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Summary 
 

Efficiency in the manufacturing industry is not a new phenomenon; Toyota and 

Motorola were to companies that early found a way to eliminate waste by inventing the 

efficiency models Lean and Six Sigma. For Sweden’s economy, the manufacturing 

industry plays an important role in which the forestry industry accounts for around 

70,000 employees. The forestry industry is very capital intensive as a result of being a 

manufacturing industry with expensive machines and property, thereby it is important to 

have an efficient production. To maximize the output from the machines it is a non-stop 

business and sales needs to meet the production capacity. The efficiency focus in 

production based on such change programs that Toyota and Motorola created have in 

some cases been implemented in service organizations. It is until today not researched if 

manufacturing companies have been able to apply these change programs throughout 

their entire organization to create higher efficiency. This study will focus on if change 

programs have, or can be implemented in a customer service organization in a Swedish 

global manufacturing company within the forestry industry. 

 

To understand what has been done previously, a thorough investigation has been 

conducted on previous research regarding change programs and how they have been 

applied in service organizations, this resulted in three highlighted change programs; 

Lean, TQM and Six Sigma. The literature review also includes sales, since higher 

organizational efficiency can be reached if customer service performs sales activities. 

This has proven to lead to higher revenue for the company and increased the customers’ 

satisfaction. The empirical findings originate from a qualitative study where I have 

interviewed employees in customer service and managers within sales and customer 

service at my partner company, which is a Swedish global manufacturing company 

within the forestry industry. The interviews have given an in-depth knowledge on the 

context how they are working with efficiency, quality and sales within their customer 

service units. 

 

The result show that it is important to have the fundamental platform settled before any 

implementations of sales can be done in customer service as time is a big hinder to be 

able to perform more tasks. Both previous research and the empirical findings highlight 

the importance to understand your customers’ expectations and needs. My partner 

company in this study have implemented a good way to receive feedback and work with 

this by conducting a customer satisfaction survey. The fundamental platform is 

presented in a customer service management model in the practical contribution, chapter 

8.2.2. When the implementation of sales is to take place, top-management commitment 

is needed to make the implementation successful and encourage the employees to fulfil 

the changes to reach the desired result. 
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1. Introduction 

This chapter is intended to provide the reader with an understanding for the chosen 

topic and a background to the problem addressed. The subject covered by this study is 

management of customer service operations in different markets and how to reach 

improved efficiency and contribute to increased revenues for a company by working 

with sales. A description of the competitive landscape and an overview of the applied 

theories are followed by the research question, purpose, research setting and some 

limitations that have been done in order to make in order to narrow the topic to a 

manageable area. 

1.1 Background 

The Swedish manufacturing industry has historically been, and still is an important part 

of Sweden’s economy accounted for 17 % of Sweden’s gross domestic product (GDP) 

in 2016 (SCB, 2017). Back in the 1960’s, 30% of Sweden’s labour was in the 

manufacturing industry, of which 12% were employed by the forestry, farming and 

fishing industry (SCB, 2017). Today, the forestry industry in Sweden alone accounts for 

9-12% of the revenue in the Swedish manufacturing industry and employs 

approximately 70 000 people (Skogsindustrierna, 2017). The aforementioned shows that 

the forestry industry still is an important part of the Swedish industry. In order to 

maintain this vital position, this capital intensive business, which basically consists of 

the raw material, forest, the facilities and the machinery, is in subsequent need of 

investments. Solely in 2017, the predicted investments in the forestry manufacturing 

industry in Sweden is estimated at SEK 18,1 billion (Skogsindustrierna, 2017, p. 15), 

implying that a lot of capital is invested in manufacturing to make the process more 

efficient, increasing capacity and improving quality. The forestry industry is not only 

important for Sweden in monetary assets; it distinguishes itself from other industries as 

it is also very valuable for the climate in Sweden. The forest itself binds carbon dioxide 

and the technology to maintain the energy from the forest and decreasing the emissions 

has improved significantly since the origin of the industry and as of 2017, production 

facilities are close to 100% CO
2
 neutral (Skogsindustrierna, 2017). 

 

During the last century, different markets than the manufacturing industry have 

experienced rapid growth in terms of produced value and growth has accelerated rapidly 

in Sweden. To exemplify, the production value of goods and services in Sweden have 

increased from SEK 3, 127 billion in 1999 to SEK 4,640 billion in 2009, implying an 

increase by 48% (SCB, 2012, p. 130). The total numbers of companies seem to be a 

reason for this trend. During around the same period of time, until 2012, the number of 

registered joint stock companies has increased from 252,546 to 350,903, corresponding 

to 39% (SCB, 2002, p. 396; SCB, 2012, p. 140). Finally, the GDP per capita has 

increased by 38%, from SEK 241,400 (1999) to SEK 334,000 (2011) (SCB, 2012). To 

highlight here is that the share from the service sector has increased significantly, 

moving up from 46% of the total production value in 1999 to 51% in 2009. In 2011, the 

service sector in Sweden had increased to 61% of the total market share (Ekonomifakta, 

2017). These numbers implies that Sweden is developing a more service-oriented 

business environment.  
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During the same period of time, the manufacturing industry in Sweden was steadily 

growing up until the economic crisis in 2008 (Ekonomifakta, 2017). With a good track 

record for manufacturing in the history, one could easily think that old habits and a lack 

of will to change is underlying, however, Sweden had already in 1990 gone through an 

economic meltdown which forced the manufacturing industry to increase efficiency and 

productivity at an early stage (Ekonomifakta, 2017). Based on the above, it is shown 

that services as a trade has grown and so has the productivity within the manufacturing 

industry. Since the service sector has grown so fast during these years it implies the 

following question: 

 

Has the service industry had any advantage to grow so fast based on existing efficiency 

programs that have a proven success in the manufacturing industry?  

 

Comparing the service industry to the capital intensive manufacturing forestry industry; 

a factor that the industry itself has not been able to steer, heavy focus has been on 

production both from the environmental factor (Skogsindustrierna, 2017) and from 

competition. Since the focus has been on production, it can create problems in other 

parts of the organization which leads to the following question: 

 

Did the forestry industry have to sacrifice focus on efficiency in the white collar related 

employees such as customer service and sales? 

 

To answer that question, the starting point is that generally accepted theories in 

economics state that when competition goes up, prices go down as the actors on the 

market strive to keep and increase their market share. To be able to drop prices and still 

manage to generate profit for the owners of the company, it is apparent that managers 

need to be able to decrease costs and/or achieve higher revenues at the same cost to face 

this challenge. (Pirayoff, 2004, pp. 15-19) In other words, the organization needs to 

work with efficiency-related improvements and create a culture characterized by 

continuous progress (Talib & Rahmann, 2010, p. 368) as long as the competition 

situation is the same and as long as prices continue to stay on the same level or 

decrease. This process needs to take place both in the production part of a company in 

the manufacturing, as well as the white-collar employees (Slack et al., 2010, p. 508) and 

an important part of that progress is to focus on the sales operations to be able to 

achieve higher revenues.  

 

Is it possible as an organizational efficiency improvement to implement sales to already 

existing necessary functions such as customer service? Or will this turn in to an 

efficiency and quality conflict based on a higher workload for existing employees? 

1.2 Problem Background 

This section is intended to introduce the reader to management change programs in the 

production sector and elaborate if they are also applicable in the service sector, as well 

as to introduce the customer service unit, which is the first unit within a company the 

customer is in contact when reaching out to a company. 
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1.2.1 Efficiency-Related Issues 

Efficiency has always been an important part of the production industry and it has 

created a lot of different efficiency models. The most well-known is probably the 

assembly line, used in the car production industry (Lesert et al., 2011, p. 963). Since the 

quality and efficiency of production is subject to tougher competition with 

globalization, the service sector is playing a more and more important role and it is 

interesting to study if the service sector in a production industry has drawn any 

advantages from the work with efficiency that the production units in these companies 

have already accomplished. This leads to the question:  

 

Are there any other models or methodologies that can be used to work with efficiency in 

the service sector that has been successful in the production industry? 

 

When searching for literature to answer this question I identified a number of different 

models that have been applied in work with these areas in different types of 

organizations. BPR (Business Process Re-engineering) and LO (the Learning 

Organization) (Ricondo & Viles, 2005, p. 323) are two such models. A British study on 

Saudi Arabian companies identifies six other, what the authors are calling, “change 

programs”, where TQM (Total Quality Management), Lean and Six Sigma are the three 

most popular ones followed by Balanced Scorecard, Agile manufacturing and Theory of 

constraints (TOC) (Alsmadi et al., 2012, p. 269). 

 

Looking at TQM, Lean and Six Sigma, two companies acting on a global market have 

created and integrated two of these most popular change programs to achieve lower 

costs, higher efficiency and customer satisfaction. The companies are Toyota and 

Motorola. Toyota established the Lean management concept which is focused on 

lowering costs by eliminating waste in the processes of the organization (Wang & Chen, 

2010, p. 301) and an employee at Motorola created the original Six Sigma model which 

is about performing improvement activities to minimize defects based on numerous 

facts instead of emotions (Han & Lee, 2002, p. 28). 

 

Toyota and Motorola are primarily manufacturing companies, which mean that “waste” 

mainly consists of factors like material used and the numerous facts are the number of 

defect units (Wang & Chen, 2010, p. 301; Han & Lee, 2002, p. 28). These are important 

facts to consider when looking deeper into the Lean and Six Sigma models. Based on 

my pre-understanding, a similarity with these companies compared to manufacturing 

companies in the forestry industry, especially to Toyota, is that there are a lot of 

machinery included which means heavy investments. The production can be discussed 

similar as well since there is a fought through way of producing that one activity needs 

to be performed before the next in the production process. As presented in the 

background above, chapter 1.1, the service sector is growing and the efficiency models 

highlighted so far have focused on a production environment it is important to question;  

 

Is it possible to work with mentioned change programs in the service-focused areas of a 

manufacturing industry when they are constructed for the production areas in the 

manufacturing industry? 

 

One important argument behind the answer yes to this question that covers the lean 

concept is that waste can also be measured in time (Cuatrecasas, 2004). If a customer 
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service employee has to wait for a new customer to serve, time is wasted. This time 

spent waiting could as an alternative be used by performing sales and generating 

revenue for the company. On the contrary, if there is no “extra” time to do these sales 

activities it will conflict with the quality and efficiency of the customer service 

processes (Jasmand et al., 2012, p. 30), which for the customer would imply longer 

response time and inferior service. Another argument that covers the Six Sigma concept 

is that all issues handled within a customer service unit can be considered successful or 

not successful just like the manufacturing of a product. One withdraw to these theories 

is that manufacturing and service are two completely different things, when dealing 

with people as you do in customer service you cannot have a complete manual covering 

how to solve every single problem, indicating that it cannot be constructed as an 

assembly line which you can do in manufacturing. If a customer has to reconnect on the 

same issue as previously, that would be unsuccessful. Another fact is that there are a 

large number of studies (for example: Fraser, 2009; Chakrabarty & Tan, 2007; Antony, 

2006; Kwak & Anbari, 2006; Cuatrecasas, 2004) that show that the models are 

applicable in certain environments, such as the banking and healthcare industries as well 

as call centers. Accordingly it is possible to use efficiency tools and programs 

developed for the manufacturing industry, apply them to none manufacturing industries 

and units not being part of production.  

 

In the forestry industry, heavy focus is on production as it is such a vital part of the 

capital intensive business (Skogsindustrierna, 2017, p. 15) and thereby it is efficient 

when the same efficiency programs can be used both on the manufacturing side as the 

white collar side with the sales and customer service units (Slack et al., 2010, p. 508). 

The healthcare industry is most likely the industry most similar to the forestry industry 

in the previous research, since healthcare also is about handling a supply and demand 

situation where it is important that the healthcare employees can give added value in 

terms of knowledgeable answers and recommendations to their customers. 

 

The last change program which has not yet been analysed further is TQM or Total 

Quality Management. TQM was originally implemented by the Japanese in late 1970’s 

(Slack et al., 2010, p. 510). The TQM concept includes a number of parameters that are 

important for the success of TQM implementation in a service environment. A study by 

Talib & Rahman (2010) presents a large number of such factors that have been picked 

up from several different authors. A few examples are top-management commitment, 

competence development training and education, continuous improvement and 

innovation (Talib & Rahmann, 2010, p. 368).  

 

With all the previous work done with these change programs it is interesting to see if 

companies that have existed for a long time in old industries, such as the forestry 

industry in Sweden (Skogsindustrierna, 2017), have to work actively with efficiency 

within their service units. A reflection is that newly established companies can set the 

level of efficiency directly with modern processes and models, which existing 

companies instead have to focus more on in order to keep up with, and increase 

efficiency as well as quality since they already have an established way of working. 

From own experience it is easier to set a standard when starting up something new 

compared to changing incorporated ways of working and habits. This difference makes 

it interesting to study how Swedish global manufacturing companies within the forestry 

industry tackle this challenge. 
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In all of the most popular models identified in this study, the wants and needs of the 

customer is central, which is a big contrast to the capital intensive manufacturing 

forestry industry where the main focus is on production, but, production is also driven 

by the needs of the customer (Akbulut-Baley, 2012, pp. 20-21) and thereby it can be 

argued that heavy investments in production is beneficial for the customer even if it is 

not on the service level. The inbound contact with customers is primarily handled by a 

customer service unit (Llanos, 2016), which is often an isolated organizational function, 

or aligned with the sales organization. I will get back to sales employees later. Here the 

focus is on the customer service units, which often have specific goals for efficiency 

(Nauta & Sanders, 2001, p. 321), which is the result of strategic decisions from the 

management team. For management to evaluate if their customer service is satisfying 

the customers it is also important to receive feedback on customer satisfaction (Carlborg 

et al., 2013, p. 294). This opens up a question if the change programs can be used 

specifically in the customer service unit. 

 

To answer this question I note that the first thing that comes to my mind about a 

customer service unit is that it is often seen as a pure cost generating unit that the 

company must have to provide support and other kinds of help to the customers who 

need it. This help must be provided in the most cost-efficient way possible (Laureani et 

al., 2010, p. 767) to be able to keep fixed costs down. A study by Dr. Nuran Fraser 

(2009) shows that by using lean and six sigma principles in a customer service 

organization within the financial business, efficiency increased dramatically. Handling 

time for certain packages of 20 issues each went down from 530 seconds to 180 seconds 

(Fraser, 2009, p. 31). To finalize with the same discussion on TQM I can conclude that 

there is not that much research about TQM in a customer service unit, the research that 

does exist is connected to TQM in service organizations. For example, Yasin et al. 

(2004) performed a study about TQM in different service organizations. They made an 

interesting conclusion that I need to consider, saying that the sophistication of the 

processes used in the organization has an impact of the results given by using TQM 

tools. The results were that using TQM tools on processes with low sophistication, such 

as those applied in restaurants, had a negative impact on efficiency. (Yasin et al., 2004, 

p. 386) My interpretation of low sophistication is that there is a low variance between 

each issue that is being handled. There are some certain products that are being served 

for each customer, for example a Big Mac and co at McDonalds or a beef with french-

fries at Jensen’s Böfhus. Thus, high sophistication processes have the characteristics of 

many different thinkable solutions that depend on each customer. For example, when a 

customer contacts a customer service unit, the responding employee does not have 

certain options to the same degree as in the restaurant stated above. There can be a lot of 

different solutions to a certain problem addressed by the customer. Another study gives 

the result that in a small service organization, TQM is applicable to receive a better 

customer satisfaction and better service quality (Keng-Boon et al., 2011, p. 414). 

 

Finally, studies shows that work with the change programs leads to higher customer 

satisfaction in certain environments such as call centers (Piercy & Rich, 2009, p. 68), 

higher education institutions (Sakthivel et al., 2005, p. 585) and hotels (Pearlman & 

Chacko, 2012, p. 64), however I did not find any research about how the situation looks 

like within the customer service units of Swedish manufacturing forestry companies, 

this makes me ask myself how they are working with efficiency improvements. I 

believe that this is important to study due to the fact that Swedish forestry is such an old 

industry with a very important green asset for sustainability and if they have followed 
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other industries with modern theories regarding efficiency work in their customer 

service units. 

1.2.2 Sales Related Issues 

Concerning sales connected to the chosen change programs covered in this study, I 

have, as an example, previously stated that the purpose of Lean is to eliminate waste in 

terms of non-value-adding activities (Akbulut-Bailey & Smedley, 2012, pp. 20-21). 

Accordingly, certain aspects have to be considered, for example that a sales activity by 

definition is a way to create value for the company by gaining new customers or by 

increased sales and more services to an existing customer. In a customer service unit it 

is possible to work with sales as a way of increasing the number of services and active 

sales from the company that the customer is using by providing information about such 

services at the end of the contact with the customers who need help with its existing 

services (Jasmand et al., 2012). There are examples of organizations where this has been 

applied. Jasmand et al. (2012) for example, recently conducted a study on two call 

centers that are working with sales while providing service. They conclude that 

efficiency goes down in the short run but in the long run it is anticipated to create higher 

customer satisfaction which should lead to higher customer retention and loyalty 

(Jasmand et al., 2012, p. 34). For manufacturing companies in the forestry industry this 

would be a step towards a more efficient future as the industry has a long term 

commitment, for example a tree harvested in Sweden has an average age of 100 years 

(Skogsstyrelsen, 2017). That said, even if the efficiency goes down in the short term, it 

should be considered having a positive effect by being more efficient over time. 

Important facts to consider are that the impact on efficiency has not been verified by 

any further research and that the organization covered by the aforementioned study is 

within the telecommunications industry (Jasmand et al., 2012, p. 26).  

 

It can be expected that the efficiency in this case for example is measured as time per 

service issue, but it is not made clear. This leaves me with the question what the authors 

defines as efficiency. In addition, I ask myself if there are any certain aspects who affect 

sales performance that is important to consider when working with sales in a customer 

service unit that has its focus on securing customer satisfaction. In a study by 

Evanschitzky et al. (2012, pp. 500-501), factors like salespeople’s satisfaction, adaptive 

selling and dominance are evaluated and the outcome is that salespeople´s satisfaction 

and adaptive selling has a positive impact on customer satisfaction. Homburg et al. 

