company in three dimensions: how to use strategic windows; why company 

has to be customer oriented; flexible production as a rate of being flexible at low cost. 

 

4.1. Closing strategic windows - elimination of lags 

 

What company must do to avoid or minimise this situation of lags? Four solutions which are 

appropriate for each lag according to Doyle and Stern (2006): 

• �Effective management information systems�: 

With this solution, company study customer behaviour dint information technologies, instead 

of just observing sales during a long period. That permit to the company to see where the 

market is changing and to react when it is time. 

• �Enhanced strategic capabilities�: 

Management of company must make decisions by considering customer changes and not 

product sales. Also, they must have a good insight and vision of environment. 

• �Corporate flexibility�: 

It is preferable for company to keep costs fixed by a flexible reorganization, instead of 

completely cutting down costs of production. The risks are then diminished. 

• �Rapid power transfers�: 

When a modification of team is needed, it is recommended to do it quickly, directed by an 

independent group of managers.  
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4.2. How to face the problems connected with being customer-oriented 

 

According to Doyle and Stern (2006), creating customer-led business requires a few things: 

clarity of goals, intense commitment over a long period, and active involvement of the entire 

workforce. Changing into customer orientation has to be started with creating the mission. It 

means that every employee must know why one has to change his behaviour, why company 

has such a strategy, what is the vision of winning the game that one is part of. The best people 

react when they are given a clear motivating challenge. 

Second step is to collect information about current situation and to assess what needs to be 

done. It is so called marketing audit, which helps company to develop an effective positioning 

strategy. 

It is also important to organise a large-scale campaign of education and training of the 

workforce. Due to that employees will be translated how to change the strategy into action 

and how they can contribute in the process of change. Quality is an answer to customer 

requirements, and to fulfilling these requirements company has to engage such employees 

who are empowered to improve quality. According to Gryna (1980) there is an emphasis on 

quality control by design rather than in-process. For instance in service quality, this can take 

the form of clear statements of the service task and a good administrative support. Secondly, 

there is a focus on errors and their consequences, reflected by studies of critical incidents. 

Finally, there is the acknowledged importance of the production operator. 

 

Summing up management should empower a whole stuff to identify the key tasks themselves 

and to find and implement solutions. However, implementation of strategy is as important as 

maintenance it. It means visible and consistent support, reward system, and permanent 

monitoring all companies� activities.  

 

It is a focal issue to understand customer needs. Customers needs create for company the path 

to follow. To keep up this patterns company has to be capable to predict coming changes and 

to respond to them as soon as possible. The case study �Internal dynamics of customer-

oriented service organizations. Implications from a cognitive perspective� carried out by 

Ryusuke Kosuge, tries to investigate the question of how an organization can be customer-

oriented. Based on a critical examination of existing research that implicitly assumes cultural 

homogeneity, the paper views organizational culture as a varying degree of shared cognition 
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among its organizational members and focuses on individual employee�s customer orientation 

(Kosuge, 2006).  

The result of the research shows that the degree of customer orientation is determined by the 

company. The case study confirmed two theoretical hypothesis: 

a) Customer orientation is positively related to customer contact  

The finding that customer contact employees are highly customer oriented can be explained 

by the concept of cognitive coupling (Adams, 1976; Weick, 1979) between contact employee 

and the customer. Another explanation for this fact is that there are interpersonal influence 

processes among contact employees. For example, Hartline, Maxham III, and McKee (2000) 

indicate that customer orientation prevails through the socialization process within a 

workgroup. It is reasonable to infer that such an influence process is based on positive 

attitudes and behaviors of employees. Managers who are concerned with developing a 

customer-oriented organization should encourage employees to have contact with the 

customers and promote experimental learning.  

b) Customer orientation is positively related to others-orientation  

Customer orientation is suggested to pervade the organization through the interpersonal 

influence process among employees. This kind of influence process can be viewed as a 

formation process of subcultures. In the context of this study, subculture with respect to 

customer orientation may be developed primary through the sharing of local customer contact 

(Kosuge, 2006).  

 

The significance of understanding customer need is also clearly underscored by authors in 

literature. For example according to Doyle and Stern (2006) it is very useful for company to 

carry out the market research, which purposes are: 

• Determine customer needs, 

• Measure current customer satisfaction, 

• Analyze customer retention and loyalty issues.  

Determination of customer needs has several facets. These include both short-term needs to 

perform surgery on current products and longer-term needs to integrate quality into new-

product development. Companies should not only ask customers directly what their needs are 

but also methodically study how customers currently use the product. Then their total system 

of use is analysed to identify hidden needs. This process provides specific ideas for modifying 

current products and helps to discover opportunities for new products. Needs must be 
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periodically evaluated because today�s new needs become a routine expectation tomorrow 

(Drury, 2004). 

Measurements of current customer satisfaction start with translation quality into specific 

attributes that customers say are important. It should also include the quality attributes for the 

full life cycle from initial contact with a salesperson to customer service after a sale. Finally 

the customers have to be asked whether they would purchase from the company again or 

recommend it to friends (Doyle and Stern, 2006). 

Data on customer satisfaction can be collected by various methods, including market surveys, 

post transaction interviews, focus groups, mystery shoppers, employee reports, surveys and 

interviews, call centers for complaints and other comments, customer advisory groups, and 

customer segment surveys. The Web can also be used to collect customer satisfaction data 

through on-line customer surveys. On-line research is faster than phone or mail surveys and 

can have higher response rates because it is more convenient and less intrusive than other 

methods(Doyle and Stern, 2006). 

All data from various sources can be integrated into a database, and Customer Relationship 

Management (CRM) software can then be used to analyze and make the results available 

immediately to all functions in an organization. The basic elements of CRM are: 

• Identify customers, 

• Differentiate customers by their value to the company, 

• Differentiate customers by their needs, 

• Interact with customers in a way that builds a lasting relationship, 

• Customize some aspect of the goods or service that is provided to these key customers 

(Baxter, Collings, Adjali, 2003). 

The emphasis on building relationship with customers led to a changing role of customer 

service representatives. The front-line workers have one primary responsibility: answer 

customer questions and resolve customer problems. But it involves careful listening about the 

problem and then discussion that can create a relationship with a customer. This relationship 

means increased sales of product. That�s why front-line personnel have to have problem-

solving capabilities and flexibility in the interpretation of policies and procedures (Gryna, 

1980). Company has to take care and concern on the part of the stuff that meet the customers, 

because for customers they are the company.  