(2011, p. 67) is focusing more on the question I addressed above when they state that 

sales performance is dependent on customer orientation and that it is very important to 

some extent. Homburg et al. (2011, p. 67) also concludes that if the sales persons are 

too customer oriented, they address sales matters in less than half of their contacts with 

customers. A third study by Poujol (2012) brings up an issue with sales contests which 

is used to boost sales performance. He concludes that individual sales contests have a 

negative impact on customer satisfaction and loyalty (Poujol, 2012, p. 283). This can be 

said to confirm and substantiate the study by Homburg et al. (2011), I also believe that 

this clarifies the complexity of these matters. Another interesting factor is brought up in 

a study by Román (2003) on the financial services industry - ethical behaviour by sales 

employees. Román (2003, p. 927) concludes that ethical behaviour is important for the 

customer satisfaction concerning the service and the loyalty towards the supplying 

company. 
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1.2.3 Global Organizations with Market Specific Customer Demands 

A global organization implies that customers will be spread over the world, raising the 

aspects of different business cultures and demands developed around the globe. This 

means that if a global company is to meet the different demands within the globally 

spread markets, they need to supply the service which the customer is demanding. 

Siqueira et al. (2015), grasped this fact in their study focusing on demand in 

international business, pinpointing that managers need to look outside their own 

organization and find the specific customer demands on the markets they wish to be 

successful on and take strategical decisions to increase the added value experience for 

the customer. This is of high importance for my study since my partner company, also 

the researched company, is an international company acting on a global market.  

1.2.4 Final Problematization 

Efficiency and sales have now been presented in two different sections and the third 

section presents how customers in different markets can have different demands. A 

remaining question is if there are synergies to gain by combining these two 

organizational functions within a company, or more specific;  

 

Can the customer service unit work with both service and sales and what consequences 

would it have for efficiency?  

 

Will market driven customer demands affect the efficiency?  

 

To put it another way, can sales be combined with the identified change programs?  

 

This is a conflict that will be further investigated in the study. The last question is what 

impact use of change programs and sales activities actually have on customer 

satisfaction. 

 

To summarize, I conclude that previous research has mostly focused on either efficiency 

or sales on service markets, some studies were performed on global companies and 

others were focusing on growing economies such as Malaysia, Saudi Arabia and India. 

This research shows, unrelated to geography, that efficiency tools have a positive 

impact on efficiency in environments with complex processes. Furthermore, it shows 

that performed in the right way, sales are possible to apply in a customer service context 

but there are aspects such as customer orientation and ethical behaviour by the sales 

managers that are important to consider. A conclusion is that there exists a conflict 

between the efficiency increase obtained by using the quality tools and using sales 

within a customer service unit, as sales ”steal” time from efficiency. There is no 

research identified addressing applications of the combination of quality tools and sales 

within the customer service units in the Swedish manufacturing forestry industry. This 

fact makes me ask myself if these two factors are applied and how. If applied;  

 

What have been the results in terms of efficiency from their perspective and to customer 

satisfaction? If successful, what do the companies perceive as success factors?  

 

Do they have any connection to success factors identified in previous research? If not 

successful, what could have been the obstacles that made it fail?  
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This leads up to my research problem. 

1.2.5 Research Problem 

Below the main research problem is presented: 

                                         

How do Swedish global companies within the manufacturing forestry industry 

experience the potential conflict between their work with efficiency and sales in their 

customer service units? 

1.3 Purpose 

The purpose of this study is to examine how my presented change programs and sales 

can be applied to customer service units in Swedish global manufacturing companies 

within the forestry industry. The theoretical contribution for this study is to understand 

how customer service units in Swedish global manufacturing companies within the 

forestry industry are working with the identified quality tools and sales. The practical 

contribution is to develop a customer service management model that can be used 

within my partner company and similar companies. 

1.3.1 Research Gap 

Previous research indicates that change programs have been applied in different 

industries to improve efficiency in manufacturing (Wang & Chen, 2010, p. 301; Han & 

Lee, 2002, p. 28). The most popular change programs pointed out in previous research 

are; TQM, Lean and Six Sigma (Alsmadi et al., 2012, p. 269). Recent studies show that 

they have been transferred into the service sector in recent years with very good results 

(Keng-Boon, et. al., 2011, p. 415; Wang & Chen, 2010, p. 314). When seeking in which 

industries the change programs have been applied to the service sector studies I have 

found research on small companies (Khamalah & Lingaraj, 2007), fast food (Bowen & 

Youngdahl, 1998), hotels (Cuatrecasas, 2004, pp. 533-534), telecommunications 

(Antony, 2006), healthcare (Chakrabarty & Tan, 2007) and banks (Kwak & Anbari, 

2006). None of these studies can really compare to the manufacturing industry and their 

customer service units and thereby be applied to Swedish global manufacturing 

companies within the forestry industry.  

 

To be successful as a company it is of high importance to be efficient (Abolhassini et 

al., 2016, p.876) and one way to be efficient is by using down time in a customer 

service unit (Jasmand et al., 2012). Jasmand et al. (2012, p.34) concluded that when 

working with sales in a customer service call center efficiency goes down in the short 

run but in the long run it is anticipated to create higher customer satisfaction which 

should lead to higher customer retention and loyalty. 

 

Since there is no research about how manufacturing companies within the forestry 

industry have used the presented change programs within their customer service units 

there is a gap. The research gap I aim to fill is the in-depth knowledge about how 

theories concerning the combination of the presented change programs and sales, can be 

applied to customer service units in Swedish global manufacturing companies within 

the forestry industry. I will use this in-depth knowledge to present a customer service 
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management model for my partner company which also can be applied to comparable 

organizations. 

1.3.2 Research Questions 

To achieve the overall research purpose, the following research questions will be 

examined in this study and presented in the theoretical contribution.  

 To what extent is a Swedish global manufacturing company within the forestry 

industry actively working with change programs in its customer service units? 

 

 Is a Swedish global manufacturing company within the forestry industry 

working with the combination of the presented change programs and sales 

within their customer service units? 

 

 How is a Swedish global manufacturing company within the forestry industry 

working with efficiency, quality and sales in its customer service units? 

 

 How do differences in customer demand based on the applicable market affect 

the work customer service units can do on quality and efficiency? 

 

 Does a Swedish global manufacturing company within the forestry industry 

experience a conflict with their goals for efficiency by implementing sales along 

with the change programs? 

 

 What obstacles does my partner company see to a successful implementation of 

a change program along with sales? 

1.4 Delimitations 

In a short project, such as a four-month thesis, limitations have been made to be able to 

deliver high quality results. I have chosen to draw limits in the following dimensions: 

 

Examined market: I have chosen to study a specific manufacturing company within the 

Swedish forestry industry, which also is my partner company. The company is global 

and has its customer service units focused on different markets. I will study how they 

use quality tools, how they work with sales and if this differs within the demands of the 

different markets. The Swedish forestry market is an old industry with a high 

importance for Sweden reaching its national sustainability goals. Since the industry is so 

old, it comprises organizations that existed before the addressed change programs were 

invented and I will examine if they have followed other industries with modern change 

programs within their customer service units. 

 

Part of the organization: I have chosen to focus on the internal organization including 

quality and efficiency of internal practices and processes. This means that interactive 

processes with customers have been excluded. Thus, the work in the organization and 

the result of this work is of course affecting the customers and therefore customers and 

customer satisfaction will be mentioned. 
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Theories used: Due to the limitations made above, theoretical areas such as customer 

behaviour and customer relationship management have been excluded because they do 

not have a direct impact on how quality and efficiency work as well as sales operations 

are performed. However, as mentioned previously the customer demand in different 

markets can affect the way work is done, quality and efficiency will affect how good 

and fast the customers will receive response to their needs. 

1.5 Explanations 

TQM: Management philosophy built on nine success factors which are top 

management commitment, customer focus, training and education, continuous 

improvement and innovation, supplier management, employee involvement, quality 

information and performance measurement, benchmarking and employee 

encouragement (Talib & Rahman, 2010, pp. 368-369). 

 

Lean: Concept aimed at continuous improvement in processes by eliminating non-value 

adding steps. The concept constitutes five fundamental steps which are; value 

identification, value stream analysis, flow, pull and perfection (Akbulut-Bailey & 

Smedley, 2012, pp. 20-21). 

 

Six Sigma: Concept aimed at systematically eliminating defects in a process. The 

concept constitutes a process including five steps, define, measure, analyse, improve 

and control (DMAIC) (Akbulut-Bailey & Smedley, 2012, p. 21). 

 

Change programs: When I am discussing change programs I refer to the TQM, Lean 

and Six Sigma models described more in detail above. 

 

Efficiency: Creating high levels of output using small amounts of resources in terms of 

staff and equipment (Lu & Hung, 2010, p. 1352). 
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2. Methodological and Scientific Basis 

This introducing methodology chapter is intended to present foundational information 

about things that the reader needs to know when reading the literature review. Such 

information is my pre-understanding, chosen subject and how I am going to perform my 

study. I am also presenting my chosen perspective and how I have been reviewing 

previous research. 

2.1 Choice of Subject 

I have experienced the choice of topic to be an interesting process that needs to be 

performed with creativity and an open mind. 

 

For me, Viktor, this process started in the autumn of 2012 when starting to write a thesis 

together with a companion. Due to employment for both, the thesis was put on hold for 

several years and I started with a new thesis solo in the spring semester of 2017. I have 

worked in the manufacturing forestry industry since 2011 and my reflection is that 

efficiency projects should be able to improve the overall earnings for companies in the 

industry by just working more efficiently in customer service units. By working close to 

customer service with multicultural employees handling different markets, I have also 

noted that customers in the different markets have different needs and demands. 

Another area that has been discussed within the company that I work for is an upcoming 

focus area – internal sales within the customer service organization, to help and support 

the outside sales employees. This along with thoughts about quality and efficiency 

became the centre of the continuing discussions and the focus area from then on. In 

discussions with managers I ended up focusing on how to work with the combination of 

quality, efficiency and sales in a customer service unit. 

2.2 Pre-understanding  

Pre-understanding is an important part of business administration research. Bryman & 

Bell (2005, p. 18) states that the reader has to know as much as possible about the 

researcher and their method to be able to evaluate the quality of the performed research. 

My interpretation of this is that I also have to state who I am and what my background 

is. Therefore I present what theoretical background I have as well as what I have done 

in practice. 

2.2.1. Theoretical 

I have studied at Umeå School of Business & Economics for three and a half years 

before starting with this thesis. Focus has been in Corporate Governance, Finance and 

Business to Business Marketing. For this study this has given me knowledge in the 

methodological part of writing a thesis along with some basic knowledge about the 

chosen change programs, lean, TQM and Six Sigma. I have also completed an internal 

leadership course within the company I am working for. 
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2.2.2 Practical 

I have work life experience from different industries in different positions; working in 

sales, customer service, banking, market service, finance, logistics, supply chain and 

projects. Above positions have been on different levels, from entry to managerial 

positions, most of them within Iggesund Paperboard, which also is my partner company 

in this study and the access will be discussed in chapter 4. With this knowledge about 

sales, customer service and supply chain I have a good understanding about how 

important it is for private- as well as business customers to be handled with great and 

efficient service. This is an added value for the customers and helps to grow long-term 

business relationships. With six years of working experience from a Swedish global 

manufacturing company within the forestry industry in various different positions 

connected to service towards customers, I believe that I have a broad expertise for the 

examined industry and applicable change programs. 

2.2.3 Pros and Contradicts 

There are both pros and cons with the kind of pre-understanding mentioned above. The 

pros I see is the ability to understand how the operations that I am examining are 

working in real life, which problems they are facing and what is possible to do and what 

is more difficult to do. I have noticed that sales are asked for from the management even 

in customer service units. With this pre-understanding it is easier for me to understand if 

employees working in the customer service units experience that there is a conflict 

between efficiency and sales. By working in the company but doing this research as an 

“external consultant” with this thesis, I will easily be able to reach out to employees for 

interviews.  

 

The cons are a bit more difficult to grasp. One is that my experience from working 

within customer service units may have created a “this is how it is”-point of view and 

that I have created an image of the results I will receive in an early stage of the thesis 

process. Dahlberg et al. (2001) calls this phenomena tradition. They define tradition as 

the result of several different factors such as influences from our childhood and 

different roles we have taken as children as well as adults. They continue by saying that 

a researcher has to be aware of his or her tradition to be able to ask questions that are 

not based on a foreseen answer or image of the world. (Dahlberg et al., 2001, p. 345) 

This is something that I have taken into consideration when doing thus study. I have 

done so by asking myself all the time: is this how I see it because I have experience 

saying so, or;  

 

Is it actually proven fact?  

 

One contradict could be based on the fact that the people I will interview, are people 

that I have or do work with, might not tell the full truth. However I believe that it is 

good to be interviewed by someone that actually has knowledge and experience of the 

work since that person will be able to relate how real life actually is (Zikmund et al., 

2009, p. 193). This also brings up the risk of me being bias as the study is conducted in 

the same company I am working for. To eliminate this risk and to not support the 

interest of the partner company I have explained how the interviews have been 

conducted and also saved the transcriptions from them. The selection of respondents 

have been presented to show that I am not cherry picking the employees I believe I 
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would get the “best” answers from, thereby I have eliminated the systematic error 

(Zikmund et al., 2009, p. 189). I have also chosen to not only conduct interviews but 

also to do an observation. Observations take away the risk of being bias, however they 

do not include the same attributes as an interview, such as; state of mind and opinions 

(Zikmund et al., 2009, p. 67). 

2.3 Choice of Literature 

Given my pre-understanding and the courses I have studied, I identified a number of 

theoretical fields that I thought could be relevant to include in my study. The first 

identified was TQM which I consider to be a useful tool when to work with efficiency 

related issues. When I started to dig deeper into the previous research about efficiency I 

realized that Lean and Six Sigma are concepts that are more common than TQM. I have 

also found a number of other change programs that has been used to work with such 

issues, such as Business Process Re-engineering and Balanced Scorecard; therefore I 

have included them in my theoretical framework as well. I have also been searching for 

research and theories about sales within service organizations, a field in which it has 

been harder to find something that relevant to this study. Therefore I will also discuss 

this area given my pre-understanding. 

 

A question that I consider relevant to answer is why the identified theories are 

important. My answer is that these theories are important to explain and understand on a 

very detailed level to be able to say what it means to work with efficiency and sales 

from a scientific perspective.  

 

What are the characteristics of work with efficiency and what are the characteristics of 

work with sales within an organization?  

 

Furthermore, what is needed to be able to say that a company is working with efficiency 

and sales?  

 

These are questions that can be answered by studying my identified theories and 

identifying certain factors that characterize this kind of work. The conclusion of the 

aforementioned considerations are needed for me to be able to say if and how customer 

service units in Swedish global manufacturing companies within the forestry industry 

are working with efficiency and sales. 

 

The literature searches in databases provided by Ebsco have been between the year 

bracket 1996 – 2017 and peer-reviewed to validate a high level of quality in the 

research. Most of the literature is published from 2010 until 2017, this has been a 

strategic choice since I wish to have as up to date articles as possible with the most 

recent sources. This due to the fact the research is constantly improving and thereby 

having the most up-to-date studies gives this thesis the most recent knowledge in the 

field. Older articles still play an important role as there have been very limited studies 

on the change programs in service environments and especially in the combination with 

sales. The books been used play a role as sources for the methodological and 

scientifically choices made as they contribute with in-depth knowledge within the 

mentioned field. Internet resources have been used in a limited way as they are not as 

reliable as peer-reviewed studies and books. The internet sources have been used most 

in explanation purposes about the partner company and the background to the study.    
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List of search words 

TQM, Lean, Six Sigma, Service, Customer Service, Efficiency, Workflow, DMAIC, 

TQM+Service, Lean+Service, Six Sigma+Service, Efficiency+Customer Service, Sales, 

Sales+Service, Lean+Sales, Lean+Customer+Service+Sales, Geographical Customer 

Demand. 

2.4 Research Philosophy 

Before going into my choices, I want to address some deficiencies in the model. For 

example it does not make a distinction between ontology and epistemology. Such 

distinction is made by the authors’ later (Saunders et al., 2012, pp. 130-134), this is also 

confirmed by Bryman & Bell (2005, p. 42). I chose to make this distinction because I 

believe that it is important to make a distinction between how the world is constructed 

and how it should be studied. 

2.4.1 Ontology 

Since my purpose is to gain an understanding about the way customer service units in 

Swedish global companies within the manufacturing forestry industry are working with 

efficiency, quality and sales, I believe that it is important to explain how I aim to gain 

such understanding. Before explaining this in detail I need to explain what scientific 

foundation I have been using when making my choices. 

 

Saunders et al. (2012, p. 132) states that studying details is a criterion to achieve an 

understanding of a certain situation. I need to have this in mind when choosing my 

research strategy and designing my study. In addition, I find the meaning of 

“understanding” as something abstract and hard to grasp. This view is described by 

Bryman & Bell (2005, p. 34) as something called “constructionism”. They state that 

constructionism is a description of an ontological point of view which says that social 

activities are something that is constructed by social actors (Bryman & Bell, 2005, p. 

34). My interpretation of this is that everything happening in my society is something 

that is created by the people living in it and everyone interprets and understands what 

happens in their own way, thereby I can learn by listening to others. In addition, 

Saunders et al. (2012, p. 132) explains that such interpretations affect what people are 

doing and how they interact with others. This is another fact that I need to have in mind 

when performing my study. For example, I believe it has an impact on the importance 

of describing how I am performing my study and factors such as my pre-understanding 

and the explanations I will receive from my interviewees. 

2.4.2 Epistemology 

Due to the fact that everyone interprets what is happening in the society in their own 

unique way there can be no “laws” that needs to be followed. Saunders et al. (2012, p. 

137) describes that I, as a researcher, need to understand this and calls the epistemology 

behind it, interpretivism. Bryman & Bell (2005, p. 29) completes this description and 

says that the interpretivism is built on understanding and interpretation. Since in-depth 

understanding is my objective to be able to give recommendations to my partner 

company and construct a customer service management model, I aim to gain this 

understanding by interpreting the answers of my interviews and observation, 
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interpretivism is my chosen epistemology. As interpretivism is built on understanding 

and interpretation, the empirical findings to my research question will be very focused 

on the researched population. Based on which population the research is done on, the 

result can be different and the purpose in this study is not to be able to generalize the 

result but to gain in-depth knowledge about the context. 

2.5 Research Strategy 

Just like in the case with ontology it is important to look back at my research question 

and purpose when choosing the research strategy. It is particularly important to look at 

how I aim to fulfil my purpose and what I want to achieve. To create the in-depth 

understanding I am seeking, I need to have a starting point. The starting point is to 

identify components in the successful use of quality tools and sales and the 

identification will be done by looking at existing theories about quality tools and sales. I 

will use the knowledge gained from the starting point to form themes that will be used 

as a foundation for the questions in my interviews, this is described in more detail in 

chapter 5.  

 

So where does this way of performing a study fit in the scientific methodological 

framework? 

 

In the research onion model presented by Saunders et al. (2012, p. 128) the two most 

common strategies; deduction and induction are named. In an updated model, a third 

strategy is introduced called abduction. The authors present this as a strategy that is 

actually the one that management researchers are using, moving back and forth between 

theory and data (Saunders et al., 2012, p. 147). An interesting aspect of the abduction 

concept is the use of data. Saunders et al. (2012, p. 144) states that in the abduction 

strategy, data is used to find themes within a phenomenon and locate where these 

themes fits in a conceptual framework and thereafter test this through another collection 

of data. It can be argued that this is a strategy that suits my study because the theories I 

am about to present could be seen as conceptual frameworks and to test this through the 

collected data through my interviews. 

 

Given my methodological choices I will not be able to go all the way to test my findings 

through another round of data since I have no intention of following up the use of the 

customer service management model I will present to my partner company. This I think 

is argument enough to say that abduction is not the strategy I will use. 

 

In addition the authors states that within the inductive strategy, data is used to identify 

themes and create a conceptual framework (Saunders et al., 2012, p. 144). It could be 

argued that the customer service management model I want to develop is actually a 

conceptual framework as presented in this approach and that I should use an inductive 

approach. However, I am using an existing theoretical foundation when gathering my 

data. In detail, I am using existing theories about what is needed to be successful in the 

use of quality tools and sales, and I am testing how these theories apply to customer 

service units in a Swedish global manufacturing company within the forestry industry.  

 

Are these units working with these success factors and in that case, what effect does it 

have on customer satisfaction?  
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This is more of a deductive strategy. 

 

Bryman & Bell (2005, p. 23) presents a process for the deductive strategy that 

constitutes six different steps, using theories (1) to present hypothesizes (2). These are 

then tested by gathering data (3) and getting results (4) that are analysed. From this 

analysis the hypotheses can be accepted or rejected (5). The final step includes revising 

the theory (Bryman & Bell, 2005, p. 23). This is a process that can be used in a case 

where a quantitative strategy is used. In my case I am using a qualitative strategy, which 

means that this process is not fully applicable. Instead I am using the process for 

analysis of qualitative data. Below, in figure 1, the process of this study is descried and 

visualized. 

 

 
 

Figure 1: Description of the Process Used in my Study 

 

Due to the fact that my purpose is to understand a specific phenomenon with in depth 

knowledge - how customer service units in Swedish global manufacturing companies 

within the forestry industry are working with quality tools and sales - I have chosen to 

use a qualitative approach. 

2.6 Ethical Considerations 

An ethical aspect important to consider is to make sure that the name of the company 

participating in the project is kept secret (Bryman & Bell, 2005, p. 356). This is 

particularly important when performing a study where one of the purposes is to be able 

to recommend strategic and operational actions to an actor within a business 

environment characterized by very high competition. As I have received the approval 

from my partner company to use the company name, this has been taken in 

consideration. Working methods, processes and systems that could be seen as corporate 

secrets must also be kept secret from competitors; therefore I will ensure that what I 

write is approved by the company before I publish the thesis. The respondents have 

approved to be a part of the study in advance which is a part of the consent claim 

(Bryman & Bell, 2011, p. 147), their responses and names will be kept anonymous for 

all, besides me, the author of this study and thereby the responses in chapter 6 are 

anonymous. This is also kept anonymous so that management of my partner company 

will not find out who have participated in the interviews and thereby can give the 

specific persons a hard time for their answers as the data collection is only intended for 

this study. Before starting the interview all respondents were informed that they at any 

Relevant theory 
identification and 

description 

Theory testing in a 
Swedish company 

Implications for 
other similar 
companies 

Formulate 
recommendations 

for similar 
companies 
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time can choose to end the interview. All responding persons in the interview have been 

informed on where the final result will be accessible and they will also receive a digital 

copy hereof. By taking above stated actions I believe that I have fulfilled my partner 

company’s wishes to not share any corporate secrets and also keeping the responding 

individuals answer confidential and anonymous. 

2.7 Access 

When performing case studies of this kind where the information I need could be of 

strategic competitive importance, I believe that it is important to ensure that the 

information is formulated in such way that it will not jeopardize the competitiveness of 

my responding company. I also believe that this is important to clarify to my 

respondents when talking to them to get the access needed to be able to perform the 

study in a constructive way. The access I have to my partner company is discussed in 

chapter 4. 

2.8 Source Criticism 

To ensure the quality of my secondary sources I have only used scientific articles that 

have been peer-reviewed. When finding quotations of other researchers in an article I 

have tried to look up the original source to be sure that it has not in any way been 

manipulated or misunderstood. Exceptions have been made, for example when using the 

results of a compilation of several studies I have chosen not to look up all the original 

sources due to the fact that it constitutes results from several different sources. That I 

see as an insurance of the quality of the particular article. Of course there could have 

been interpretations made by the author I have chosen to cite, but since the quotations 

are done by easy facts that are not easy to interpret, I believe this is an acceptable way 

to go. I have also focused on articles from the last fifteen years to be sure that the 

theories I am using are pretty up-to-date. Even here there are exceptions but the used 

articles from before 2002 have in most cases been cited and applied in articles that have 

published on a more recent date. Since working with efficiency and sales in customer 

service units is a relatively modern process, up to date peer-reviewed articles have been 

to prefer when I have searched in the databases. 

2.9 Research Design 

When designing a study there are a number of different aspects to consider. These are 

for example connections between different variables, generalization to a larger group of 

respondents than those that are actually participating in the study and understanding of 

behaviour. Furthermore it is important to distinguish between the design and the 

practical research method (Bryman & Bell, 2005, p. 47). These are all aspects that have 

to be considered in my study. As said, the purpose of this study is that I want to 

understand how customer service units in Swedish global manufacturing companies 

within the forestry industry are working with my identified quality tools and sales. This 

is the part which is supposed to provide my theoretical contribution. The second part of 

my purpose is to develop a customer service management model that can be used within 

my partner company and similar companies. To be able to do this in an applicable way I 

will need to examine how they are working today. This is the part which constitutes my 
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practical contribution. To fulfil both these parts of the purpose two different types of 

design has to be used. The choices I have made are presented and motivated below. 

2.9.1 Design 

There are a number of different types of design options to consider when conducting a 

study of the kind that I have the intention to do. To be able to understand how customer 

service units in Swedish global manufacturing companies within the forestry industry 

are working with quality tools and sales I believe that the appropriate way is to study a 

company that have this type of global customer service within the chosen business 

segment, Swedish global manufacturing companies within the forestry industry. The 

scientific terms for this way of acting are surveys and case studies. Surveys have 

traditionally been defined as forms and structured interviews but lately a more general 

concept has been introduced and is nowadays more preferred. This term is cross-

sectional design. The difference is claimed to be that other methods than the traditional 

quantitative survey methods can be used, such as public statistics and structured 

observations as well as content analysis with more qualitative characteristics. Finally 

cross-sectional design is supposed to be used to gather data to be connected to certain 

given variables. (Bryman & Bell, 2005, p. 65) 

 

In addition, some of the most famous studies within the business administration area (to 

which the customer service units of manufacturing companies belong to as they have an 

administrative role in the business), have been case studies. Case studies are basically 

about examining one single case in detail using qualitative methods such as 

unstructured interviews and observations (Bryman & Bell, 2005, pp. 71-72). Saunders 

et al. (2012, p. 179) completes this statement and says that semi-structured interviews 

can be included as well. However, to be called a case study and to exceed the 

characteristics of a cross-sectional design it is important to also consider and involve 

quantitative data gathering. (Bryman & Bell, 2005, pp. 71-72) Eisenhardt and Graebner 

(2007) (as cited by Saunders et al., 2012, p. 179) completes this explanation and states 

that a case study approach is considered relevant when the researcher wants to 

understand a context and the processes going on in it. Furthermore, the authors are 

confirming the statements of Bryman & Bell (2005, pp. 71-72) about the use of data 

from multiple sources; they call this triangulation (Saunders et al., 2012, p. 179). 

 

As my purpose is to understand how customer service units in Swedish global 

manufacturing companies within the forestry industry are working with quality tools 

and sales, I believe that the case study strategy with semi-structured interviews with 

some quantitative questions and the use of this data from independent sources (different 

customer service units and managers) is the way to go. I intend to triangulate by using 

data from the ten different respondents as well as existing theories to be able to present 

a customer service management model. The quantitative data from the semi-structured 

interviews will be applied to understand the similarities or differences within the 

different markets. How the data is collected is further explained in chapter 5.3. 

2.10 Perspective 

I have chosen an internal management perspective which means that I am focusing on 

the internal processes and practices within the organization of my partner company, 

which is the researched company in this study. This means that I am not taking into 
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consideration the view of customers on efficiency-increasing activities within the 

company. This also means that I have excluded theories about customer behaviour and 

customer relationship management. Thus I conclude, from previous research, that 

customer satisfaction and loyalty are consequences of the internal activities being made 

to increase efficiency. 

2.11 Conclusion 

In figure 2 below, the decisions I have made throughout the process of making my 

methodological choices are presented. 

 

 
Figure 2: My Methodological Choices 
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3. Literature Review 

In this chapter I discuss and present the different theoretical concepts that I have 

decided to use and why these are relevant to my study. Due to the fact that my 

perspective is internal, i.e. focused on the inter organization processes, I have chosen to 

focus on theoretical areas and models that are relevant from an internal perspective. 

This also means that theories about customer behaviour and customer relationship 

management have been excluded. 

 

In the literature review presented below I have studied a large number of different 

scientific articles within the areas of quality, efficiency and sales. I have also been 

searching for literature that contains conclusions about usage of the combination of 

quality, efficiency and sales. The identified theories are important to explain and 

understand on a very detailed level what it means to work with efficiency and sales 

from a scientific perspective.  

 

What is needed to be able to say that a company is working with efficiency and sales?  

 

This is a question that can be answered by studying my identified theories. In the next 

step I need the conclusions in order to be able to state if and how customer service units 

in Swedish global manufacturing companies within the forestry industry are working 

with efficiency and sales. 

 

Previous research has shown that TQM, Lean and Six Sigma are the most popular 

quality tools (Alsmadi et al., 2012, p. 269), they will be presented throughout the 

literature review and I have concluded that other change programs are actually included 

as components in these three quality tools. As an example, I mentioned agile 

manufacturing in the problem background and this is, as the name indicates a concept 

that is very focused on the manufacturing industry. For example an article by Vinodh et 

al. (2010, p. 2144) states a four phase process where the result is a CAD model to 

optimize manufacturing features to make sure that the right volume of units are 

manufactured to meet customer demand. My interpretation of this is that it is very 

technical and useful in the manufacturing industry but less useful in the service sector 

that I am studying therefore I exclude this program from now on. The TOC is 

mentioned in an article by Ying-Chyi et al. (2012, p. 4688) as a thinking process very 

much focused on change management, that I see is a natural component of other 

concepts that I am analysing. Due to this reason I will not study this concept any closer 

in this study. In a third article, Upton (2011, p. 25) is presenting the balanced scorecard 

as a controlling tool including four categories of key performance indicators or 

perspectives such as learning and internal business processes. These perspectives are 

also, as I will show, included in the most popular quality tools. My conclusion is that by 

using the three most popular change programs I am actually including the other ones 

that are relevant as well. These are the main arguments to focus on TQM, Lean and Six 

Sigma. 

 

Within the research field it will be interesting to see if and how the change programs are 

applied within my partner company as well since this will be a part of this studies 

theoretical contribution and I have identified two different ways to do this. All of the 

programs constitute a number of specific characteristics which will be presented later in 
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this literature review. This means that companies can work actively with the models or 

just use certain components from the models. In other words, I can 1) ask my partner 

company if they are working actively with the models or 2) look for certain factors that 

implicate that they are working with components included in the models. Throughout 

this chapter I will clarify which components that relates to each model to be able to 

draw conclusions about the usage of the models in my partner company. 

 

When looking closer into these three programs (TQM, Lean & Six Sigma), I have seen 

that they originally come from the manufacturing industry (Wang & Chen, 2010, p. 

301), which might be an argument not to use them in my study since I am looking at the 

service sector of the company. However, more recent studies show that they have been 

transferred into the service sector in recent years with very good results (Keng-Boon, et. 

al., 2011, p. 415; Wang & Chen, 2010, p. 314) which makes this argument irrelevant. 

Therefore, I have chosen to focus on these three programs. An interesting case appears 

when adding strategic work with sales in customer service units.  

 

How does this affect efficiency?  

 

I have identified some studies that touch upon this area and they will also be presented 

later in this literature review. 

 

The quality tools presented above have been proven to increase efficiency – but;  

 

What happens when I add the sales dimension?  

 

This is what I will study. Figure 3 below illustrates this and constitutes my conceptual 

framework. 

 

 
Figure 3: My Conceptual Framework 

3.1 TQM - Total Quality Management                   

TQM is a management tool used for having total control of quality in an organization. 

In a process of increasing quality, every person in the organization is included. TQM is 

mostly amplified in the production sector, up until recently when the service sector 

began testing TQM for developing their business area. (Slack et al., 2010, p. 

508)                   
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3.1.1 Definition                 

In literature, TQM is described as an approach which is basically about quality 

improvements. It is also called a philosophy that covers all activities performed within 

an organization. Focus is on the following five factors: 1. Live up to the expectations of 

customers, 2. Cover the whole organization including all employees, 3. Focus on 

identifying failure costs and make sure things are done right the first time, 4. Focus on 

development of quality and improvement systems and procedures and 5. Make sure that 

there is a process that encourages continuous improvement. (Slack et al., 2010, p. 508) 

                     

Since TQM has its background in the production sector there are some complications 

when it is adapted to the service sector. Keng-Boon et al. (2011) identified following 

three problematizations in their study: 1) Service is a more complex ”product” for 

customers to evaluate rather than tangible goods from the production sector. 2) The 

quality of a service depends on how the service is performed in relation to the 

customers’ expectations before ordering the service. 3) How the service is evaluated 

depends on both how the complete process of the service is delivered as well as how the 

result of the performed service was. 

3.1.2 Requirements and Success Factors                     

For me it is of course of interest to see if recent studies about TQM in the service sector 

have been positive in the way of quality and efficiency. Talib and Rahman (2010) 

pointed out nine success factors required for TQM in the customer service section in a 

study, these are: (1) top- management commitment, (2) customer focus, (3) training and 

education, (4) continuous improvement and innovation (5) supplier quality 

management, (6) employee involvement, every person in the specific organization is 

involved in the process (7) employee encouragement, (8) benchmarking, (9) quality 

information and performance measurement. Talib and Rahman (2010) have summarized 

many different studies and all of them have identified various numbers of success 

factors and these nine concludes them all in a good way, shown in figure 4 below. 

 

 
Figure 4: TQM Success Factors (Talib & Rahman, 2010, pp. 368-369) 

 

The top-management is there to set the guidelines in the company, they are the leaders 

of the company and have to make sure that the goals, policy, future and values for the 

company is implemented at each level of management and down to the bottom floor. By 

having all employees aware of the plan for the company it is much easier to get the 

group to work together in the way the top-management wishes to improve the company 

and reach the final goal. For every employee to work according to these guidelines they 
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need competence development training and education, a never ending process of 

improving the company’s employees. (Talib and Rahman, 2010)  

 

Talib and Rahman (2010) have found other studies pointing at for a company to keep 

improving, the customers’ requirements and satisfaction has to be understood and 

measured. Having the knowledge about what the customer is expecting or has 

experienced, the company can keep on working with improvements (Yusuf et al., 2007; 

Tsang & Antony, 2001; Forza & Filippini, 1998 – quoted by Talib & Rahman, 2010, pp 

367 - 374). One part of keeping customers satisfied is to have a good relationship with 

suppliers to the company so that orders will have a good price and delivery. Another 

part of having a satisfied customer is that all employees listen to what the customer is 

satisfied with, but most important what they are not satisfied with and send these signals 

further so that the company can improve these matters. All employees should also be 

encouraged to help the company solving the customers dissatisfactory and also be 

rewarded when they have performed well. A third process to reach the goal “a satisfied 

customer” is through benchmarking, to scout the market to see what competitors are 

doing better and implement those parts in the own company. (Talib & Rahman, 2010, 

pp. 367-374) 

                     

Another factor that is mentioned by some authors, but not included in the model is 

process management (Talib & Rahman, 2010, p. 366), which is an important part of the 

other concepts. This has earlier also been presented as its own change program - BPR. 

This makes me conclude that BPR can actually be seen as a component included in the 

TQM concept. 

 

To give the right background for a customer service organization to succeed it is 

important that the company has good technical equipment and a good data-system with 

appropriate software for them to use (Ravichandran & Rai, 1999, p. 119). When not 

being efficient, every customer will consume a lot of time, which leads to high costs and 

dissatisfied customers (Wang, Hsu & Chich, 2014; Koc, 2013; Coulter, 2009; Weber, 

2009 – quoted by Koc et al., 2017, p. 390). By developing an effective data-system a 

customer service organization can cut time with each customer, this leads to a more 

efficient organization that will decrease costs and shorten the time for customers to wait 

for help which makes them more satisfied with the service (Cortada, 1995 – quoted by 

Issac et al., 2004, p. 331). High quality management gives results and will be paid off. 

                     

As one of the most important parts of TQM is continuous improvement, it is a process 

to keep the employees learning and training. Many leaders can see this as an expense 

but it is actually an investment for the company’s future, since TQM helps with the 

continuously learning and training process (Siew-Yong, et. al., 2011, p. 1290). By 

having well-educated and trained employees, the company stands good against 

competition and the study conducted in Malaysia by Siew-Yong, et al. (2011) supports 

that learning and training in TQM has a positive effect in market outcomes. To be aware 

of is that the study is conducted in Malaysia where the level of people with high 

education is much lower than in Sweden and this could have an impact on why 

education and training has a positive effect on the market outcome. According to SCB 

(2017), out of the population between 25-64 years old in Sweden, 25% are highly 

educated and if I compare the amount of years spent in school with adults over 15 years 

in year 2000, Sweden is fifth in the world with 11,4 years and Malaysia is in 42 place 

with 6,8 years (Nationmaster, 2012).                     
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3.1.3 TQM in a Service Environment                 

A study conducted in USA containing answers from 306 small companies by Khamalah 

and Lingaraj (2007) showed that majority of these companies should add more focus to 

training and education as well as encouraging the employees with rewards after 

performing well, this to create a long-term quality and be heading towards a good future 

in the business. 