This is some of the hints showing how company can be successfully customer- oriented. 

There is no instruction that is treated as the best one and has to be followed. However given 
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examples can create a general vision of company that is customer-oriented, show the main 

goals and activities helping to achieve them. 

 

4.3. How to become a flexible company 

 

Flexibility is blended with ease to adapt to changing processes and according to Lis, Santarek, 

and Strzelczak (1994) flexibility influences a lot quality and the level of customer satisfaction. 

So one can say that next to productivity and quality is the factor, which decides about 

competitiveness of the company. Processes which happen on the market are changing 

constantly. Changing the production is very expensive and risky process. Operating on 

saturated always changing market company has to be sure that the product would be ready at 

the time it needs to appear. But firstly the company has to know what to product. The aim is 

to research the market and find what the customer needs. The time is really important issue. 

The company can�t be late in targeting the customer. Customer can describe one�s need in one 

way but it could be change in half of a year. That is way the Research and Development 

departments are so important for the company who wants to keep close contact with the 

customer. Company with such approach is available to improve the product or to put on the 

market innovative one to offer the customer a new benefit. According to Doyle (2006) 

innovators can position products across more segments of the market coverage and less 

vulnerability to the fortunes of any one niche. Every year IBM�s Global Business Services 

review takes global look at a topic that is increasingly important to CEOs and government 

leaders worldwide: innovation. The one is the essence of one of the core IBM values our own 

employees shaped: �Innovation that matters � to our company and to the world.� Getting 

throw the result from the year 2006 one can notice that the company keeps invest in this 

department. The competitive pressures have pushed business model innovation much higher 

than expected on CEOs� priority lists. Iwt was noticed the overwhelming importance of 

collaborative innovation � particularly beyond company walls. Business partners and 

customers were cited as top sources of innovative ideas. CEOs acknowledged that they have 

primary responsibility for fostering innovation. But to effectively orchestrate it, CEOs need to 

create a more team-based environment, reward individual innovators and better integrate 

business and technology. 

Based on these CEOs� collective insights, several considerations were offered that can help 

organizations sharpen their own innovation agendas: 
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� Think broadly, act personally and manage the innovation mix � Create and manage a broad 

mix of innovation that emphasizes business model change. 

� Make your business model deeply different � Find ways to substantially change how you add 

value in your current industry or in another. 

� Ignite innovation through business and technology integration � Use technology as an 

innovation catalyst by combining it with business and market insights. 

� Defy collaboration limits � Collaborate on a massive, geography-defying scale to open a 

world of possibilities. 

� Force an outside look...every time � Push the organization to work with outsiders more, 

making it first systematic and, then, part of your culture. (IBM Global Business Services, 

2006) 

The study indicated a growing recognition that new innovation was the preferred 

path to achieving growth and brand value.  

But invention is definitely not enough to achieve success with the product which is still the 

one on the paper. Flexibility of the company is strictly connected with flexible planning. In 

traditional engineering a relatively short time is spent defining the product. A relatively long 

time is spent designing the product and a surprisingly long time is often spent redesigning the 

product. The key to shortening the overall design time is to better define the product and 

better document the design process. The issue of Concurrent Engineering (CE) appeared as a 

systematic approach to integrated product development that emphasises the response to 

customer expectations. It embodies team values of co-operation, trust and sharing in such a 

manner that decision making is by consensus, involving all perspectives in parallel, from the 

beginning of the product life-cycle. This is a process in which appropriate disciplines are 

committed to work interactively to conceive, approve, develop, and implement product 

programs that meet pre-determined objectives (Lamancusa, 1998). 
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Fig. 4. Example of design changes as a function of time for an American and Japanese automobile.  

 (�Engineering Modeling and Design� � Chapman, Bahill & Wymore) 
 
 
Improving the product or putting new product on the market is also connected with new 

selling strategy. After researching the market the company has the idea of the new market 

group or if the same the new functions of the currently being prepared product.  

According to Honczarenko (2000) rapid technological change and fickle consumers mean 

firms can fall out of favour fast. Where a company can buy in component products and 

services, rather than make them, it has a self � righting mechanism that reduces its downside 

risk of failure. Contracting out manufacturing is less risky than investing in expensive 

factories. Contractors also allow their customers to concentrate on what adds the greatest 

value these days: innovation and branding. 

Many companies decided to use outsourcing as a solution in saving time and money. Some 

see industries which will be a service provided by global suppliers. This way it can spread its 

risks. We can easily notice such a situation around well known car producers like e.g. 

Volkswagen which surround oneself with suppliers. The company do everything to create 

favourable conditions to attract certain suppliers as close as possible. While changing the 

market company changing the production and attract other suppliers which fulfil it needs.  

To ensure fast reaction of the range of products company needs manufacturing process to be 

also flexible. Flexible Manufacturing System (FMS) is an automated solution of Taylor�s idea 

of manufacturing. According to Honczarenko (2000) it is described as an integrated group of 

numerically controlled machines connected with transport system, product changing system, 

tool changing system and control � measuring system controlled by central computer capable 
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to manufacture in any chosen order components or parts belonging to specific family with 

shared technological features and different construction one.  

Companies are looking for cutting as much as possible the time with entering the market. 

Presented techniques are used to achieve it. The process of reaction to customer changing 

needs demand involvement of all companies departments. Flexibility is for company not only 

the set of processes. Flexibility should be the mission to attract the customer and keep one 

close with companies� product.  

To sum up it is presented the contribution to the theory of flexibility in the case-study carried 

out by Dannish Research Institute. Basing on various types of companies it measured the 

degree of flexibility depends on different factors, such as: size of the company, its position, 

recruitment demands, relationship with communities, etc. This research support one of the 

main statements of this paper, namely that flexibility of company cannot be perceived as an 

unconnected, individual factor of becoming successful company. Authors of this case study 

also claim that the flexibility of the company can be measured according to many aspects. 

Lund and Gjerding (1996) proved that more flexible firms tend to combine technical and 

organizational innovation to a larger extent than the less flexible firms and consequently are 

more inclined to employ new work organization principles. Authors of the research do not 

propose to define the flexible firm as such, but instead prefer to speak about degrees of 

flexibility for example: firms are characterized as being more or less flexible. Their case study 

shows the connection between firm size and the firm�s position at the flexibility. The 

medium-sized and large firms tend to be more flexible than the small firms, and 

manufacturing firms tend to be more flexible than non-manufacturing firms. It was also 

shown that the firms differed with regard to changes in their demand for labor. With 

increasing degrees of flexibility, more firms were observed to have increased their demand on 

recruits regarding both vocational and social qualifications. The next observed conclusion is 

that among the more flexible firms, routine work has decreased and intra-organizational co-

operation increased in far more instances than among the less flexible firms. (Lund and 

Gjerding, 1996) The study revealed that a majority of the most flexible firms also point to the 

importance of cooperation committees as having positive effects on the organizational 

development of the firm. It was noticed that there seems to be a strong correlation between 

productivity level, measured in terms of value added per full time employee, and flexibility. 

This observation supports the expectation that an emphasis on learning and innovation 

combined with flexible features such as the delegation of responsibility and team work are 

beneficial to organizational performance in the present industrial circumstances.   
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Frame of reference it was shown, describes the matter of flexibility in many aspects. The aim 

of the paper is to contribute presented results of researches by combining aspects mentioned 

above. What�s more the flexibility was presented from a perspective of different factors, 

which are not mentioned by our predecessors. In this paper it is proved the importance of 

seeing flexibility as fulfilling following factors. 

! Customer orientation as a map leading the company�s activities to behave flexible; 

! Innovation as a tool for closing strategic windows;  

! Flexible organization of company�s work and production; 

The result is about to confirm whether the company that follows this key factors, has better 

chance to become a flexible and successful company on the market.  
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5. Methodology 
 

This chapter describes the methodology used in the research along with justification of their 

choices. Subsequently process of data collection will be explained and after validity and 

reliability of the work will be demonstrated. 

 

5.1. Method 

 

Research Approach 

In order to answer the research questions, it is important to researcher to achieve suitable 

information. For that reason researcher has to choose between qualitative or quantitative 

approach to research or mix of both. The choice is directly connected with previous research 

purpose�s choice. 

 

According to Malhotra (1999) qualitative research provides insights and understanding of the 

problem setting. Qualitative method is used to gather information that can not be quantified, 

that means directly observed and measured, for example, feelings, thoughts, intentions and 

behavior (Aaker, Kumar & Day, 1998).  

Qualitative studies are concerned with answering questions such as "What is X and how does 

X vary in different circumstances, and why?" rather than "How many Xs are there?" (Pope, 

Mays, 1995). 

 

In opposite to qualitative, quantitative research is well structured and formalized. As Malhotra 

(1999) states, quantitative research seeks to quantify the data and, typically, applies some 

form of statistical analysis. The quantitative approach to research also characterize big amount 

of representative cases and bigger distance to them. Therefore researcher has a good control 

over the research. Still quantitative research can answer on questions �when�, �who�, �how 

much� but not �why� and �how�. 

 

To get a bigger understanding of how company can maintain its position on dynamic market 

by being flexible and how to achieve the flexibility, qualitative approach was chosen to 

research as more relevant in this case. Since the objective is to explain why it�s so important 

to change company into flexible structure and what the benefits are of being capable of quick 



Strategic Marketing & Management 
Bachelor�s Dissertation 

 23

respond on rapidly changing customers� needs on the markets, the qualitative research will be 

most appropriate in presented opinion. 

 

5.2. Type of research 

 

Yin distinguishes between three types of research: exploratory, descriptive and explanatory.  

Exploratory research is a type of research conducted because a problem has not been clearly 

defined. Exploratory research helps determine the best research design, data collection 

method and selection of subjects. Given its fundamental nature, exploratory research often 

concludes that a perceived problem does not actually exist. The results of exploratory research 

are not usually useful for decision-making by themselves, but they can provide significant 

insight into a given situation. Although the results of qualitative research can give some 

indication as to the "why", "how" and "when" something occurs, it cannot tell us "how often" 

or "how many" (Gummesson, 1991). 

Explanatory research is a style of research in which the primary goal is to understand the 

nature or mechanisms of the relationship between the independent and dependent variable. 

Explanatory research uses experimental design. It is the most rigorous of all the research 

designs that allows causal inferences to be made. This research uses random sample and 

randomization of subjects. (Gummesson, 1991) 

Descriptive research describes data and characteristics about the population or phenomenon 

being studied. Descriptive research answers the questions who, what, where, when and how. 

Although the data description is factual, accurate and systematic, the research cannot describe 

what caused a situation. Thus, descriptive research cannot be used to create a causal 

relationship, where one variable affects another. The description is used for frequencies, 

averages and other statistical calculations. Often the best approach, prior to writing 

descriptive research, is to conduct a survey investigation. (Gummesson, 1991) 

The paper has the aim of description and that�s why descriptive research it is going to be 

used. It allows to follow-up with examinations of why the observation of flexible company 

exists and what are the factors that helps company to stay on dynamic market.  
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5.3. Population and sample  

For this qualitative research, the study of an important manufacturing company who is related 

to our subject about flexibility, customer orientation and quality was decided. So first, the 

population group is manufacturing production companies from the Halmstad neighborhood 

what makes the research easier to follow. For the sake of money, time and effectiveness, 

researchers prefer to focus on their city of habitat.  

On the Halmstad�s market the HMS Industrial Networks was chosen as the sample of this 

qualitative research. Indeed, this company is ideal to interview and study for our case because 

it is an international and manufacturing company whose activity and strategies (innovation, 

flexibility, customer orientation) perfectly correspond to the research. That is why researchers 

chose HMS Industrial Networks.  

As reported by the website www.hms-networks.com, HMS Industrial Networks, founded in 

1988, became a company leader in the field of the industrial networks. HMS develops, 

produces and sells intelligent interfaces of communication under the mark on the market of 

products of automation, bringing at the same time value added and flexibility to 

manufacturers and to product users of automation. The products of HMS are manufactured in 

Sweden in factories equipped with modern means of production and the company sells his 

products to three different areas: Europe, Asia and United States. Because the success of the 

products of HMS is established on the innovation and an attachment with quality, flexibility 

and service, this company should give interesting and various data and sources of analyses for 

the study. Finally, HMS Industrial Networks is a convenience sample for this case study 

(http://www.hms-networks.com/). 