                     

Keeping the customer in focus and always be reminded that the customers’ expectations 

and experiences is the absolute most important for a company to keep the process in 

development to improvements. It shows that companies using the TQM concept have 

reached more satisfied customers, better performance by the employees in the company 

and better quality in the implemented services. And to get a grip of what the customers’ 

expectations and experiences are, the company has to collect information and analyse it. 

This was the most important finding in another study from Malaysia. (Keng-Boon, et 

al., 2011, p.415)             

3.2 Lean 

Much research has been done on the use of lean within manufacturing as well as service 

organizations. Here I present the concept of lean before presenting some studies that I 

consider relevant from my chosen perspective, purpose and research questions. 

3.2.1 Definition 

Akbulut-Baley et al. (2012, pp. 20-21) is presenting the lean concept as a process that 

constitutes five different steps. These steps are: 1. To identify what the customer 

perceives as value in products and services, 2. Identify what activities and processes that 

create value from the definition stated in step 1, 3. To make sure that there is no 

interruptions within the flow that creates value, 4. Produce the product or service when 

the customer places an order, and 5. Strive for perfection in terms of eliminating 

activities and processes that are not creating value. The process is summarized in the 

figure below: 

 

 
Figure 5: Lean Process (Akbulut-Baley, 2012, pp. 20-21) 

 

This description is a citation by Akbulut-Baley et al. (2012, pp. 20-21) from three 

different other authors from different years (Tracy & Knight, 2008; Ricando & Viles, 

2005; Nave, 2002) which I believe is a quality insurance. Several other studies have 

also been conducted that presents the lean process in a similar way. Some of these 

studies are presented below. 

 



25 

 

3.2.2 Lean Service 

The thoughts behind the lean Service concept started to take shape in early 1970’s. 

Levitt (1973) discusses one particular example when he compares the automobile 

industry to the fast food industry. He introduces the term “A production-line approach 

to service”. Furthermore he predict that service industry managers will to a larger extent 

see their work as delivering a product which he states to be a reason to that the way of 

managing a manufacturing company can be applied to a service organization as well. 

(Levitt, 1973, p. 17) 

 

Bowen and Youngdahl (1998) performed a study of a number of different companies on 

different markets; Taco Bell was one of them. They performed a number of different 

actions that to a large extent follows the lean process. The actions, mostly based on 

what the customers wanted, showed to decrease costs, increase flexibility and quality 

(Bowen & Youngdahl, 1998, pp. 215-216).  Important to consider when thinking about 

the contribution to my study is that Bowen and Youngdahl’s study covers a business 

very different from the one that I am studying. The services provided by the studied 

companies are more of “on demand” services used during a short period of time and the 

services provided by my partner company I am examining are continuous services. 

What the study actually provides for my study is an historical insight in the origin of the 

lean service concept and that it has made managers of certain companies realize that 

they can benefit from seeing themselves as service companies and apply a lean mind-

set. This is an interesting view of lean and it will be interesting to understand if 

managers within the service oriented department of a manufacturing company see 

themselves as service- or manufacturing driven and this can be a background to why 

they are applying a lean mind-set or not. 

 

A question that has not yet been answered is what can be seen as activities performed in 

an organization that is not creating value. Another term for this that is often used in the 

literature is waste. In an article written by Womack and Jones (1996), waste is said to 

have eight different components. These are overproduction, defects, unnecessary 

motion, unnecessary inventory, inappropriate processing, transporting and waiting. 

(Womack and Jones, 1996, as quoted by Abdi et al., 2006, p. 192) The study by Abdi et 

al. (2006) is moving deeper into the lean service concept and goes through the different 

steps in the lean process from a service perspective in detail (Abdi et al., 2006, pp. 193-

196). Further on a so called lean practitioner model by McKinsey is presented 

consisting of seven different points presented in figure 6 below: 
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Figure 6: McKinsey Lean Service Model (Abdi et al., 2006, pp. 197-198) 

 

Finally the authors are presenting another model consisting of four steps, 1. Think lean 

about your service, 2. Setting the expectation by avoiding mean service, 3. Analyse by 

benchmarking your own organization with service role models and 4. Navigate using 

experiences from other practitioners and consultants. (Abdi et al., 2006, p. 205) Both of 

the models used in this article are interesting tools that is contributing to my study. 

Why? Because of two main reasons: 1. The McKinsey Lean Service Model gives a 

picture of how the lean concept can be used in a service organization in practice. 2. The 

second model by the authors of the article provides another easy-to-understand tool for 

how to work with lean in a service organization. The contribution for my study is 

examples of working areas that can be used to see how customer service units in 

Swedish global manufacturing companies within the forestry industry are working with 

lean service techniques. 

 

A Spanish study performed by Cuatrecasas (2004) provides another insight to the lean 

process presented first in this chapter, which is to be used when implementing lean 

techniques in a pure service process in practice. The study stated to be a case study 

constituting improvement of efficiency in the process of checking out from a hotel in 

terms of cycle time (Cuatrecasas, 2004, pp. 533-534). The goal is stated to eliminate 

idle employees and queuing customers as well as removing activities that are not 

providing added value to the process (Cuatrecasas, 2004, p. 533). Using his own 

measuring system, Cuatrecasas (2004, pp. 534+541) states that the cycle time is 

shortened from 360 seconds (60 + 165 + 135) to 240 seconds. The result also provides 

increased flexibility (Cuatrecasas, 2004, p. 543) which is another objective with the lean 

concept. Except for the insight into the working methodology, this study sends a clear 

message to whomever that wants to increase efficiency using the lean concept. The 

message is that an organization needs to have a very good detailed knowledge about the 
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activities performed within its processes to be able to reach such goals. In practice this 

means that I will have to investigate the knowledge about processes within the 

organization I will study. The contribution to my study is a clear proof that the 

methodology is actually giving the results that can be expected from it. 

3.2.3 Lean with Computer Systems 

Today the entire world relies on IT, both manufacturing and service units it built upon 

IT and if you do not have an IT-system that fits the business strategy, a lot of time is 

spent doing what an IT-system could do for you. Torrecilla-Salinas et al. (2015, p 124) 

highlight the importance of being agile and rapid in following and changing according 

to customer demands since the world is connected globally. I interpret this as by having 

an efficient IT-system you could save time, time you could be using on other value 

creating activities. In a conceptualization of lean production, Karlsson and Åhlström 

(1996, p. 45) identify vertical information systems as a part of the lean model, they are 

talking about the importance for multifunctional teams, which a customer service unit is 

fulfilling by performing various different tasks depending on the management focus, to 

have a good system so that the correct information is easy to access. For the 

manufacturing companies in the forestry industry this should be interesting since they 

both need accurate information in production as well as in the customer service units so 

they can serve the customers with fast answers.  

3.2.4 Success Factors and Barriers 

Comparing lean to TQM, it is not as obvious which the success factors of a TQM 

implementation project are as they are in a lean implementation. The study by 

Mazzacato et al. (2012, p.11) on the emergency care at a Swedish hospital states factors 

such as ownership of processes, communication channels through the organizational 

hierarchy and employee encouragement as important factors, in addition stating that it is 

important to cancel old strategies and activities. This is said to require a mature 

management team that is ready to encourage change and accept that there are limited 

resources (Pejsa & Eng, 2011, p. 47). 

 

A question to ask when talking about success factors is if there are any barriers, 

obstacles and downsides with a lean implementation. Rafique et al. (2016, p. 1585) 

pinpoints a couple of interesting barriers when it comes to implementing lean, such as 

company culture and management attitude. A company culture can definitely be hard to 

change, “it is in the walls” is something most people have heard but it is not only that, it 

is also a question of change and that people have to change to make a culture change 

(Dahlgard & Dahlgard-Park, 2006, p. 274). Changing can be hard for some as processes 

are already in place for how things should be done, they are known by heart and to do 

something new can make it uncomfortable as you are not totally secure of the process 

(Dahlgard & Dahlgard-Park, 2006, pp. 273-274). As the manufacturing forestry 

industry is old and has a long history, change can be a big barrier for their employees to 

have a successful lean implementation. This connects to the management attitude, 

especially towards change and support, if it is not handled in a good way you will see a 

declining service towards customers with, for example, longer waiting time for a reply 

(Rafique et al., 2016, p. 1585). 
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3.2.5 Measuring Use of Lean Techniques 

One question still remains:  

Are there any measuring tools that can be used within my study that has been used in 

earlier studies to see to what extent customer service units in Swedish global 

manufacturing companies are working with lean?  

A model suggested by Karlsson and Åhlström (1996) can be considered a starting point 

to develop this measuring tool. The model constitutes a number of determinants to use 

to be able to see what results is given by actions to integrate a lean way of working 

(Karlsson & Åhlström, 1996, p. 26). For multifunctional teams as customer service 

units are as they are performing many tasks, Karlsson and Åhlström (1996, p. 35) have 

determined that how the team structure is set up can increase efficiency and it can be 

measured by task rotation within the team as it then becomes clear if someone can 

perform it in a more efficient way, another important way to measure is how much 

training the employees are given and in how many various tasks they are trained in. A 

withdraw to this study is however that it is focused on manufacturing but I have found 

parts that also are applicable to customer service units as they are performing multiple 

functions based on the management steering. 

3.3 Six Sigma 

Research on Six Sigma is often tied to Lean and the two concepts are tightly bound to 

each other. A lot of the previous research has focused on this combination of the two 

concepts used within both manufacturing and service organizations. 

3.3.1 Procedure 

Just like the Lean concept, the Six Sigma concept constitutes five steps. There are two 

different options though, where the three first steps are the same but the final two are 

different (DMAIC vs. DMADV). The first steps are 1. Mapping of the processes to be 

improved are defined, 2. Ways to measure a number of chosen characteristics are 

selected, 3. Analysis of the current situation and also analyse what the situation should 

be within the organization to reach desired goals. (Akbulut-Baley et al., 2012, p. 21) 

 

In the DMAIC version step 4 is; Perform the necessary improvement that is needed to 

reach the goals and 5 is; Documentation and monitoring through statistical control of 

the processes. In the DMADV version step 4 is; Design of new processes or product and 

5 is to; Verify the new processes or product. (Akbulut-Baley et al., 2012, p. 21) 

 

The goal with the concept is to not have more than 3,4 defects per million occasions in a 

certain process. (Akbulut-Baley et al., 2012, p. 21) The working processes are 

summarized in the figure below. 
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Figure 7: Six Sigma Process (Akbulut-Baley et al., 2012, p. 21) 

 

Just like the Lean concept this description is a summary of studies conducted by 

different authors in different years (Andersson et al., 2006; Pande et al., 2000 – quoted 

by Akbulut-Baley et al., 2012, p. 21), which I see as quality insurance. Additional, a 

study by Pearlman & Chacko (2012, p. 58) presents a useful box of Six Sigma tools. 

These tools are presented in the figure below: 

 

 
Figure 8: Six Sigma Tools (Perman & Chacko, 2012, p. 58) 

3.3.2 Six Sigma in a Service Environment 

Several studies bring up Six Sigma application within service-oriented environments 

such as telecommunications (Antony, 2006), healthcare (Chakrabarty & Tan, 2007) and 

banks (Kwak & Anbari, 2006). These studies contain information about results but lack 

hands-on activities and methodologies. On the other hand, the American study by 

Pearlman and Chacko (2012) provide a hands-on insight to the application of Six Sigma 

within the service sector. It contains a case study on Starwood Hotels and Resorts which 

is a large hospitality company. During a five year period they have built a workforce 

consisting of 150 managers who work full time and with improvement projects using 

Six Sigma methodology. They are called “black belts”. In addition they have trained 2 

700 managers who work part time with similar projects. They are called “green belts”. 

The company has implemented its own process for initiation of improvements and the 

origin to many of the improvements are often ideas presented by hotel teams to a 

council working with Six Sigma initiatives. This council is reviewing the ideas 

presented and decides which initiatives that will be performed and put to reality. The 

result of projects initiated was in solely during the year of 2006 USD $100 million. 
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(Pearlman & Chacko, 2012, p. 57) The contribution to my study is knowledge about 

practical ways to work with Six Sigma methodologies in structured and successful ways 

in a service company. It is important to think about that the company using this 

structure is a very large organization compared to my partner company. Regardless of 

this, the study gives implications about how to work with improvement projects using 

the Six Sigma concept. 

 

In addition, a study performed by Guarraia et al. (2009) presents several examples of 

service organizations where Six Sigma methodologies have been applied successfully. 

One of these applications was made in a call center representing a telecommunications 

company. This company divided their customers into three different segments 

depending on the value they provided to the company. Then they put together a plan on 

how to serve each of the customer segments. They also started working with sales on 

inbound calls with satisfied customers. The results were stunning, saving 25 % of the 

operating costs in less than three years. (Guarraia et al., 2009, p. 59) This study provides 

a very good example of an organization that has successfully used Six Sigma 

methodology to enhance the efficiency in the processes and started to generate revenue 

within a customer service unit; however the difference to my partner company is that 

they are not a call center. 

3.3.3 Success Factors and Barriers 

What are the success factors of Six Sigma implementation?  

 

This is a question which is addressed in studies by Antony (2006, pp. 242-243), 

Chakrabarty & Tan (2007, pp. 200-201) and Alsmadi et al. (2012, pp. 271-272). In table 

1 below is presenting Success factors identified by these authors. 

 

Table 1: Success Factors within Six Sigma 

Antony Chakrabarty & Tan Alsmadi et al. 

Strong leadership and 

commitment from the 

management team 

Top management commitment Linking to business strategy 

Organizational culture change Education and training to make the 

organization understand the work 

processes 

Linking to suppliers, employees 

and customers 

Aligning Six Sigma projects 

to corporate business 

objectives 

Cultural change Project management skills 

Selection of team members 

and teamwork 
Customer focus Top management commitment 

Six sigma training to 

understand the methodology 
Clear performance metrics Management of cultural change 

Linking to customers Attaching the success to financial 

benefits 
Organizational infrastructure 

Accountability by connecting 
 

Project selection and 
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activities to financial results prioritisation, tracking and 

reviews 

  

Integration with financial results 

  

Training and Education 

  

Incentive program 

 

There are obviously a lot of similarities between the different authors interpretation of 

success factors. Alsmadi et al. (2012) moves the ambition level though, making a 

number of Saudi Arabian companies rank the success factors by importance. The two 

most important factors are stated to be that the use of the Six Sigma concept is linked to 

the overall business strategy and the customers (Alsmadi et al., 2012, p. 272). 

 

Moving on to the barriers, obstacles and downsides, just as doing changes with lean, a 

big barrier is the company culture and also here the commitment from management is 

very important (Kwak & Anbari, 2006, p. 713). One of the biggest barriers with the 

company culture and change is as Kwak and Anbari (2006, p. 713) say, ensuring quality 

into the processes and not seeing this as something to add on top, to be successful with 

this it is important to have good competence development training conducted 

throughout the entire company. For a company to implement Six Sigma successfully 

they need to understand that change takes time. By being patient and committed in the 

entire organization, from management to employees they can achieve a successful 

implementation (Kwak & Anbari, 2006, p. 714). 

3.3.4 Measuring Use of Six Sigma Techniques 

A study to measure the effects in service speed after implementing Six Sigma in a 

restaurant at a college campus has been conducted by Chen and Chen (2016). The 

implementation was done based on customer feedback that the service was to slow, 

especially during peak hours. I will highlight the results of this study to show how 

measurement can be done on Six Sigma, even though this is a far away reality from a 

customer service environment, the measurement can still be done in a similar way. The 

measurement was done by before implementing Six Sigma, the restaurants customers 

were interviewed and the study measured how long time each one of the customers had 

to wait in line until they received their food, they did the same measurement after the 

implementation and by doing this paired-test they could see that the implementation had 

increased efficiency very good. (Chen & Chen, 2016, pp. 1287-1291)  

3.4 Lean Six Sigma 

As mentioned earlier Lean and Six Sigma are closely tied to each other. Studies where 

the combination has been applied are introduced in general before focusing more on 

service contexts. 

3.4.1 Lean Six Sigma in General 

As stated earlier, Lean and Six Sigma are different concepts with close connections to 

each other even though they have different focus areas. Bendell (2006, p. 260) 
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illustrates the relationship in a model as presented below. The difference is made very 

clear. The Lean concept is focusing on reducing waste as defined earlier, while Six 

Sigma is focusing on reducing variations in a process. The model also shows that what 

the concepts have in common is that both of them aim to reduce errors in the processes 

of an organization. 

 

 
Figure 9: Lean vs. Six Sigma (Bendell, 2006, p. 260). 

 

The use of this combination is not just positive and there are conflicts with the 

compatibility. For example we can go back to waste and that within lean, the goal is to 

eliminate everything that creates waste (Bendell, 2016, p. 259). This does have a 

conflict with Six Sigma in the control phase, since removing the waste is not in any way 

prioritised, which means that it is doubtful to control the potential errors (Bendell, 2016, 

p. 259). The point here is that combining the two change programs might be a bit 

contradictive. 

3.4.2 Lean Six Sigma in a Service Environment 

A study by Wang and Chen (2010) regarding Lean Six Sigma (LSS) in a service 

industry like banks is again showing important keys for successful implementation 

originating from both change programs. They conclude that managers need to be 

committed, committed in the sense that the employees have the right knowledge and 

support to be able to find the answers for issues that exist (Wang & Chen, 2010, p. 314). 

By the managers promoting the change program it will also motivate the employees. 

Wang and Chen (2010, pp. 303-304) have found that the tools in LSS are developed for 

manufacturing and needs some modification to fully work in a service environment, 

therefor they have introduced TRIZ, which is a modified LSS for a company that ned to 

see what the customer demands are and work with them to develop solutions to meet the 

requirements. They have used TRIZ in the improvement phase of LSS combined with 

the DMAIC process, so there is a systematic way of guiding the employees to gain more 

understanding about a problem; this gave them very successful results (Wang & Chen, 

2010, pp. 304-314). This could then also be useful in other service environments if they 
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follow the DMAIC+TRIZ steps for better improvements then by just using the DMAIC 

which is focused in a manufacturing environment. 

3.4.3 Success Factors and Barriers 

Regarding Lean Six Sigma, I can expect that the success factors are a combination of 

the success factors for Lean and Six Sigma which have been presented earlier and also 

in the study by Wang and Chen (2010). This is also in many ways confirmed by 

Akbulut-Bailey et al. (2012, pp. 29-30) who did a study on LSS at an aerospace 

company. They found that a lot of competence development training and patients is 

needed in the beginning to be successful, by management being knowledge, they will 

have the commitment to bring the entire team together which are in the change process 

and thereby get every single employee involved in at least the implementation stage as 

they are the ones who will work in a new way (Akbulut-Bailey et al., 2012, pp. 29-30). 

Again, one of the biggest barriers are the changes and change management, if the 

management are not ready to perform a change, not fully committed, the employees will 

never be and the LSS implementation will not be a success.  

3.5 Sales 

Up until now I have presented studies about the lean concept in a service context from a 

cost and efficiency perspective. One aspect that I believe is important to be considered 

is that another way of creating value is to provide information about other services that 

can be delivered to make the life easier for the customer. This can make the customer 

buy other products and services from the company which brings more than just service, 

it generates sales. This opens up interesting questions:  

 

How are customer service units working with sales and what effects does it have on 

efficiency?  

 

Are there any particular aspects to consider when working with sales in a customer 

service context?  

 

Below I will present studies that have been made in this area concerning these two 

questions. 

 

In a study by Jasmand et al. (2012, p. 30), there are higher demands on customer service 

employees to perform multiple tasks such as service and sales simultaneously. This is a 

liability that affects efficiency in a negative way. However, the authors are also 

concluding that companies who are working with combined service-sales activities in a 

structured way experience higher customer satisfaction (Jasmand et al., 2012, p. 30). 

This implies that the organization needs to think about what this means in a long-term 

perspective. Maybe a strategy for combined service-sales activities will lead to 

increasing customer retention and loyalty in the long-term (Jasmand et al., 2012, p. 34). 

A negative aspect regarding the combination of sales and customer service in one unit 

could be that the employees need more training and education since they will be 

handling both services instead of just one. The study by Jasmand et al. (2012, p. 26) 

included two call center sites working with multiple client companies within the 

telecommunications industry. This is relevant for my study as it gives implications 

about the effects of combined service-sales activities in a customer service environment. 
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Except the above mentioned study there are not so many studies made that handles the 

relationship between efficiency and sales, in particular how sales activities are affecting 

efficiency within customer service units. My interpretation of this fact is that this is a 

new phenomenon that has not been performed for too long. The conclusions of Jasmand 

et al. (2012) is logical if the definition of efficiency is, as it seems to be in other studies, 

that handling time for each issue is an important key performance indicator. On the 

other hand there are a number of different aspects that needs to be considered here. For 

example if sales was not to be performed in customer service:  

 

What would be needed to replace the potential sales from the customer service unit? 

 

The most obvious option from my point of view is that the company has an outbound 

sales unit that calls on existing customers and potential new customers. This tells that 

the potential conflict between efficiency and sales activities has to be put in a larger 

perspective within the company. In other words it cannot be isolated to the customer 

service unit if the definition of a customer service unit is that it just handles inbound 

contacts from customers. If costs and results of the customer service unit and the sales 

unit are put together, efficiency could be expected to be higher on an organizational 

level if the customer service unit is working with sales as well (Jasmand et al., 2012, p. 

33) since there is no need to have the sales unit performing the same high number of 

outbound activities towards customers to perform a certain level of sales. This due to 

the fact that all companies has a certain number of inbound customer contacts each year 

that can be used also for sales activities. 

 

To focus the discussion on the measuring of efficiency, I can identify two important key 

performance indicators that should be used to address the issue given a certain cost for 

one customer contact. The first one is the total number of customer contacts within the 

customer service unit as well as the sales unit (Jasmand et al., 2012, p. 34). The second 

is the number of customer contacts needed to reach a certain level of sales when letting 

the customer service unit perform sales activities vs. not to perform sales activities 

(Jasmand et al., 2012, p. 34). A third key performance indicator is actually where this 

discussion began, the cost for one customer contact. This could be expected to be higher 

when letting a sales unit handle all sales activities, some companies have outsourced 

their customer service offshore due to lower salaries (Owens, 2014, p. 571). For 

example it is not certain that every call from the sales unit ends up in a customer contact 

since the customer might be unable to answer a call for various reasons. In other words, 

a larger number of calls are necessary to reach the same number of customer contacts. 

 

When working with sales activities in a service environment further research identifies a 

number of other different factors to consider. For instance, Evanschitzky et al. (2012, p. 

501) comes to the conclusion that employee satisfaction and their ability to perform 

sales activities in an adaptive way are drivers of customer satisfaction. This is said to 

have implications for the recruitment process for customer service employees training 

(Evanschitzky et al., 2012, p. 501). Factors such as level of dominance applied by 

potential recruitments and the ability to adapt selling techniques should be considered as 

selection criteria’s when recruiting new employees training (Evanschitzky et al., 2012, 

p. 501). Dominance characteristics should be seen as a warning sign because it is very 

much like a trait that is hard to eliminate by training (Evanschitzky et al., 2012, p. 501). 

It is important to inform that the study was performed on one bank in a business-to-
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business environment and the ability to generalize the conclusions to my business-to-

business environment is therefore limited. On the other hand, the authors state that the 

findings should be relevant for similar settings where interactions with customers are 

high in intensity (Evanschitzky et al., 2012, p. 502). In addition, the conclusion about 

employee satisfaction as a driver of customer satisfaction was confirmed by Jeon & 

Choi (2012, p. 335) who did a study on educative services, which can be seen as a 

business-to-customer strategy. The contribution to my study is the implications stated 

above. 

 

Another study by Poujol (2009) on the bank industry in France concludes that it is 

important to think about the way sales contests are designed. They state that individual 

sales contests have a negative impact on the service climate and this means that 

customer satisfaction is affected in a negative way. Instead, sales contests should be 

focused on teams and make sure that there are few winners. (Poujol, 2009, p. 285) This 

study, performed in France, has interesting implications for the work with sales and it 

provides areas to be examined within this study concerning sales. 

3.6 Summary 

All highlighted change programs in the literature review originate from the production 

industry where the aim is to increase efficiency and eliminate waste. There are several 

success factors that can be linked together. Internally a company can identify failure and 

eliminate them to increase efficiency and quality; a way to do that is by documenting 

processes. The performance needs to be measured so it can be measured how the 

employees are performing and if changes are implemented how they have impacted the 

efficiency. By having a high customer focus and actually understanding the customer 

demands, expectations and perception a company can improve, this information can be 

received by feedback. One finding is that sales in customer service actually can improve 

the customer satisfaction. To continuously improve, competence development training 

and education is a key, this can be seen as a cost by managers but is needed in the long-

term perspective so the company stands strong against competition. Something very 

essential to be efficient in today’s business, is the IT-system, if the IT-system is not 

integrated to the business strategy, it will require a lot of double work, time will be 

spent on waste and creates inefficiency. Finally, to have a successful implementation 

top-management commitment is needed to encourage employees to make the change 

successful to meet the desired result. 

 

Obstacles to implement the changes within the three change programs have also been 

highlighted through the literature review. The company culture can play an important 

role as change means that employees actually have to do things in a different way. The 

managers’ role to encourage and support is important here. Adding on sales in customer 

service would also create some obstacles; more tasks are added on the current workload 

which can lead to a decrease in service to the customers, followed by lower customer 

satisfaction. Adding on sales in customer service can also require a different employee 

profile as the sales task is more of a commercial activity then for example orders entry.  
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4. Presentation of Partner Company 

Iggesund Paperboard AB 

This chapter introduces the partner company, firstly on a group level, then the actual 

partner company, which is a subsidiary, and then going into more detail about the 

different customer service units. It will also be presented which access the author has 

had to the partner company throughout the study. 

4.1 Holmen Group 

The Holmen Group is a Swedish company active in the forestry industry, founded in 

Norrköping 1609 as a weapon factory (Holmen, 2016). A lot of water has flowed under 

the bridges since, various merges and acquisitions have taken place giving todays 

company with five different business areas in two focus areas; production and raw 

material. 

 

Starting with the foundation of the group, which is the raw material, there are two 

business areas; the forest – Holmen Skog and the renewable energy – Holmen Energy 

(Holmen, 2016). Holmen Skog is one of Sweden’s largest forest owners by owning 

around 1,3 million hectare forest land (Holmen, 2017). Within the forest, Holmen 

Energy is taking care of the nature’s resources in form of energy; they both own hydro 

power plants and windmill parks (Holmen, 2015). 

 

The production side of the Holmen Group is based out from the forest as a raw material 

with three different business areas. Holmen Timber is using spruce and pine to saw 

wooden planks and boards for carpenting and construction (Holmen, 2017). Holmen 

Paper is taking the fresh fibres from the forest and producing speciality paper for the 

book and magazine industry (Holmen, 2017). Finally we have the partner company in 

this study, Iggesund Paperboard who is the market leader in the paperboard industry for 

consumer packaging and graphical end uses (Holmen, 2017).  

4.2 Iggesund Paperboard AB 

Iggesund Paperboard exists of two paperboard mills, one in Iggesund, Sweden, with the 

product family Invercote, a solid bleached board (SBB) and the second mill in 

Workington, UK, with the product family Incada, a folding box board (FBB). The main 

difference in these two products is the way the fibres are released from each other, SBB 

is a chemical process removing the lignin from the wood and releases the fibres, where 

FBB is a mechanical process grinding the wood until the fibres are released. Connected 

to the mill in Sweden they also have a plant (Strömsbruk) which is adding extra value to 

the paperboard by adding a coating or foil to the board. The high performing products 

of Invercote and Incada are sold globally and seen in stores every day in the shape of 

high end consumer packaging. (Holmen, 2017) 
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4.2.1 Customer Service Units  

Iggesund has their customer service units split on where the customers are and have the 

philosophy that when the customers are in contact with them, they should be answered 

in their own language. The home market is Europe and the thereby the largest customer 

service unit is located in Amsterdam, a city that hosts many nationalities. In the 

customer service unit in Amsterdam they have five different customer service teams; 

UK, Benelux & Nordic, DACH (Germany, Austria & Switzerland) and South West 

Europe. They also have a tobacco team but they have customers spread in above 

geographical areas and are therefore excluded from the study since their quantitative 

results would not be able to compare with the others. Outside Europe Iggesund has two 

more locations with customer service units; in their New York and Singapore offices 

whom are responsible for the North American and Asian markets. This gives me seven 

different customer service teams responsible for different markets covering the entire 

world to examine. 

4.2.2 Sales 

To keep and develop new customer relations, Iggesund Paperboard has a dedicated sales 

force spread globally to cover the entire world. Most of the account managers (ACM) 

have a home office and travel within their region for customer visits. Actual offices also 

exist, for Europe it is as for customer service, Amsterdam, in Asia they are spread in 

Singapore, Hong Kong and Tokyo, for the Americas the office is located in the New 

York area. 

4.3 Access 

Since I started writing my thesis in 2012 I have been employed by Iggesund 

Paperboard, as mentioned in my practical pre-understanding, in many different 

positions within the company and have been located in different countries. With all this 

knowledge and experience I have a good insight in which processes are used and which 

persons to contact to get the most valuable responses from in management. It has also 

helped me to describe how the customer service and sales organization is built up. A 

benefit from me having all these relations it has been very easy for me to get people 

setting aside time for the interviews. I have also been pushed by top management to 

finalize this thesis which has given access and helped me to focus on getting it done.  

 

Due to the fact that I am employed by the company and that I have a business 

relationship with the respondents, it can be argued that this would affect the result from 

the interviews. The risk for this should however be considered as low since I am not the 

manager for anyone of them and instead be seen positive that I have a good pre-

understanding of their roles and the work they are performing today. 

 

To summarize, I have had very good access to all information needed to make this study 

successful.   
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5. Practical Method 

This chapter describes how the study has been built up with the interview guide for the 

semi-structured interviews, how the selection of respondents has been done, how the 

observation was done and how the data has been gathered.  

5.1 The Case Study Design 

To make this chapter easier to understand, a reminder of the purpose of the study stated 

in chapter 1.3 follows; “The purpose of this study is to examine how my presented 

change programs and sales can be applied to customer service units in Swedish global 

manufacturing companies within the forestry industry.” 

 

Within the area of different quality tools and sales, previous research has identified a 

number of different success factors that have shown to be important in quality tool- and 

sales implementation projects. I will use these success factors as a foundation for my 

interview guide and along with the semi-structured interviews I will also do an 

observation to gain even more in-depth knowledge. To fulfil the cross-sectional design, 

a few quantitative questions will be asked during the interviews; those answers will be 

used to understand the similarities or differences within the different markets. This case 

study will provide me with understanding of to which degree- and how my partner 

company is working with the identified success factors, both within the area of quality 

tools and sales.  

 

The construction of the semi-structured interview guide is built up, as mentioned earlier, 

in themes based on the success factors from the change programs. This has given four 

sections to drill down from, in the next level there is the main questions and underlying 

them more detailed questions to ensure that all data needed to answer to the main theme 

in the section will be collected. While constructing the underlying questions it has been 

of importance that the data collected will answer to the research problem in chapter 

1.2.5 and the research questions in chapter 1.3.2. 

5.2 Selection of Respondents 

When selecting respondents for the semi-structured interviews, I wanted the aspect of 

different customer demands in different markets. As my partner company is global and 

has customer service units for each region I wanted to interview one person from each 

customer service team. With them and managers within sales and customer service I 

will get a good in depth knowledge and will be able to fulfil the purpose, to gain in-

depth knowledge about how theories concerning the combination of the presented 

change programs and sales, can be applied to customer service units in Swedish global 

manufacturing companies within the forestry industry. This in-depth knowledge will be 

used to present a customer service management model for my partner company which 

also can be used in similar organizations. 

 

I have chosen ten individual respondents to the study, seven employees in customer 

service handling different markets globally and three managers, the reasons why and 

how the selections were done are presented below. 
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5.2.1 Market Split in the Customer Service Teams for Iggesund 

Paperboard 

Seven (7) Customer service teams (UK, Asia, North America, DACH, Nordic, Benelux 

& South West Europe) 

 

The reason to why I will interview one person from each customer service team is as I 

have mentioned earlier, that I would like to see if there is any difference of how the 

teams work with quality and efficiency tools depending on differences in customer 

demand within different markets. Thereby I will have seven customer service 

representatives to interview.  

 

Since I have worked close to all in customer service and have a good relationship with 

many it could damage the reliability of the study if I would choose to interview the 

people I have the best relationship with. To eliminate that, I have done a stratified 

sampling of the potential respondents (Zikmund et al., 2009, p. 400). All employees 

from each customer service team (subgroup) had the same chance of being selected for 

the interview, which means that within the subgroups I did a random sampling 

(Zikmund et al., 2009, p. 398). The selection was done by first splitting Iggesund 

Paperboards customer service units in their current geographical market split. By having 

seven subgroups, I chose to do a random selection of one person from each cluster 

(subgroup) and a random selection was conducted. For every team (subgroup) a bag 

was filled with raffles, every employee in the team (subgroup) had their name printed 

on one raffle, one raffle was drawn from each of the seven bags and that gave a list of 

seven respondents. 

5.2.2 Managers to Interview 

The reason to why I chose to interview managers is that they are the ones deciding 

which business strategy the company should have for customer service and how they 

are to work with efficiency, quality and sales. It is important to understand in which 

direction the company is moving since this can be interpreted in different ways by the 

customer service employees. Thanks to my experience and knowledge it was easy to 

identify which managers that could be of interest to interview for this study and thereby 

this was done by a purpose sampling (Berg, 2001, p. 32). The three managers I have 

selected to interview have following managerial positions: Customer Service Manager 

(Europe), Head of sales – Europe and President, Sales the Americas. To explain the 

roles of these positions a bit further is that the main customer service organization is in 

Europe and therefor they have a customer service manager. For the Americas and Asia, 

the organizations are smaller and thereby there is no need for a customer service 

manager, the overall responsible will also be their manager, as in the case for the 

Americas, the President is also responsible for customer service. The reason why the 

head of sales for Europe is included in the study is that he is responsible for sales in 

Europe and if they would work with sales in customer service, he would be involved in 

that process. It can be argued that the respondents identities are now unveiled and that 

the anonymity is no longer applicable. My argumentation is both yes and no, if someone 

is interested to find out who they are it is possible, especially internally in the company, 

however as the organization is pretty small, especially in the Americas and Asia it 

would have been easy enough to guess anyway. This leads to for me to fully control the 

anonymity I would have had to eliminate the different markets which would have made 
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the study flatter and not brought in the differences between the customer service 

markets. 

5.3 Collection of Data 

There are a lot of aspects to consider when collecting data using semi-structured 

interviews and observations. Below the choices about the data collection are presented. 

5.3.1 Semi-structured Interviews 

The semi-structured interviews are the main data source in this study. In semi-structured 

interviews and structured interviews, themes and certain key questions are used as 

templates (Saunders et al., 2012, p. 374). The interview guide is built on themes named 

after the overall theoretical areas; quality tools and sales, questions regarding these 

theoretical areas are asked about during the interviews. An important aspect to consider 

is the connection to the purpose and the research questions. Saunders et al. (2012, p. 

376) states that semi-structured and interviews are used when applying a qualitative 

approach. In addition, they also state that such data is used to ask questions about, why, 

as well as, what, and how (Saunders et al., 2012, p. 376). Since the research problem is 

a “how”-question, I consider that this is the right way to go. The themes, main questions 

and underlying discussion questions in the interview guide are built up to cover the 

purpose and research questions in this study. There is also a small section with 

quantitative data that will answer for if there are different customer demands in different 

markets. 

 

The interviewees were one week prior to the interview contacted by e-mail with 

information about the study, that their participation is voluntarily, that they can end the 

interview whenever they wish, that the interview is recorded, their responses are 

anonymous to the grade that only I know that they have been the one interviewed in that 

cluster/team and that they are able to see the result of the final study by downloading 

this thesis from DIVA. In the e-mail it is also stated a suggested time for the interview, 

if the suggested time was not feasible, we found together a new suitable time and date 

together. The e-mail can be retrieved in appendix 1. For the interviews planned to be 

held over phone, a link to the meeting was attached in the e-mail. As all respondents 

accepted the interview and also during the actual interview agreed for it to be recorded, 

I have confirmed that the demand of approval is fulfilled (Bryman & Bell, 2011, p. 