5.4. Instrument/technique to collect data 

 

Research Strategy 

The researcher can choose from several research strategies. According to Yin (1994) there 

are: experiment, survey, archival analysis, history and case study. All of them have some 

advantages and disadvantages and even for experienced researches sometimes it is difficult to 

choose proper investigation method. In order to select relevant research strategy researcher 

has to get through three conditions, namely, what are the questions he wants to answer, if he 
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requires control over behavioral events and if he is focusing on contemporary events. All of 

these conditions are stated in table x along with five research strategies. 

 
Table x. Relevant situations for different research strategies, Yin, 1994, p. 6 

Strategy Form of research question Requires control over 
behavioral events 

Focuses on 
contemporary 
events 

Experiment How, why Yes Yes 

Survey Who, what, where, how many, 
how much No Yes 

Archival 
Analysis 

Who, what, where, how many, 
how much No Yes/No 

History How, why No No 
Case study How, why No Yes 
 
For the reason that the thesis is going to answer on how and why the company is flexible on 

market it was resigned from survey and archival analysis methods. On the next step it was 

decided that experiment is impossible to make in the case because there is impossible to have 

control over any behavioral events. Lastly, the third condition it was taken under 

consideration confirmed that the case study is most appropriate for the research focusing 

interest on contemporary events, actual situation of the company and even future strategies, 

not history. 

 

According to Aaker, Kumar & Day (1998), a case study is a comprehensive description and 

analysis of a single situation. Yin (1994) describes a case study as �an empirical inquiry that 

investigates a contemporary phenomenon within its real life context, especially when the 

boundaries between phenomenon and context are not clearly evident�. Therefore, as a result, 

the researcher may gain a sharpened understanding of why the instance happened as it did, 

and what might become important to look at more extensively in future research. Case studies 

lend themselves to both generating and testing hypotheses (Flyvbjerg, 2006).Consequently the 

purpose of case studies is to seek conformity between the results and the theory. This means 

that the theory helps to identify other similar events to the result that can only be generalized 

after further studies (Yin, 1994). 

 

Therefore a qualitative case study was chosen to be used, to try to find answers on carrying in 

this paper research �how� and �why� questions, and conformity between the theory and the 

facts. 
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Data Collection Method 

There are two kinds of data that can be used to research, primary and secondary data. 

According to Malhotra (1999) Primary data are originated by a researcher and used for the 

specific purpose. Obtaining this kind of data is very often expensive and time consuming. 

Opposite to primary, secondary data have already been collected for purposes other than the 

researcher�s problem. This kind of data can be obtained quickly and inexpensively.  

 

Every data collection needs some source of evidence. According to Yin (1994) there are six 

sources of evidence, namely, documents, archival records, interviews, direct observation, 

participant observation and physical artifacts. Off course not all of the sources will be 

appropriate for all cases. However Yin (Ibid.) pays attention to so called �triangulation� that 

is collecting data at least from two sources in purpose to validate them. Table x2 presents 

sources of evidence along with their strengths and weaknesses. 

 
Table x2. Six Sources of Evidence: Strengths and Weaknesses, Yin, 1994, p. 80 
Source of Evidence Strengths Weaknesses 
Documents • Stable � can be reviewed repeatedly 

• Unobtrusive � not created as a result of case 
study 

• Exact � contains exact names, references, and 
details of an event 

• Broad coverage � long span of time, many 
events, and many settings 

• Irretrievability � can be low 
• Biased selectivity, if collection 

is incomplete 
• Reporting bias � reflects 

(unknown) bias of author 
• Access � may be deliberately 

blocked 
Archival Records • Same as above for documentation 

• Precise and quantitative 
• Same as above for 

documentation 
• Accessibility � due to privacy 

reasons 
Interviews • Targeted � focuses directly on case study 

topic 
• Insightful � provides perceived causal 

inferences 

• Bias � due to poorly 
constructed questions 

• Response bias 
• Inaccuracies � due to poor 

recall 
• Reflexivity � interview dives 

what interviewer wants to hear 
Direct Observations • Reality � covers events in real time 

• Contextual � covers context of event 
• Time consuming 
• Selectivity � unless broad 

coverage 
• Reflexivity � event may 

proceed differently because it is 
being observed 

• Cost � hours needed by human 
observers 

Participant�
Observations 

• Same as above for direct observations 
• Insightful into interpersonal behavior and 

motives 

• Same as above for direct 
observations 

• Bias � due to investigator�s 
manipulation of events 

Physical Artifacts • Insightful into cultural features 
• Insightful into technical operations 

• Selectivity 
• Availability 
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In study it is going to be used both types of data, primary and secondary. It was chosen two 

sources of evidence to obtain data necessary to answer on our research questions, namely, 

documents (as secondary data) and interviews (as primary data). Reasons of this choice are 

simple. Firstly, researchers resigned from direct and participant observations, because of tight 

time and budget restrictions. It will be conducted only one interview so it will not be so 

expensive and time-consuming.  Secondly secondary data is gathered from documents. There 

were no reasons to use Archival Records and Physical Artifacts methods, because there is no 

need knowledge about history or cultural features. 

 

5.4.1. Documentation 

 

We consider documentation as a secondary data. As it was stated before secondary data refers 

to available data that has been gathered for some purpose other than the researcher�s problem. 

According to Yin (1994) documents can be found in form of: letters, memoranda, agendas, 

announcements and minutes of meeting, administrative documents, formal studies or 

evaluations of the same �site� study, newspaper clippings and other articles appearing in the 

mass-media. Researcher needs to remember to confirm and augment evidence from other 

sources (Ibid). 

 

In this work is going to be used documentation mainly in form of company�s data obtained 

from the companies� web sites. That will be mainly annual reports and third-party reports 

about industrial network market. This data will be used to get bride view on the situation of 

case-choice company and general market situation. 

 

5.4.2. Interview 

 

Information obtained through interview is considered as primary data. Primary data refers to 

data that are gathered for a specific research purpose. According to Yin (1994) the interview 

is one of the most important sources of case study information.  

 

According to Yin (Ibid.), interviews can be open-ended, focused or structured. In open-ended 

interviews, the interview does not follow any structured questions. In this type of interview a 

respondent is asked for facts of matter as well for his opinion about events. Open-ended type 
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of questions allows respondents to elaborate freely and open-mindedly without feeling 

restricted, as often is in the case of close-ended questions (Aaker, Kumar, & Day, 1998). Such 

acting gives the respondent opportunity to even help interviewers by suggesting new 

questions or new area of research in the subject. In a focused interview, the respondent is 

interviewed for a short period of time, an hour for example. The researcher is following a 

certain set of questions. However interview may still assume a conversational manner. In a 

structured interview the questions are clearly structured and formal (Gumesson, 1991). 

 

Researchers don�t want to be limited by boundaries presented by structured interviews as they 

are not experts in market that the company prospers. In this case it�s more justified to be 

available to create questions as the respond on gained answers. Getting know how company 

becomes flexible demands being open-minded and also flexible. Nevertheless there are going 

to be prepared a set of questions to ask, as collected information has to be useful to prove 

conformity between the theory and the facts. Summing up focused interview will be carried 

out. 

 

5.5. Data Analysis 

 

Along with Yin (1994) the researcher, preparing a case study, can choose between two 

general analytical strategies: relying on theoretical propositions and developing a case 

description. The theoretical propositions are most commonly used strategy and it is based on 

research questions taken from previous studies. The findings of the study can be then 

compared to the result or findings from previous studies. Making a case description is less 

common. It is used when little previous research has been done. 

 

There has been conducted research in area of study and therefore the research is relying on 

theoretical propositions as analytical strategy.  
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Figure 7. Methodology 

 

5.6. Validity and Reliability 

Lastly any researcher has to measure degree of validity of his research. Four tests have been 

commonly used to establish the quality of any empirical research. These four tests are: 

construct validity, internal validity, external validity, and reliability (Yin, 1994).  

 

5.6.1. Validity 

 

In accordance with Yin (1994) there are three kinds of quality tests regarding the validity of a 

study, namely: 

 

• Construct validity which is �establishing correct operational measures for the concepts 

being studied�.  



Strategic Marketing & Management 
Bachelor�s Dissertation 

 30

• External validity concerns �establishing the domain to which a study�s findings can be 

generalized�. 

• Internal validity refers to �establishing a causal relationship, whereby certain conditions 

are shown to lead to other conditions, as distinguished from spurious relationships�. 

 

Yin (1994) notes that internal validity only applies to explanatory and causal studies and not 

for descriptive or exploratory studies. Since this research is mainly exploratory, the internal 

validity will not be tested. 

 

Construct validity concerns about the establishment of correct operational measures for the 

concepts being studied. There are three possible ways to increase the construct validity. First 

is to use multiple sources of evidence during the data collection. The second way is to 

establish a chain of evidence, also to be done during the data collection. The third and final 

way is to construct a case study report, which is reviewed by the key informants (Ibid.). 

 

The conformity of validity of the research: 

! we will use multiple sources of evidence during the data collection, documentation 

and interviews 

! we will use a tape recorder during the interviews 

! we will also make our interview with person dealing with marketing and strategy 

within the researched company 

 

5.6.2. Reliability 

 

According to Yin (1994) reliability can be defined as �demonstrating that the operations of a 

study, such as the data collection procedures, can be repeated with the same results� (p. 33). 

Therefore the objective is that if a later researcher follows the same procedures as this study 

presents and conducts the same case study all over again, the later researcher should have the 

same results and conclusions as developed in this paper.  
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Table of information 

 

The research shows why it is important for the company to be flexible on the market. The 

environment is changing, customer needs are changing, and ones choices are changing.  

What are reasons? Where is the solution? 

 
Table of information and specific information we focus in our paper 
 
Table x3. Information consider in research 
Information category Information 
Strategic windows • environments changes (predictable or 

unpredictable) 
• taking advantage of a strategic 

window 
• causes of a strategic windows 

opening (new technology, new 
segments, new channels of 
distribution, market redefinition, new 
legislation, �environmental shocks�) 

Customer orientation • methods of market research 
• type of customer 
• customer behavior research 
• solutions of keeping up customer 

needs 
• ways of providing quality standards 

Flexibility • reason of staying flexible on the 
market 

• ways of staying flexible on the 
market and improving flexibility in 
the company 

 

 
 



Strategic Marketing & Management 
Bachelor�s Dissertation 

 32

6. Empirical study  

 
As it is shown in methodology the tool of research is interview. The company which was 

analysed is the one existing on the market located in Halmstad and neighborhood. The 

company was checked if it is representative to become an example of flexible company. 

Eventually it was decided to analyse HSM Industrial Networks Company. 

On 19th of April an appointment took place with one of the HMS�s employee. Before meeting 

the employee was familiarized with short presentation showing what is the purpose of the 

interview, so as he could prepare himself for questions. The interview was divided into three 

parts. First set of the questions concern strategic windows, second � customer orientation and 

the last one flexibility of the company. The interview lasted approximately 20 minutes. The 

result of the interview is enclosed in annex 1. 
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7. Analysis of empirical data 

 
7.1. HMS Industrial Networks as an example of finding strategic windows 

 
The company that was interviewed, HMS Industrial Networks, give an example of how it 

took advantage of a strategic window as an opportunity and how their environment is 

changing. This supports the theory concerning strategic windows and to prove it analyze is 

shown in this chapter. 

 

The company, after having made a strategic market planning, should be able to adapt and 

change in the moving market.  

In the theory, it is defined two types of environment changes, which company can meet: 

environment of continuous changes and environment of discontinuous changes. The employee 

of HMS discussed the environmental changes in his area of intelligent communication 

technology for automation equipment. According to him, �certain global factors obviously 

effect, like the downtown in the market after 9/11. This made a big impact�. But in spite of 

these major blunt and not easily foreseeable changes, he thinks that �the environment is quite 

stable�, because in this market companies� needs are always renewed: �there is always a 

need...companies are also always looking to redevelop their products�. So for this reason, 

downtown in the market does not affect much this company.  

But there are other reasons, which are this time caused by a good strategy of the company. 