147). 

 

The actual interviews were planned to take up to one hour, they started off by me 

explaining the purpose and everything stated in the e-mail regarding that the interview 

is voluntarily and recorded etc. After that the interview continued with some basic 

questions before going through the 4 themed sections with underlying questions and 

following discussions to them. When the interview was finalized I thanked the 

interviewee for their participation and gave them the opportunity to listen through the 

recorded interview to add or remove comments and also inform that I might be in 

contact with them again for follow up questions. Most interviews were held via 

Microsoft Lync, a digital communication tool (Microsoft, 2017), since most of the 

respondents were on a far distance from New York. As it is a geographical distance to 

Europe and Asia from North America it can be argued that a “telephone” interview is a 
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logical choice, however by doing a “telephone” interview I lacked the face-to-face 

interaction, which is an important part of a conversation (Berg, 2000, p. 82). 

 

Saunders et al. (2009, p. 235) recommend to continue to conduct interviews until 

information saturation is met. When all the interviews were completed I felt that I had 

reached information saturation since the respondents’ answers were quite similar, which 

also is presented in the empirical findings. If I would not have reached information 

saturation, I would have listed from which customer service teams I had not received 

complete information. In those teams I would have re-done the random selection to get 

a new respondent and asked for an interview. Based on my access discussed in chapter 

4.3, I do not believe that this would have been an issue to achieve.  

5.3.2 Observation 

A good way to gain understanding about the work done within an organization is to 

actually watch the employees (Saunders et al., 2012, p. 340). Furthermore, Saunders et 

al. (2012, p. 344) presents four kinds of observatory roles. These four roles are 

presented in the figure below. 

 

 
Figure 10: Typology of Participant Observation Researcher Roles (Saunders et al., 

2012, p. 344) 

 

My intention was to visit one of the offices of the respondents and I asked the manager 

of the unit in advance if it is ok for me to visit them. I did not participate in the actual 

work done in the organization; I just attended by sitting next to the employees and 

observed how they were working in their customer service units. In other words, I am 

an observer as a participant as described in the figure above. Saunders et al. (2012, p. 

345) explains that it is possible that the observer can move towards the observer as 
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participant-box due to the fact that interaction with the employees may be impossible to 

avoid during the observations. Some questions and discussions took place during the 

observation for me to fully understand the processes and procedures of what the 

employees were doing. 

 

My chosen office to visit was the one in New York, this was purely a comfort selection 

due to the fact that this is also the office where I am working and the distance to travel 

to Amsterdam or Singapore was too long. The population is a total of three persons 

working in the customer service unit. The observations itself took place during one day, 

2017-04-18, by monitoring the employees in the customer service unit and observe how 

they were actually working. During that day took notes of how and what they were 

doing regarding quality and efficiency, this is presented in the empirical findings. If I 

was to do an observation in each customer service team I would have gained even more 

in depth knowledge about how they are actually working and how or if it is different 

from team to team.  

5.3.3 Procedure 

8 out of 10 of the interviews were performed via Lync, they started by both me and the 

interviewee connected to the meeting link I sent out in the original e-mail. When both I 

and the interviewee were connected to the link, we started with some small talk since I 

have a business relationship with all of the respondents. The interviews started by me 

informing again what was written in the e-mail. First some information about the study, 

that their participation is voluntarily, that they can end the interview whenever they 

wish, that their responses are anonymous, walking them through how the interview was 

conducted with 4 sections and finally asking if they approved that I recorded the 

interview. The same procedure was done for the two respondents that I interviewed 

face-to-face, with the difference that we met in a meeting room instead of logging on to 

a meeting link online. When the interviewee approved that I could record, I started the 

recorder and the actual interview was in progress with the basic questions from the 

interview guide, which is accessible in appendix 2. The interview flow was to finish one 

section before moving on to the next; however some discussions lead to follow up 

questions in a different section. During the interview I also took notes and wrote down 

the time how far into the interview something interesting about a specific topic was said 

so I easily could find those quotes. The interview was finalized with the interviewee 

responded to the last section, which contained the quantitative elements and after that 

the interview was summarized by me asking for feedback about how they thought the 

interview was, along with a big thank you for their contribution with the promise that I 

would send them the finalized study. Below, table 2 is consisting of how long time each 

interview took, when they were conducted and which market each interviewee is 

working in. 
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Table 2: Interviews 

Position Market Time Date 

Customer Service 1 Nordic 55:14 19/04/2017 

Customer Service 2 DACH 48:00 20/04/2017 

Customer Service 3 UK 42:17 20/04/2017 

Customer Service 4 Americas 53:49 20/04/2017 

Customer Service 5 BeNeLux 46:49 21/04/2017 

Customer Service 6 South West Europe 1:02:53 21/04/2017 

Customer Service 7 Asia 33:27 24/04/2017 

Manager 1 Europe 41:50 19/04/2017 

Manager 2 Europe 43:37 20/04/2017 

Manager 3 Americas 56:00 21/04/2017 

5.4 Data Analysis 

To be able to conduct an efficient data analysis it is important to have an easy access to 

the data, which means that it needs to be documented and stored in a safe way to be able 

to access it, both during- and after the study (Berg, 2001, p. 35). That the audio files 

recorded during the interviews do not fulfil the requirement of easy access is clear. To 

make the data easier to handle the interviews where transcribed to text, not in the 

suggested way by a word-processing program due to the fact of that this is a smaller 

study with ten interviews and an investment in such software was over the budget 

(Berg, 2001, p. 35). The transcriptions were completed within one day of the interview, 

this so that I had the interviews in my memory and not mixing them up with the other 

interviews finalized and to be able to easier highlight important parts for the empirical 

findings. Parts of the interviews where the interviewee phased out from the topic have 

been excluded from the transcription as it did not have any relevance to this study. 

During the interviews I was also taking notes in my semi-structured interview guide, 

these notes together with the transcribed interviews were then reduced into a 

spreadsheet to make the data even more accessible and easier to work with so I could 

see which patterns were visual in each theme (Berg, 2001, pp. 35-36). Since my 

interview was built up in different themes, these were the pillars in my spreadsheet, for 

each interview I added a new column with key-words along with statements from my 

comments and the transcription. This helped me to gain a good overview of the data to 

find patterns within the answers from the different respondents. Good quotes were 

highlighted in the transcriptions and also copied over to the spreadsheet in order for me 
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to have them organized (Berg, 2001, p. 35).  During two of the interviews there were 

some technical errors which was a withdraw to the data analysis. One interviewee had 

poor audio quality, so we were forced to switch communication method to a different 

program which did not allow recording, the second, a face-to-face interview the 

recording of some technical reasons stopped after 10 minutes. As I took good notes 

during all interviews, I do not believe that these two technical issues have affected the 

study in any other way than that they could not be transcribed.  

 

The qualitative data from my interviews will thereby answer to the purpose of the study 

which contains the research gap and the research questions, they will together answer to 

the research problem. The quantitative data from the interviews gave knowledge about 

the different customer demands based on which market they were active in and if this 

differed between the geographical markets.  

 

My observation of one customer service employee during one day, 2017-04-18, gave 

me more insight in the daily processes performed; I took notes during the day and also 

they were reduced to my spreadsheet so that the data was easy to access and give a good 

overview. 

 

As I have mentioned earlier, I intend to triangulate the collected data; the qualitative and 

the quantitative data from my interviews together with the observation. This is 

important for the validity of my study in the sense that I both can observe what the 

customer service employees actually are doing, what they are answering to my 

questions and see differences between the geographical market demands (Berg, 2001, p. 

127). This is as Berg (2011. P 138) says, a way for me to enforce my in depth-

knowledge to answer to this study’s purpose by validated empirical findings which will 

make my analysis and conclusions better. 

5.5 Choices Made 

First, due to the fact that I want to gain an in depth understanding of my partner 

company I have chosen to gather data in a qualitative way using the case study approach 

with semi-structured interviews and observations. There are quantitative elements in the 

sense that a degree was set to which the different success factors are being used within 

the different markets the respondents are handling.  

 

Second, seven customer service representatives were chosen as respondents due to the 

fact that from my pre-understanding I know that they are working with both quality 

tools and sales in some way, but in different markets. This made it possible for me to 

give reliable and applicable recommendations to my partner company. Of course it is 

important to consider the ethical aspect of using methodologies from my partner 

company that may be viewed as corporate secrets in the recommendations which can be 

read publically. Therefor I have asked one manager to proof read the study before 

finalizing it to ensure that the company can accept what is written and shared publically. 

 

Third, I have chosen to include three managers within sales and customer service at my 

partner company in the study. These managers are directly responsible for sales and 

customer service, so they have the authorization to decide on a managerial level how the 

customer service units should be working with efficiency and sales. They decide the 

business strategy on how they are to work with quality tools and sales. 
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Fourth, the chosen office for my observation was the New York office, the customer 

service unit for the Americas and the choice is based on that I am currently living in 

New York. 
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6. Empirical Findings 

Here the findings of the empirical study are presented. This is purely the data from the 

respondents and I have not added my personal interpretation. 

6.1 Culture and Focus 

The employees in customer service agree on that the company is very good in taking 

care of their employees and that the company supports personal development. There is a 

change culture that started with a new top management a couple of years ago with the 

aim to modernize the company for future competition and customer demand. 

Management confirms this by talking about the vision for sales and marketing having a 

positive future since customer service manager and sales manager are in the same 

management team. As a result of this they will have the same view of customer 

demands and how they need to develop and change roles processes. Management is also 

confirming that in the sales organization, which customer service is a part of, there is an 

international culture with very high customer focus and that this is something they are 

lacking in the production locations where it is more a mill mentality with focus on 

efficient production. The focus within Iggesund Paperboard right now is very much on 

sales, there is an overall project aiming to increase sales, and as customer service 

employee 4 (from now on the customer service employees will be named CS+number) 

explains “we are very sales oriented with the aim to find new business and new 

customers”, the overall project has led to more focused projects within each department, 

the sales organization has a project called “World Class Sales Organization” and the 

customer service department have a long term project called “Efficient Office”. A lot of 

focus in the moment is also to deliver the customers’ orders on time and in full (OTIF) 

and CS3 says that “the company is seeking a way of securing the OTIF process”. 

6.2 Management Strategy 

The management strategy spins off on what the focus is in Iggesund Paperboard now; 

the strategy from management is based on the two ongoing projects, World Class Sales 

Organization and the Efficient Office. Iggesund Paperboard are not working with a 

change program today in their customer service units, however as manager 2 (from now 

on M+number) says, “we are not working with a change program today, but it can be a 

demand from the results in the projects”. CS5 explains that management through the 

efficient office project are “streamlining processes as today it is very unclear” which is 

also confirmed by CS1 “seeking one uniformed way to work, today all customer service 

teams work in different ways”. This is also the case in different markets, since the 

Americas work in their own IT system which is different compared to the rest of the 

company and are also just about to upgrade it to a newer version. M3 explains: 

“Americas is ahead the rest of the organization, we have our own IT-system which was 

implemented to make the processes more efficient”. CS4 says that “the new IT-system 

that is coming will give us less double work”. As the management focus in the European 

customer service organization is to do a lot of activities in the efficient office project, 

they switched IT-system a few years ago and M2 says “the new standard system is a 

withdraw from the old, processes are slower now”, the employees in customer service 

are aware of the project but have not seen any visible changes. CS5 says that within the 
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project (efficient office) they are “fine-tuning the IT-system to make it easier and more 

efficient”. M1 is confirming what CS1 and CS5 are saying about that all teams are 

working in different ways, the strategy from management side is that “there are two 

ways for increased efficiency, first is centralised work with better structure which will 

give more information and faster decisions, the second is finding out what is needed in 

the future”.  

 

To summarize the management strategy, 100% of the respondents, even though they 

have different roles and are located in different parts of the world, agree on that the 

main focus is to increase efficiency in customer service, in one or another way. For 

example by running the efficient office, improving the IT-system, streamlining 

processes and increasing knowledge.  

6.3 Processes  

Today a lot of the processes within customer service are described and documented but 

definitely not all, the focus has been to document process descriptions for the IT-

systems. Also here it differs a lot between the European market and the Americas, in the 

Americas they have one person responsible for updating the processes, which is the 

system owner, in Europe there is one central person, a customer service trainer who 

gives trainings in the system when something changes, but is not the process owner. M2 

sees some withdrawals with this as it is “difficult to keep track when there is not one 

overall process owner, this does not give total transparency of all processes and 

individual persons are responsible to take ownership that the process is updated if 

something changes”. Another downside with the existing processes which the customer 

service employees’ points out is that there is not one common space where all the 

documented processes are stored and if someone takes ownership and updates a process. 

C5 says that “an e-mail is sent out to everyone by the person updating, this makes it 

very difficult to keep track of the changes”. As there are a lot of processes that are 

actually missing process descriptions, the organization relies on experienced and 

knowledge colleagues who can inform how things are to be done, which is as C5 

continues “a best practice”. Clear is that mistakes happen, mostly due to human errors 

and to eliminate them Iggesund Paperboard have a 4-eye principal on some important 

processes as orders, invoices and credit notes, this gives a second person the chance to 

find any errors done. If an error happens it is the customers informing about this and 

Iggesund Paperboard is very reactive, the error will be registered as a claim but what 

happens from that stage is not clear to the employees in customer service, “we are not 

informed what happens with the registered claim and the problem continues to happen”, 

says C6. What is clear is that if a process is implemented and documented it is never 

measured if it is the most efficient way of working. Once the process is in place, that is 

the decided way how it should be done and will be done, since the workload is high 

today it is not questioned or measured if what they are doing is the best way of doing, a 

“if it is not broken, do not fix it” mentality as C5 describes it. 

6.3.1 Customer Feedback 

Iggesund is handling feedback in a very structured way; each account manager has the 

task on a quarterly basis to conduct a number of customer interviews. This is conducted 

in a structured way where the account managers sit down with the customer and 

interview them in a structured way by filling out a template based on different areas 
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throughout the service. M1 explains that the feedback is “followed up by looking at 

parameters in a customer experience dashboard”; they read through the comments and 

follow up with customers if there is anything unclear. M2 continues further by saying 

that they “lift out and highlight what can be better, the feedback is then drilled down in 

the organization”, the feedback that reaches each department is then worked with to 

improve and satisfy the customers. Within customer service it is also very usual that 

they receive feedback directly from the customers through e-mail and phone calls. 

Mostly it is positive, but if it would be negative CS4 informs that “we take it in and try 

to improve it with affected people”. 

6.3.2 Process Improvements 

Since there are not descriptions for all processes today, CS5 says that “there are 

massive improvements to do”, management has understood that and most improvements 

are done on a project basis where time is allocated for the members in the project group. 

It is also recognized that different teams do mini-projects within the team to improve 

their processes, for example, CS3 is informing how they are currently working in the 

United Kingdom team: “we are making customer manuals which are stored in a 

common folder, this will make the processes for each customer available for everyone 

in our team which makes it easier to cover for each other”. Besides the projects, for the 

customer service units in Europe, very little improvements are done and a repeating 

barrier is time, there is simply no time during the day-to-day activities, which also is 

confirmed by M2: “processes are improved through projects, there is simply not enough 

time in the daily work”, however if someone has an idea they are “shared within 

customer service and confirmed with management”, says CS4. CS7 from the customer 

service team in Asia has a different view on this, “we set aside time for things that can 

be improved, this is not an option, and we need to improve to be more efficient to be 

able to give the customers even better service”. M3 is describing that the Americas are 

updating their IT-system and that the “implementation of the new system will be 

followed by a project to open up the toolbox it comes with and see how we can improve 

our processes to be able to give even better and faster service to our customers”. From 

my observation I see where M3 is coming from, some of the non-value adding activities 

for customers today is for example the way how quotations and follow up activities are 

done. The quotations are manually calculated with risk for errors and are difficult to 

follow up. Samples that are sent out are filled in to a spreadsheet and thereby followed 

up by account managers, this gives a difficulty to have an overview picture of the 

customer activities compared to if everything was gathered on a customer profile in the 

IT-system. 

 

Improvements are also done to increase every employee’s knowledge; this is something 

that is highly supported by management, for the customer teams in Europe it is 

measured that every employee in customer service is to attend a minimum of five 

trainings every year. M2 says that this is divided by “customer service is responsible for 

development and HR is responsible for competence development”. M2 continues 

describing that there are super users in different areas of the processes, that there are 

some specialized roles and individuals requesting what they would like to develop their 

knowledge in. Something that M2 requests is that “I would like to have a business 

control department that stretches over all units within the company”. 
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6.3.3 Adding Value to Customers 

All interviewees are very united with their answers on four key areas that will deliver 

added value to the customers by having efficient processes: 

 Relationships 

 Knowledge 

 Fast and accurate service 

 IT-system 

 

By having efficient processes and especially an IT-system that supports the business 

model there is a lot of time to save. For example it is described from the employees that 

it could eliminate double and in some cases triple work and by that saving a lot of time. 

The time saved in efficient processes and IT-system gives the possibility to add more 

value to the customers.  

 

One thing that is important for Iggesund Paperboards customer service today is that they 

speak the customers’ language in most cases; this is a strategic decision from 

management and is a reason to why the customer service teams are split into different 

geographical markets. Out of the key areas C5 says that: “improved processes gives 

better performance and faster service to customers, we have more time to focus on the 

customer relationship, the customers will then learn more and know what to expect 

which will give less questions”, here pushing on that the customer relationship will be 

better by improving the processes, which C7 continues to develop by saying that “we 

would help the company to improve sales by having a good customer relationship”. M1 

continues with the importance of being knowledge in customer service, have a high 

competence level so that the customers have a “competent speaking partner”. 

 

Besides the work done today which is believed to add value there are more ideas on 

how this can be improved even more and they are again based on the above key areas. 

More training will give the customer service employees more knowledge, by having 

more knowledge they will come across as more trustworthy towards the customer. 

Another important key to add more value to the customers is IT, today the IT-system in 

customer service is not providing efficient tools for fast and rapid replies, or to perform 

the daily processes in a good manner. An IT solution was launched in order for 

customers to be able to access information easier about one year ago. M1 has some 

ideas how this could be improved further, “customers should be able to place orders in 

the way they wish, through EDI, VMI or online”. EDI is an acronym for Electronic Data 

Interchange, in a B2B (business to business) environment two computer systems can be 

connected so that the customer places the order in their system through a purchase order 

and the order comes through in the suppliers companies IT-system (Techterms, 2017). 