First, this company �always manages to stay and be able to grow�. This way of managing is 

very important to prevent and be protected from the threats of the market and to be always 

strong in the market, even if there is an abrupt change on the environment. The other reason is 

that this company develops his products in three different areas: USA, Asia and Europe. He 

explains that, for example, �if Asia is not doing well, the USA is doing well. We are very 

lucky that whatever fails the economies is helped by another area�. So this strategy gives to 

the company more opportunities to stay on the market. 

 

Now let see if HMS took advantage of a strategic window. First, according to theory 

form Doyle and Stern, a strategic window occurs when an important development on the 

market happen cause to a brutal change which arises suddenly on the environment of the 

company. In this case, a new technology on the domain of intelligent communication tools 

permit to HMS to take this opportunity and be the leader on the market: �I think some of the 
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opportunities of strategic window that come is that we develop our own single chip solution�. 

And finally, HMS stays the leader on the market: �There is a company in Germany, but they 

are not as good as we are, we probably have a larger market share�. So HMS, the market 

leader on the market, was able to close the strategic window thanks to theirs own innovation 

and technology (�we develop our own single chip solution�).  

 Then, with the theory of avoiding a situation of lags in the market, one of the 

solutions presented to company is an �Effective management information systems�, according 

to Doyle and Stern. In fact, this company uses Microsoft CRM: �we have just migrating now 

to Microsoft CRM. This is all doing at the moment, so this would be our only tool for 

administration and marketing affairs in the future�. This information technology permits to 

company to study customer behavior (instead of just observing sales during a long period). 

With this kind of information system, company is able to react in time where the market is 

changing. 

 
 

7.2. Is HMS Industrial Networks Company customer oriented? Beneficial impact of 
being customer oriented on products quality. 

Becoming customer oriented company is not a matter of a day, week or year. Entire 

organization has to be actively and continuously involved in achieving customer orientation. 

According to Doyle, P. & Stern, P. creating customer-led business requires a few things: 

clarity of goals, intense commitment over a long period, and active involvement of the entire 

workforce. HMS policy is:  

"Continual improvements give satisfied customers and joy of work"  

According to data obtained from the company web sites :  

�Fulfilling customer requirements and continual improvements is a condition for satisfied 

customers. Our company shall be characterized by working motivation were everybody can 

improve their competence and be proud.�  

As it is mentioned, HMS main goal is continual improvements, as its managers perceive it as 

a key factor that motivate HMS�s employees to be actively involved in being customer 

oriented.  

Intense commitment over a long period helps HMS to achieve its leader position: �We have 

a good reputation in the marketplace. We are probably the largest of our industry, which is 

quite small, but we are the largest company there.� 
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Company also takes care after developing competences of their workforce as they keep 

looking for innovations that will allowed them to face customers� needs appearing on the 

market. 

�HMS has its origins in one of Europe's leading institutes of technology. The company has a 

solid foundation in research and development in industrial networking and our ability to seek 

out new innovative solutions is reflected in everything we do. Competence & Commitment� 

is closely interwoven with our dedication to quality, development and service. � 

 

Presented in this paper theory also underlines the importance of organising a large-scale 

campaign of education and training of the workforce. Quality is an answer to customer 

requirements, and to fulfilling these requirements company has to engage such employees 

who are empowered to improve quality (Gryna, 1980). The employee of HMS discussed how 

company understand the requirement of training its employers. Company manufacture 

electronic components which are sent to Japan. Their quality control is very demanding so 

HMS has to make sure that its workforce is very well-trained and all the procedures they do 

are clearly marked. The employees have to be �able to identify problems in the line� and 

�direct it very efficiently�..our production manufacturing facilities are continuously trained. 

We do in-house training, we have got courses as well. The same for develop engineers. They 

also take courses.� 

Summing up management of HMS empower a whole stuff to identify the key tasks 

themselves and to find and implement solutions. 

 

In the theory it is explained also that it is a focal issue to understand customer needs. It is very 

useful for company to carry out the market research. That�s why the employee of HMS was 

asked how company is trying to get customers and what method its uses to research the 

market. �Our sales force travel all over the world to meet our customer personally, so we fly 

there. We talk to them and, it is pretty much feedback that we get from the market.� Gained 

information helps them to think about the factors that are wrong and destructive and to look 

for new opportunities in the industry. �You have feedback on your customers. It gives ideas 

where you are going� so we are able to adapt to changes. It is mainly from word of mouth 

and from actually seeing that changes are taking place. � 

From time to time HMS asks for help consulting companies to collect specific data, but still 

they carry out its own research in the market. �Sometimes we use consulting company but I 

would say majority of the information we get is directly from our customers.� The results of 
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the researches show that company is getting new customers thanks to �word of mouth� 

phenomenon: �there�s a lot of global word of mouth�.  

All data from various sources is integrated into a database. HMS just implemented a new 

information system in the company: �we have just migrating now to Microsoft CRM. This is 

all doing at the moment, so this would be our only tool for administration and marketing 

affairs in the future.� 

According to data from website, HMS Industrial Networks �has a customer base of more than 

900 companies, including large automation OEMs such as ABB, Atlas Copco, Motoman, 

Rockwell Automation, Schneider Electric, Siemens and Yaskawa, as well as smaller niches 

automation suppliers. Products from companies such as, Toyota, Daimler Chrysler, Nestle, 

IKEA, Bosch, Peugeot, Electrolux and General Motors are manufactured in automations 

system using HMS communication technologies.� 

 

Analyzing HMS activities it�s visible that company is aware of the fact that needs must be 

periodically evaluated because today�s new needs become a routine expectation tomorrow. 

(Drury, 2004). HMS actively works with continuous improvements of the manufacturing, 

resulting in increase of efficiency year by year. These improvements help them decrease lead 

times to come closer to main goal of always meet or exceed customer�s expectations of lead-

time. �At present we have an on-time delivery ratio of 98 per cent of all orders. Field returns 

rate is less than 0, 05%�, that�s what HMS statistics shows. 

 

Looking through the analyze of HMS activities, with no doubts it can be confirmed that this 

company is customer oriented. They know how to face the problem of maintaining on 

dynamic market and how to make their customer satisfied. But the question is also whether 

HMS customer orientation helps the company in improving the quality of their products. The 

employee confirmed that due to customers changing requirements HMS Company is keep 

improving their activities. As a respond of new customer demand the company had to 

implemented certification called RoHS (Reduction of Hazardous Substances).  

�RoHS is a global certification, requirement for the all manufacturing companies they can 

apply for this standard. This is the thing our customers want so we have to reeducate, buy new 

tools, equipment, change our processes to meet this needs.� 

For manufacturing is a huge environmental change. The company has to completely change 

the way of producing electronic components. Nevertheless this change allows the company to 

stay a leader on the market. HMS proved again that customer retention and loyalty issues are 
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relevant and taken for granted in company�s strategy. The interviewed employee said: 

�Customization is extremely important � Customers say they would like to use products 

customize to them and we have to do it� 

 

HMS gives highest priority to the quality and environmental work. The efforts are aimed at 

maintaining and improving the process-oriented ISO 9001:2000 certified quality system 

which fits well with the flow-oriented organization of HMS (Annex II). Assurances of high 

quality products are supported by external audits carry out in the company.  

�HMS has been audited by leading automation companies such as Motoman Robotics, Sony, 

Pilz and ABB. These successful audits cover everything from product quality, delivery 

performance, general partnership, reaction time, logistics and technical support.� 

Before summing up it must be added that it was visible that HMS�s employee, with who the 

interview was carried out, was aware of the importance of customer oriented strategy of the 

company. He clearly understood the goals and the main aim that firm want to achieve. 

Contribution of all workforces is relevant part of customer-led business, that�s why it is focal 

issue for managers to support customer oriented requirements in the company by presenting 

proper attitude and posture in management. 

�HMS has a unique capability to meet our customer�s demand of flexibility and quality, 

because we stay in control of the production, quality assurance and assembly of critical 

components as well as the final testing of all finished products. HMS� Management has strong 

focus on maintaining best manufacturing technology, processes and quality. As we know this 

is a key factor for serving our customers.� 

 

7.3. How HMS Industrial Networks maintain its flexibility on the market? 

Flexibility of the company is not always affected by strategic windows. For sure being 

flexible ensures the company to �keep the windows� shut. Looking for solutions, company is 

always following the customer. �Watching one�s hands�, what one is choosing and why. In 

theory flexibility of the company is the factor that one has to be aware of to keep up the 

market, the customer.  

Researchers asked the employee about company�s strength: �Our strength is, absolutely, 

flexibility� says the HMS company manager what just confirm the choice of the company as 
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an example for the paper. What makes the company flexible is shortening of lifecycle of the 

product. The company keeping the close relation with customer can observe ones reaction and 

get information about improving the product in flexible way. HMS company is absolutely 

aware of changing on the market. �The product life cycle is maybe something between seven 

to ten years. And we need to keep on top when we want to produce to our next generation, the 

next latest technology, and we can then go to these companies and say <<look this is our new 

product>>� � says employee. The company is always next to the customer, asking, advising 

and they �have feedback on [�] customers�. Research and development departments are 

essential to keep up customers on the market. To follow them the company leads 15, 20 

researching departments in most developed countries which are the main source of 

transactions. Feedback helps to determine what a customer is looking for. So as is easy to 

notice innovations are the most important value in that part of business. Recently the high 

technology chip was developed by the company and now �this is now going to be central to 

all of our future products� � says marketing manager � �to do this now, the level stage was 

very significant stage because it gives us the advantage on the market place� � he adds. Close 

relation with customer where confirmed in the company as a result of the appearance of new 

product. That, as Doyle (2006) says, has become the key strategic focus for today�s most 

successful companies. The idea which would not be so successful if company�s planning was 

not so fast: �It took us about two years to start producing� � says employee. The production 

line had to be improved to begin with producing the new product (HMS website). Flexible 

Manufacturing System implemented in the company and production planning process resulted 

with putting the idea into practice. Quick respond to the customer need gave the company the 

advantage �now it has given us the platform to produce all new generation products, things 

our customers are very interested in�. The advantage increased already strong position of the 

company on the market. 
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8. Conclusion 

 
The research questions were: How to become a flexible company? Why is it significant for 

company to be capable of being flexible in competitive market? 

This paper analysis the factors that helps company to stay flexible on the market. Firstly the 

theory is presented to show theoretical point of view at this issue. Empirical study, that is 

carried out in the second part of the paper, with no doubt confirmed that stick to the rules 

distinguished in the theory can be a guarantee of becoming flexible. These rules are: being 

aware of appearing and existing strategic windows, sustain the customer orientation policy in 

company at all costs, guarantee implementing in company flexible production that will make 

firm available to change offered existing or innovate products  in conformity with changing 

customer needs on the market.  

To make the proper steps company has to know what the directions of the demanding change 

are. That�s why strategic marketing theory presented by Doyle and Stern (2006) keep 

underlining the importance of being open to customers. Customers are the focal points from 

where all the activities of companies should begin. Creating product that is not based on 

customer requirements will not give the company any profits. Listen to the customer voice; 

helping him in making decisions; offering products of good quality, this is most important 

targets of every successful company.  

As empirical study confirmed, HMS Industrial Network Company support all its activities on 

customer requirements. They not only try to be flexible to respond on needs appearing on the 

market, but also create new demands by offering innovated solutions. The best conformity of 

leading such a strategy in HMS Industrial Networks is implementation of innovative product - 

Anybus-NP30 ASIC single chip high performance network processor, which much improved 

the position of the company on the market and still support the profitability of the firm. 

Thanks to that company can destine generated profit on investment and develop new 

products. This savings are crucial for good prospering on the market, as knowing what to do 

is not enough if the company�s resources are not efficient to implement the change in the 

production. Every change is always connected with a big amount of money, that�s why the 

aim of the company is to be capable of being flexible without the huge investments. 

Resources spend for investments should assure gaining quick profits that will allow company 

to develop.  
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Our analyse of HMS Industrial Networks proved that factors presented as a key points, that 

has to be understood and implemented in the company, have influence on flexibility on the 

market. Let�s remind that the study examined the flexibility as combine of following factors:  

! Customer orientation as a map leading the company�s activities to behave flexible; 

! Innovation as a tool for closing strategic windows;  

! Flexible organization of company�s work and production; 

This paper is a good introduction for further researches. In this study only one company is 

presented as an example of being flexible in the dynamic market. Although the empirical 

study of production company - HMS Industrial Network, confirmed that the factors defined in 

the paper are crucial for flexibility. However, observing companies from different domains 

can lead up to additional conclusions. Future researchers can contribute the list of factors 

presented in this study and prove that for various brands the factors may have different 

priority. 
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Annex I 
Interview with HMS 

 

What are the principals� strengths, weaknesses, opportunities and threats of your 

company? 