VMI is an acronym for Vendor Managed Inventory which is a connection between 

customer and suppliers IT-systems and streamlines the order placing and inventories, 

this gives updates in real-time for supply and demand (Datalliance, 2017). C2 explains 

that it is important for the customer that it is easy to do business with a company, “The 

less the customer needs to do, the more comfortable it is for them doing business with 

Iggesund”. 
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6.4 Sales in Customer Service Today 

How the different teams in customer service work with sales today is very varying, but 

to summarize, they are all playing a supportive role to the sales team (account 

managers). The reason to this is as M2 describes it, “in the past there was more focus on 

sales in customer service, this has shifted towards supply chain, can be done more on 

sales but the supporting systems are taking too much time and manual work, needs to be 

done more efficient”. The customer service unit which has the highest sales focus is the 

Americas, from time to time, management gives a push to customer service that they 

should call customers that have not placed an order for a while. On a daily basis they 

also follow up on quotes and samples which will have even better system support when 

the upgraded system will be in place in the Americas. We can see the complete opposite 

in Asia where the customer service unit is focusing very little on sales, they help the 

account managers to do quotes when needed and another supportive function they fill is 

to send out samples. For the customer service units in Europe they believe that there is 

more to do, they already today have the authority to negotiate a little on pricing but they 

see benefits of doing more, for example CS1 says that they would “give fast response to 

customers and it would be a win-win for the company as sales should increase”, there is 

a positive view in customer service at Iggesund to do more sales activities than today. 

The actual sales activities performed today for each customer service team is visualized 

in the table 3 below. 

 

Table 3: Sales Activities in Customer Service Teams 

CS1 Nordic CS2 DACH CS3 UK CS4 USA 

A few helping 

activities to support 

sales such as quotes 

and samples. Can do 

more which would be 

beneficial for the 

company. 

Working with sales 

toward a small 

customer segment. 

Can negotiate price. 

More efficient to take 

decisions in CS then 

having to go to the 

ACM. 

Working to provide 

service which sales is 

built on. Giving 

information, speaking 

to ACM. Other 

success factors could 

be to track and trace 

OTIF. Give 

customers access to a 

portal to place orders. 

Sales tools as 

samples, promotional 

material, share info 

and knowledge. 

Supported by 

management to call 

old customers that 

have not been active. 

Follow up on quotes - 

can be done on 

incoming calls.  

CS5 Benelux CS6 SW CS7 Asia MANAGERS 

Today having a 

supportive role to 

sales, no cold calling. 

Arranging samples 

and trials. Sales 

project to make CS 

more sales focused.  

The supportive role is 

in line with current 

processes. 

Used to be proactive 

in a structured way 

and only focus on it 

once a week. Focus 

changed internally. 

Today we for 

example follow up on 

quotes. ACM wants 

more, but we do not 

have time for it today. 

Would be good for 

the sales process. 

Supportive sales 

today, send out 

samples. Do quotes 

when ACM do not 

have time. 

Information flow 

through CS + 

customer + ACM. 

Sales are glad to be 

supported. They do 

not spend much time 

on sales activities 

today.  

Today following up 

interesting questions 

and leads. Depends 

on how commercial 

the person is.  

Sales do not have 

time to contact all 

customers, this can be 

done inside.  

 



51 

 

It is highlighted that time is lacking today and as M2 says, “to do more sales activities 

in customer service, efficiency needs to be better, adding more things in the basket… it 

doesn't come easier”. In the Americas as mentioned they are already doing a lot of sales 

activities and M3 says that they “utilize down time in a good way” and that it “has not 

affected the processes, but it is of course prioritized to serve customer needs first”. 

6.5 The Conflict Between Quality/Efficiency and Sales 

Working with quality/efficiency and sales in customer service “should not be a conflict 

as they go hand in hand, if we do not have time for it, we are doing something wrong”, 

says M3, which again shows focus on sales in the Americas. In Europe the picture is 

different and again pointing out the key areas in chapter 6.3.3. Time is a crucial factor to 

be able to give good service, as the current IT-system does not support either having 

efficient processes or giving rapid information it would be a conflict of time to add on 

more activities, such as sales in customer service and that would impact the service 

customers receive negatively. A worst case scenario if sales were added in the current 

setting today, “service would go down and customers would probably leave us as they 

would not perceive us as a premium supplier”, says CS7. Adding on another activity 

with this time pressure would lead to longer waiting times for the customer, more 

administrative errors which gives the customers more to do and is costly for the own 

company. To be able to avoid the time conflict, first things needs to come first, “a key is 

to have an efficient IT-system”, says M3, if the IT-system would be more efficient there 

would be less manual work and a lot of time would be freed up that can be used for 

other activities giving value to both the customer and the company. The customer would 

gain from sales activities as it would show that the company cares about them by having 

more contact, being proactive, faster service and increasing a long-term relationship, 

this should show in the customer satisfaction surveys. The company would benefit in 

various different ways, primarily by increased sales and that will come from “increased 

brand recognition”, says CS5, more frequent contact and a deeper relationship. For the 

employees it requires a change which most see as positive, “adding sales would make 

the job more challenging, in a positive way”, says CS5. The requirements of what the 

demand is and what the sales activities would contain within customer service will be 

handled in the two projects, World Class Sales Organization and Efficient Office. 

 

Besides the time and IT conflict, which either needs more efficient processes or more 

manpower, some other conflicts are highlighted. It can actually be so that increased 

sales activities and more contact is annoying for some customers that prefer to only be 

in contact when they need it. Focus is another conflict where the employees simply have 

to many different tasks to do so none will be performed with quality. Having the correct 

competence that the people in customer service performing sales activities are 

commercial is of importance and they also need to have the knowledge of the products 

and the customers, if this is not in place it will conflict with keeping a high quality in 

customer service. Different markets have different business culture, even though 

Iggesund have employees in customer service speaking the customers’ language it can 

be a conflict if they are not knowledge in the business culture in the customers’ specific 

country, for example CS7 explains that “the business culture in Japan is different than 

in China”. As the sales contact would come more from customer service it would be a 

change in contact person as the customer would have more contact with customer 

service than with the account manager, this change can be an initial conflict with 

efficiency as they would need to spend more time on building the customer relationship. 
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To summarize the responses, they are very positive to add sales in customer service as it 

would be beneficial both for the company and the customer as a win-win situation. To 

be able to add sales in customer service, the current processes needs to be improved to 

create space for another task. The conflict between the work done for quality/efficiency 

and sales is based on time, which is confirmed by M2 as he states that “the work today 

is not structured enough to do sales”. M2 summarizes that to have a successful 

implementation of sales in customer service “it is important that it is supported by the 

very top management to give the change a serious commitment and motivate the 

employees”. 

6.6 Market Demands 

In table 4 below the quantitative data from the interviews is summarized. The 

interviewees were to rank from 1-5, low to high, what focus they have on these topics in 

their daily work. As displayed in table 4, most answers are pretty uniformed, but there 

are also how answers that are differentiating in the different markets in some topics, for 

example in how much focus there is on efficiency improvements and sales in customer 

service today. This can be explained that the ones with high scores are involved in the 

efficient office project or actually working with smaller team related efficiency 

improvements. 

 

Table 4: Quantitative Data Responses 

  CS1 CS2 CS3 CS4 CS5 CS6 CS7 M1 M2 M3 

Efficiency 
improvements 2 4.5 5 4 3 3 4 5 4 2 

Internal sales 2 2 1 3 4 2 2 2 4 4 

Adding value 
to customers 3 3 4 4 4 4 4 3.5 4 5 

Following 
process 
descriptions 4 4 4.5 4 5 4 5 - 3 3 

Customer 
focus 5 4.5 5 5 5 4 4 5 4 5 

Change 
culture 4.5 4 4.5 4 5 2,5 4 4.5 3.5 4 

Specific 
demands 

Fast 
answers. 
Informati
on in 
advance 
of 
changes 

Fast 
replies, up 
to date 
answers, 
pro-active, 
punctuality. 
Do not 
create 
work for 
the 
customers 
by making 
mistakes. 

Consistent 
OTIF 

Answer 
questions 
and 
service 
customers 
in a timely 
manner. 

OTIF & 
price 

Good lead 
time and 
price. 
Quality. 

Lead time 
and low 
price. Fast 
service - 
can be 
maintaine
d by 
efficient 
IT-system 
and high 
level of 
knowledg
e. 

Every 
customer 
segment 
have own 
demands. 
Conseque
nt quality 
of product. 
Conseque
nt 
deliveries. 
CSR – 
Sustainabi
lity, Social 
& 
Economic 

OTIF. 
Free high 
quality 
service 

Availability 
of people 
and 
product. 
Fast 
service - 
will just 
increase. 
The new 
system 
will give 
even more 
accessible 
info 

 

We can see that very little focus today is on sales within customer service, besides the 

American market, as M2 explained that focus has shifted in the European and Asian 

organization from sales to supply chain, this is a part of the result together with that the 

Americas is a smaller organisation and having their own IT-system which is more in 

line with that business strategy. 
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Following process descriptions is highly rated by customer service employers but lower 

by the managers. Since they do not have processes for everything and that there is no 

control functions in place this is how they have answered. The customer service 

employees follow the best practice which might not be the view managers have on how 

it should be performed. 

 

The specific demands for each market are pretty similar; the customers buying 

manufactured forestry products seem to require fast service, to have their orders 

delivered consistently on the promised delivery time and the entire ordered quantity 

(OTIF – On Time In Full). Thereby it is hard to say anything from the quantitative data 

that differentiates the demands in one market from another. 
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7. Analysis 

In this chapter the empirical findings will be analysed, the gap to be presented as well 

as connections, patterns and factors between success factors in theory and the usage of 

success factors in customer service units in Swedish global manufacturing companies 

within the forestry industry, based on the findings at my partner company. 

7.1 Theory vs. Customer Service Units in a Swedish 

Global Manufacturing Company within the Forestry 

Industry 

From the empirical findings it stands clear that Iggesund Paperboard are currently not 

working actively with any change program in their customer service unit, they do 

however have a focus on increasing efficiency, which is done in projects. The 

connection between the empirical findings will therefore not be based on a single 

theory, but to see which factors and components from each of the presented change 

programs they actually already use today without having a strategic change program 

plan to follow. Throughout the empirical findings there are four key areas that are 

repeating: 

 Relationships 

 Knowledge 

 Fast and accurate service 

 IT-system 

These key areas are therefore also topics that will be highlighted and focused on 

throughout the analysis. 

7.1.1 TQM – Total Quality Management 

As TQM is about quality improvements, literature and previous research highlight 

various success factors (Keng-Boon et al., 2011; Talib & Rahman, 2010; Slack et al., 

2010) and many of them are actually pointed out in the empirical findings. Living up to 

the customers’ expectations, being customer focused and listen to what the customers 

are both satisfied and not satisfied with to be able to work with improvements so the 

quality in service meets expectations are all success factors focusing on the customer. 

Iggesund Paperboard has found their way of how to find out what the customers’ 

expectations and level of satisfaction is through their ‘customer satisfaction survey’ 

which is performed by the account managers. I interpret this as they already have a very 

high level of customer focus since they want to understand what the customers think of 

them as a company. This is also confirmed in the quantitative data where the score for 

customer focus was very high, all respondents answered between 4-5. The outcome 

from the surveys is of course what the customers are satisfied and not satisfied with, by 

working with the feedback they will understand what the customers’ expectations are 

and thereby be able to improve and live up to the set expectations, this has also been 

stated in previous research (Yusuf et al., 2007; Tsang & Antony, 2001; Forza & 

Filippini, 1998 – quoted by Talib & Rahman, 2010, pp. 367-374). I believe that 

Iggesund Paperboard has found a way to use the feedback in a good way to drill it down 

in the organization so that corrective actions can be taken by the correct employees, as 
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the respondents said: the most important demands are fast answers, fast service, good 

lead-times, high quality, availability and OTIF deliveries. When action is taken, this is 

also followed up with the customer to actually see if they notice a different so that 

expectation and satisfaction is matching, besides following up with the individual 

customer, they can also see if the actions taken leads to improved satisfaction from 

more customers as the surveys are done on a quarterly basis. Talib & Rahman (2010, 

pp. 367-374) state that employees should be rewarded when they solve customers’ 

dissatisfactory, I believe that in a company with high customer focus, this should be a 

natural part of the daily work in a customer service organization to make the best for the 

customer at all time and giving a reward every time would then be both difficult to 

practically do, but also not needed as encouragement. As mentioned, that Iggesund 

Paperboard actually listens to their customers and wants to meet their expectations is 

clearly a part of them being very customer focused, this is what all respondents have 

answered in the quantitative part as the responses are between 4-5, very high customer 

focus. This is something I believe will be very necessary for them if they are to be 

successful with their focus right now, to grow sales. The first focus within TQM 

according to Slack et al. (2010, p. 508) is to live up to the expectations of the customers. 

With the high customer focus, asking for feedback and actually working with the 

feedback in the way that is done at Iggesund Paperboard today creates a good platform 

to be able to live up to the customers’ expectations. A withdraw to these customer 

satisfaction surveys is of course that they are done by the account managers at Iggesund 

in an interview with the customer;  

 

Will the customers be 100% honest when the supplier is sitting on the other side of the 

table?  

 

How are the account managers to receive feedback on their performance?  

 

These are tricky questions to answer and the easiest way to move away from them is to 

have an independent company performing the survey, that could on the other hand lead 

to less answers, by conducting the surveys by themselves they can maintain the 

relationship by visiting the customer, potentially answer negative feedback directly and 

also ask follow up questions if they do not understand what the customers mean. This is 

not something that has been highlighted in the previous research in my literature review; 

it feels very self-explanatory that it is difficult to receive feedback about your own 

performance at a customer survey interview. For Iggesund Paperboard, this means that 

they cannot measure how satisfied the customer is with their account manager. 

However, I believe that this will show throughout the survey by a lower score in 

average. To summarize the customer feedback, a study by Keng-Boon, et al. (2011, p. 

415) shows that to understand customer expectations and experiences, information 

needs to be collected, this is done in a good way by Iggesund Paperboard and to 

continue to work with the feedback to improve will always remind to keep customer 

focus. This is something that should be able to apply in any type of organization that has 

to do with customers, to improve by understanding needs and expectations, which also 

reflect on my ontological research philosophy; that I can learn by listening to others. 

 

Improving and developing systems and procedures is a key to success in TQM, 

Iggesund Paperboard is doing this very focused in projects and very little in the daily 

work. This is good in the sense that they are allocating time for the project members to 

actually focus on improvements in the projects, on the downside most things needs to be 
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improved on a daily basis and as there is no time for that today, a lot of time goes 

wasted. For example there is a great importance of having efficient and a well 

performing data-system for a customer service unit to be successful; here the American 

operation for Iggesund Paperboard is in the front as they have their own IT-system 

which is to be upgraded to give even more tools for faster service, for the remaining 

organization it seems like the IT-system is a major obstacle for quality and efficiency to 

even be able to perform the activities today and even less to perform more value-adding 

activities on top of that. For Iggesund Paperboard, this means that they do not receive 

the full potential output from their customer service units and thereby there is room to 

improve on the customer satisfaction. How the existing processes are measured today is 

very vague, Iggesund Paperboard has set KPI’s to see if teams are performing, but there 

is no measurement on a specific procedure and thereby it is impossible to measure if 

they are performing it efficiently or not. As some processes do not have descriptions, 

instead are a best practice or based on experience and knowledge, my belief is that 

processes not used every day can then be performed in a very inefficient way with risk 

for errors. I interpret that there is a lack of focus and time to have all processes in place, 

updated and follow by all employees in customer service since the new standardized IT-

system was implemented. In the problem background, chapter 1.2.1, the results in Yasin 

et al. (2004, p. 386) study was that using TQM tools on processes with low 

sophistication, such as those applied in restaurants, had a negative impact on efficiency. 

My interpretation of an IT-system is that it should automate and eliminate these types of 

low sophistication processes so that the employees can focus on activities that are value-

adding for the customer. 

 

Top management commitment is needed to gain employee commitment and 

involvement, since improvements are running in the projects, which are supported by 

top management, it is also important that if they decide to move forward with more 

sales in customer service that they show this commitment to get all employees with 

them. This is also supported by M2 talking about that top management needs to be 

committed and outline this if the employees are to take on the new responsibility and 

the implementation to be successful so that sales in customer service actually fulfils the 

expectations of increased sales and better customer relationship. For Iggesund 

Paperboard, this means that the managers already understand their important role in 

such a change. As they have this understanding, this should minimize the risk for a 

failure in the implementation of sales due to lack of management support. Talib & 

Rahman (2010, pp. 367-374) are talking about that employees are to be rewarded when 

the performance is good and in this case, performance can be that they successfully 

have taken on a new task, such as sales in customer service. This is not something I was 

asking about during the interviews, but as the employees think that the company is 

taking really good care of them it might not be as important with rewards if the overall 

atmosphere is good and that people want to stay. My understanding is that Iggesund 

Paperboard is a mature company that has a long-term perspective and cares about their 

employees. 

 

Training is an important part of successful TQM, to continuously improve skills and 

keep knowledge up to date with their employees; Iggesund Paperboard has taken 

control over this. Five training sessions per year and employee is required from 

everyone in customer service which is supported by management and human relations, 

if there is someone who has specific requests for training or education, this will either 

be taken for the entire customer service organization or it can be individual courses. 
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Iggesund Paperboard invests in development for their employees so that the company 

will have a continuous improvement and will stand well against competition when it 

comes to competence. 

7.1.2 Lean 

Going back to chapter 3.2, Akbulut-Baley et al. (2012, pp. 20-21) presented the lean 

concept in five steps. 1. To identify what the customer perceives as value in products 

and services, 2. Identify what activities and processes that create value from the 

definition stated in step 1, 3. To make sure that there is no interruptions within the flow 

that creates value, 4. Produce the product or service when the customer places an order, 

and 5. Strive for perfection in terms of eliminating activities and processes that are not 

creating value. For the first step, Iggesund Paperboard have their customer satisfaction 

survey, from that they understand what they are good at and what they need to work 

harder on to meet the customers’ expectations. A lot of the activities that creates value 

to the customers today are very focused on the relationship; to have the same contact 

person gives a speaking part that is also interested in your daily life, but also the other 

key areas such as having a knowledge speaking partner to be able to provide fast and 

accurate service. I interpret this as consistency is important for the customer and that a 

change for them can be perceived as something negative. As the demands from the 

customers are similar in all markets, it becomes easier for Iggesund Paperboard to 

understand what brings value to the customers so they internally know what to focus on. 