 

Our strengths are, absolutely, flexibility.  We have a control of our production, we produce all 

of our products and we have an entire control. We have a good reputation in the marketplace. 

We are probably the largest of our industry on the market, which is quite small, but we are the 

largest company there. We have a very large customer base: 90% of our business is export 

and 10 % in Sweden. Our opportunities and strengths are linked because our biggest strengths 

actually are our customers themselves. For our company, it is a question of convinced them to 

let us handle back communication for their products, instead of them, doing themselves. So 

opportunities are also our customer bases coming in to the future generations of products to 

develop future products. It is our interest for them because a product life cycle is maybe 

something between seven to ten years. And we need to keep on top when we want to produce 

to our next generation, the next latest technology, and we can then go to these companies and 

say �look this is our new product�. So this is our main opportunities, it is developing a new 

system business. Also the same time looking for new solutions as well. 

Threat for us is to decide about implementation if we will handle it on ourselves. We need to 

convince companies using our technology are beneficial to them, that they can use our 

resources and use their resources for other things. We have to convince them that we are the 

partners that they can meet their demands for supplying, in quality supported by certification. 

This is our main threat. And obviously there are some competitive as well. 

 

Is there any main competitor? 

 

There is a company in Germany, but they are not as good as we are, we probably have a larger 

market share. But they are also a very competent company. 
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What do you mean by market share - in Europe or in the world? 

 

In the world. We have two types of products: something called embedded products which are 

going inside other companies and something called gateways where they are interconnect 

externally. But in embedded parts we probably have the largest market share.  

 

Is the environment of your company favorable to your activity? Are the environments 

changes predictable or unpredictable? 

 

Yes, certain global factors obviously affect, like the downtown in the market after 9/11. This 

made a big impact. But fortunately we still might grow very well on this time. And there is 

always a need on the market so companies are also always looking to redevelop their 

products. We have always managed to stay and be able to grow. I would say that the 

environment is quite stable. So far we haven�t been really affected by downtown in the 

market. It�s very often when one of our market area like for example USA is behind there is 

always another like Asia, which is not doing wrong. If Asia is not doing well, the USA is 

doing well. We are very lucky that if something fails in one part the economy helps in other 

area. At the moment we have all three areas doing well. As you can see there�s opportunity in 

the market in general. 

 

Did you take advantage of a strategic window? If yes, thanks to what opportunity? 

 

Yes I think some of the opportunities of strategic windows that come are that we develop our 

own single chip solution. And this is now going to be central to all of our future products. To 

do this now, the level stage was very significant stage cause it gives us the advantage on the 

market place.  

 

How do you research the market? What methods do you use? How do you try to get 

customers? 

 

We search for product development and obviously there�s a lot of global word of mouth. Our 

sales force travel all over the world to meet our customer personally, so we fly there. We talk 

to them and it is pretty much feedback that we get from the market. That helps us to think 

about the factors that are wrong and destructive and also to examine suddenly areas in the 
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industry as well. It is an opportunity and sometimes we use consulting company but I would 

say majority of the information we get directly from our customers.  

 

Do you have any information system?  

 

Yes we have a few but we have just migrating now to Microsoft CRM. This is all doing at the 

moment, so this would be our only tool for administration and marketing affairs in the future. 

 

Does the company organize any training for the workforce? 

 

Yes, especially production demands training to improve quality which has to be unbelievably 

high. We manufacture electronic components which we send to Japan. Their quality control is 

very demanding so we have to make sure that our workforce is very well-trained and all the 

procedures we do are clearly marked and we can be able to identify problems in the line. That 

we are able direct it very efficiently. So our production manufacturing facilities are 

continuously trained. We do in-house training, we have got courses as well. Also develop 

engineers take courses. They study for example different programming languages.  

 

Can you give us an example of beneficial impact of being customer oriented on quality?  

 

The thing we have made quite recently is the certification called RoHS (Reduction of 

Hazardous Substances). For manufacturing is huge environmental change. The company has 

to completely change your way of producing electronic components. Certain components one 

can�t use because it has led and one is moving to led free operation. It came throw the last 

year. RoHS is a global certification, requirement for the all manufacturing companies they can 

apply for this standard. This is the thing our customers want so we have to reeducate, buy new 

tools, equipment, change our processes to meet this needs.  

 

What does the company to stay flexible on the market? 

 

We use 3 shifts system, so we produce continuously. From the customer side is flexibility of 

our products so they are able to meet their requirements. If not we implement changes to 

them. So they have certain specifications and find our customers requirements. Customization 
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is extremely important. We are lucky that we have products that can quite easily be 

customized to certain physical requirements and maybe software changes.   

 

Are you prepared for the unexpected financial invests on the market for example if you 

see any opportunity to innovate, improve your product? 

 

The main investment that we did is to produce the chip I mentioned before. It took us about 

two years to start producing. Now it has given us the platform to produce all new generation 

products, things our customers are very interested in. There only two companies in the world 

which have got this. We had an opportunity there to make significant change and we did it. 

We dedicated that project two years to develop resources. In that time we made this we also 

were evaluating current customer projects and sometimes we didn�t have resources to do it. 

Customers says they would like to use products customize to them and we have to do it. We 

need to have the guarantee to finish this projects that we started.  

 

What part of the company�s work consider innovating products, looking for the new 

solutions? 

 

We have tracers around the world. One of this is now in Hanover which is the largest 

industrial tracer. We have 15, 20 in almost every developed industrial country. It�s the matter 

if they want to see the wireless products, in which customers are really interested. You have 

feedback on your customers. It gives ideas where you are going. And we release wireless 

products as well so we are able to adapt to changes. It is mainly from word of mouth and from 

actually seeing that changes are taking place.  
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Annex II ISO 9001 Certificate 
 
 
 
 
 

 