This leads over to the third step, Iggesund Paperboard have understood that the current 

IT-system is not providing the efficiency needed to serve the customers in the best 

possible way (besides the Americas as they have their own IT-system) and is an 

obstacle for them to be able to bring on more tasks in customer service that can 

strengthen the relationship with the customers, such as sales. When the flow is 

interrupted with slow processes, it makes the daily work more difficult for the 

employees in customer service to give the service when the customer needs it in the 

fourth step. This is not solely something special for my partner company or the forestry 

industry as such; I believe that this would apply for any type of organization that uses 

an IT-system since it will affect the overall level of efficiency in the company. From my 

observation I could see that there are some time consuming activities that could be done 

faster to give the customer faster service, for example the way quotations are done and 

that there are follow up spreadsheets, these time consuming activities are a fact due to 

the IT-system. Important to remember here is that I did my observation in the customer 

service in the American office, which already today has a more efficient IT-system than 

the rest of the organization, however, they are upgrading it which in the future can make 

these mentioned processes more efficient. Activities that do not create value can also be 

seen as waste according to Womack and Jones (1996, quoted by Abdi et al., 2006, p. 

192), waste should also been seen as errors and today they are registered as claims 

within the customer service department at Iggesund Paperboard but the claims are not 

followed up with the employee creating the error. This would not be tolerated in a 

production environment where repeat errors are documented and solved; 

 

Why would the interest in this be lower in a service environment and what is there to 

gain from eliminating errors?  

 

A study by Abdi et al. (2006, p. 205) concludes a four step model for lean where the 

third step is to bench mark your own organization with service role models, maybe there 
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are a variation in the different customer service teams in the company that can be 

highlighted as a good example of how they work with waste in terms of errors and can 

thereby provide a solution for all. This will then fulfil the fifth step in Abdi’s model 

showcased in figure 6 on page 25 (McKinsey Lean Service Model), the work 

throughout the organization can be standardized and thereby all of them have the same 

high quality. The standardized work is definitely a topic were Iggesund Paperboard can 

improve, as seen in the empirical findings there are currently a lot of the work done in 

different ways in different teams which is not lean at all, it will be a key in the efficient 

office project for them to standardize the way the work and as Cuatrecasas (2004, p. 

533) says, remove activities that are not providing value to the customer. These are 

essential in any type of service organization to have successful efficiency and quality to 

be able to either have a slim organization or to focus on tasks that can provide even 

more added-value to the customers and in the end for the company, think lean about 

your service. 

 

To be able to achieve efficiency by using the lean concept it is essential that the 

organization has a very good knowledge about the processes performed, what I 

discovered at Iggesund Paperboard is that there are not processes for everything, a lot of 

the work done is based on a somewhat best practice, knowledge, experience and the 

way that the individual chooses to do it, I can conclude that it seems like they know 

what they do very well, but when there are processes that are used very seldom the 

mentioned way of working can become very time consuming. For the customers, this 

will lead to slow service. For the company, time from other potential tasks in customer 

service is lost and the risk for errors is higher – a lot of factors for waste. To overcome 

this there needs to be an ownership of the process, the processes needs to be 

documented, updated and accessible for all. To make a lean implementation in customer 

service successful, the management needs to be committed, this is highlighted both in 

the literature review as well as the empirical findings and by the management being 

committed it will influence the employees in customer service. One of the biggest 

barriers to change is the company culture, as Iggesund Paperboard has a change culture 

to modernize today, this should help them to improve efficiency and quality since the 

employees already have understood that this is an ongoing process within the company. 

Since the culture in customer service is international with high customer service focus, 

they should understand that the change to be more efficient will give them a better base 

to serve the customers, however, for certain individuals a change will be tough and it is 

extra important that the managers attitude in those situations is supportive so that the 

service towards the customers during the change process does not decline. 

 

A good way to measure if processes and tasks are performed in the most efficient way is 

to rotate jobs, a service oriented organization can by that see if some employees are 

better suited for certain tasks, a job rotation can also bring more benefit to the 

employees since they widen their knowledge and are also stimulated by doing different 

tasks (Karlsson & Åhlström, 1996, p. 35). To be able to do different tasks it is of course 

a key to have competence development training, this can then also be measured and that 

is something Iggesund Paperboard is doing very good today. There is a focus on the 

individual to develop and grow to become a bigger asset for the company by having 

more knowledge and will be able to service the customer in an even better way. My 

reflection to this is that it is a good way for the company to measure how efficient a task 

can be done and also to learn more about their employees. What specific skills does an 

employee have and how to utilize this employee in the best way to gain the highest level 
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of efficiency. For the employees it gives them new challenges to develop a diverse 

skillset and broaden their knowledge. 

7.1.3 Six Sigma 

As mentioned earlier in chapter 3, there are a lot of similarities between Lean and Six 

Sigma and I will try to not repeat too much in this section, however the important keys 

to success will be highlighted that differentiate Six Sigma from other theories. There are 

a couple of success factors in chapter 3.3.3 that are repeating between different authors, 

but also between different main theories. Top management commitment, Customer 

focus, Cultural change and Training are the highlighted as keys to success that are 

repeating and they have already been discussed in how Iggesund Paperboard are 

working with them in their customer service units. One of the keys to success in Six 

Sigma that differentiates it from other theories is that it is linked to the overall business 

strategy and the customers (Alsmadi et al., 2012, p. 272). The managers that I 

interviewed in the European organization said that by them being in the same 

management team helps to have the same view and strategy both in sales and in 

customer service, customer service can adapt the way they are working based on the 

requirements from sales. Six Sigma does not bring up much about IT-systems, but it is 

crucial that the IT-system supports the business model and strategy if the daily work is 

going to be performed in an efficient way. 

 

A previous study by Guarraia et al. (2009, p. 52) show that a call center divided their 

customers into three different segments based on the value they brought to the 

company. If this was to be applied in a Swedish global manufacturing company and 

their customer service unit it would be of high importance that the split would be in line 

with the business strategy and a clear process throughout all customer service 

employees how the different customer segments were to be serviced. Something 

interesting to measure if above would be implemented is to see;  

 

How customers in different segments experience the service and how would that affect 

the revenue for the company in a long term perspective?  

 

This study will not answer this question, something that future research should take into 

consideration as this can be interesting for all companies with a diverse customer base. 

 

Iggesund Paperboard is performing the upcoming changes in customer service in a very 

similar way to the DMAIC model presented in chapter 3.3.1, which is a five step 

process but following the steps in a different order. A good way to perform the DMAIC 

in my interpretation is to perform it in a project since resources are secured to ensure 

that the project will be successful. The first step is to map the processes that are to be 

improved, as Iggesund Paperboard are running the efficient office project this is the first 

step they will take (to streamline the processes), to ensure that they cover all processes 

to become more efficient. The second step is to define how to measure, Chen and Chen 

(2016) describe in their study that to measure in the same way both before and after the 

changes are done is a good way to see how efficiency changes, this is important to do so 

results of the changes can be followed and something that Iggesund Paperboard should 

think about before starting to do changes. If a company does not know the results of the 

changes;  
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How can they then be sure that it was the correct thing to do?  

 

The third step is to analyse the situation and what should be done to reach the desired 

goals. I believe this step is the first step that will be done in a larger organization, the 

initiative for the efficient office project as I understand it from the empirical findings 

comes from the management teams, that they have realized that the operation today 

needs to be more efficient to meet tomorrows needs in terms of sales and that is where 

the desired situation goal is set. The fourth step in the DMAIC procedure is to perform 

the changes and improvements, when the project has come so far that they know what 

to change and in this case most likely can start to develop to IT-system to match the 

needs for the business model to serve the customers in the best way. The last way is to 

control and document the new process; I believe that this is a very important step as it is 

needed to be followed up if the implemented changes actually are performed in the way 

the processes were intended to be followed. Since Iggesund Paperboard are currently 

lacking a lot of processes descriptions, which is described in the empirical findings and 

also compared to lean, this is an area that can be improved a lot and if all employees are 

working in the same way, it should increase the efficiency significantly. As there is a 

focus on efficiency improvements performed in projects, there should be a benefit to 

also perform them in a uniformed way within the organization. I interpret this since 

companies can work with efficiency related questions in different ways and not follow a 

specific change program but still do many of the steps in them as the change programs 

are broad as well as following common sense on how to improve efficiency. 

7.1.4 Sales 

Working with sales in customer service is a fine balance between the employees 

performing multiple tasks simultaneously with quality and efficiency, before it is too 

much to handle where the level of quality and efficiency declines (Jasmand et al., 2012). 

In the empirical findings it stands clear that there is no time today to allow customer 

service performing sales activities and if they would be pushed to do so, the customers 

would be suffering from a declining level of service. The employees see it as positive to 

add more sales into their roles when time allows, it would give them a more diverse role 

with higher authority as they can see the entire picture. They also believe that this 

would strengthen the customer relationship, which also was the findings in Jasmand et 

al. (2012, p. 30) study and that it should be a benefit for the company as sales should 

increase. To make this feasible in a long-term perspective the company needs to start 

with the basics before adding on sales activities, to ensure that the daily activities are 

performed as efficient as possible, that the IT-system is aligned with the business 

strategy. By doing first things first, a company allows the fundamental platform to be in 

place to be able to reach the desired goals and thereby have a successful implementation 

of sales in customer service. This since Jasmand et al. (2012, p. 30) pointed out in their 

study that efficiency would go down when adding sales in customer service. As sales 

would be new activities that the employees have not performed earlier, more 

competence development training is needed. It can be so that some employees do not fit 

the profile to do sales activities, for example they might not be comfortable in the 

activities or are just not commercial enough.  

 

In total, adding sales activities should be beneficial for the company if it is implemented 

in the correct way since there would always be activities to perform during downtime 

and as M3 said, “should not be a conflict as they go hand in hand, if we do not have 
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time for it, we are doing something wrong”, this is true as long as the fundamental 

platform is in place to support the business model, in which the IT-system is a key.  



62 

 

8. Conclusions 

This chapter presents the answers to my research questions and presents a customer 

service management model that can be used within my partner company and other 

similar organizations. 

 

The findings in the study will be summarized around my research question: 

 

How do Swedish global companies within the manufacturing forestry industry 

experience the potential conflict between their work with efficiency and sales in their 

customer service units? 

To clarify, the Swedish global company within the manufacturing industry being the 

partner company in this study is currently, in most of their customer service units, not 

actively working with sales; the only exception being the Americas. However, there are 

ongoing projects that potentially will lead to that customer service will have a focus on 

sales along with their other daily tasks performed today. The manager for the Americas 

does not see a conflict between the work with efficiency and sales. For the rest of the 

customer service organization the main conflict is based on the time aspect, there is 

simply not any down time today that would allow sales activities. The statement that 

there is no down time today is based on the fact that the fundamental platform to be able 

to be efficient does not exist. The fundamental platform in a customer service 

organization is orbiting around to be customer focused and to be able to be customer 

focused, the IT-system needs to be in place and support the business strategy. For the 

employees to be customer focused it is important that they are knowledge in the 

company, its products and can support the customers with the relevant information. If 

customer service also is to perform sales, it requires a commercial skillset which not 

every individual necessary have. This is then to be updated in the job description in 

order for current employees to receive needed competence development training and 

that new recruitment have the requested skillset when hired. Within this it is also 

necessary that there are documented processes for all procedures, which are followed by 

all employees, the processes are updated by the person having the ownership of them 

and that the procedures are accessible for all. By having processes followed by all, the 

efficiency can be measured to see if the level of efficiency is maintained. A conflict that 

is highlighted in previous research is the company culture, change is always difficult for 

humans and top management needs to be committed to go through with the change and 

encourage their employees. 

 

The motivation for the employees of another task to be added, such as sales, to their 

work is driven by the argument that their job will be more diverse. Adding on sales to 

their current tasks will make it more interesting as their authority to perform increases; 

on top of that they will also gain the entire picture of the customer which will also be 

beneficial for the customer as it is one person that has full control over their account. 

 

The benefit for the customers and the company is a win-win if they are to add sales in 

customer service. For the company the ultimate goal is that the sales are to increase and 

that would give a higher organizational efficiency since the sales force can focus more 

on active sales towards new customers and to close deals whilst customer service can 

handle the daily customer contact and reach out to customers that have not been actively 
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placing orders for some time. This will also benefit the customers as they will gain a 

better relationship with the person in customer service and thereby feel more taken care 

of. One thing to be careful about is that sales activities can be too much for some 

customers and this needs to be respected in order to not damage the relationship. This is 

also a risk when the contact person is to be changed from the sales person to the 

customer service employee, the relationship needs to be looked after and when changing 

contact person this needs to be built up again. To remember when to implement a 

strategic change is how it affects the customer and understanding the customers’ 

expectations. If the change is contradicting to the customers’ expectations it might be a 

to high risk to go through with the change. If the change is implemented, it is of high 

importance to follow the customer satisfaction which can be done in a good way at my 

partner company through their customer satisfaction survey. 

 

To summarize; the fundamental platform needs to be in place first so that the customer 

service organization is working in an efficient way before adding on sales activities to 

the customer service units to maintain a high quality on the performed job. The IT-

system needs to match the business strategy to give customers fast service and to not 

add double work, waste, to keep an efficient workflow. Processes needs to be in place, 

updated, accessible and followed by all employees. Having the fundamental platform in 

place gives an efficient way of working and the company can increase its customer 

focus by adding sales in customer service to eliminate downtime and have an 

organizational efficiency This contributes to both my theoretical- and practical 

contribution since the previous research have not taken the current situation in 

consideration, that the fundamental platform needs to be in place before sales can be 

implemented in a customer service organization. When the implementation is to take 

place, top-management commitment is needed to make the implementation successful 

and encourage the employees to fulfil the desired result. 

8.1 Theoretical Contribution 

My purpose for the theoretical contribution was to understand how customer service 

units in Swedish global manufacturing companies within the forestry industry are 

working with my identified quality tools and sales. To fulfil that purpose I submitted six 

research questions that have been answered throughout the study and the findings are 

now summarized to each one of them.  

8.1.1 Answering to the Research Questions 

 To what extent is a Swedish global manufacturing company within the forestry 

industry actively working with change programs in its customer service units? 

As highlighted in the analysis, the conclusion is that my partner company, which equals 

to the studied company, does not actively follow a change program. By interviewing 

managers and employees the result is that they are focusing and doing many of the steps 

that are presented with in the change programs but not the complete process. The 

change program with the closest connection to the current work of the company is the 

DMAIC version of Six Sigma, most steps are followed, but in different order. 

Compared to how Iggesund Paperboard is currently working today and what it will look 

like after the efficient office project there are two of the steps that needs to be handled 

better in the future: 1.) To measure how efficient a process is done and to keep control if 
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the level of efficiency increases after the change and also if the level of efficiency is 

maintained over time. 2.) Documented processes in order for all employees to follow 

the same way of working, that ownership for the processes is decided to keep the 

processes updated and that they are accessible for all. 

To generalize and say that this count for all Swedish global manufacturing companies 

within the forestry industry is probably very harsh and is one of the downsides of this 

study, however, this was never the intention either. A more longitude study is required 

to grasp how different companies work or do not work with change programs. 

 

My findings within the different change programs are that many attributes are very alike 

between them. That my partner company without knowing also are highlighting and 

performing many of the steps in their daily work and projects make me think that most 

of the content is actually common sense. Even if it is common sense, previous research 

showcase that there is a benefit in following the change programs in the way they are 

built up. 

 

 Is a Swedish global manufacturing company within the forestry industry 

working with the combination of the presented change programs and sales 

within their customer service units? 

The empirical findings show that Iggesund Paperboard are not working with a given 

change program, but they are using pieces of them in their daily work and in efficiency 

improvement projects. Looking at the amount of sales performed in customer service it 

is very spread from high to low, the Americas is a good benchmark for the rest of the 

customer service units as they are currently actively working with sales in customer 

service. In the two projects running parallel, world class sales organization and efficient 

office the amount of sales activities performed in customer service is likely to increase. 

This would be good to follow up to understand how these projects have changed the 

efficiency and customer satisfaction in the future. 

 

 How is a Swedish global manufacturing company within the forestry industry 

working with efficiency, quality and sales in its customer service units? 

Efficiency improvements are today mostly done on a project basis as time does not 

allow this to be done in the daily work. The benefit of focusing this to projects is that 

time is allocated and it makes it easier to get the full overview over all processes that are 

performed and how they all are connected. The different customer service teams do 

small projects from time to time which bring them further away from each other in the 

way they are working. By having one project that stretches over all teams it ensures that 

processes are done in the same way by all teams, which create organizational efficiency. 

As mentioned, sales activities are very spread in the way they are performed between 

the customer service units, mostly playing a supportive role to sales. The Americas are 

ahead the rest of the organization when it comes to sales and much is related to the IT-

system, they have their own which is about to be upgraded, but already today is more 

efficient than the standard system the rest of the organization have. Having an IT-

system that supports the business strategy creates efficiency in processes and releases 

time which can be used as an opportunity for sales in customer service. 

 How do differences in customer demand based on the applicable market affect 

the work customer service units can do on quality and efficiency? 
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The result of the empirical findings is that the efficiency does not differentiate a lot 

between the markets; fast and accurate service along with consistent OTIF are repeating 

demands and is thereby a part of the daily work. This should therefore not affect the 

quality or efficiency, however as discussed, there are other things in the fundamental 

platform that can increase the quality and efficiency in customer service to live up to the 

customer demands. 

 Does a Swedish global manufacturing company within the forestry industry 

experience a conflict with their goals for efficiency by implementing sales along 

with the change programs? 

The answer to this research question is both yes and no. I follow the line that M3 set up 

by saying “should not be a conflict as they go hand in hand, if we do not have time for 

it, we are doing something wrong”, this shows a market focus where sales is a part of 

the daily work. As efficiency is not measured today it can be assumed that there are no 

goals for efficiency, more than that they aim for it to be better than today. As time is 

lacking already today, adding sales in customer service would not make them more 

efficient and the quality in all tasks would decline along with the service towards 

customers, which could lead to that they choose to make business with competition 

instead. Even if sales were to be implemented, the most important would be to keep 

customer focus and serve the customers need first, at all time. 

 What obstacles does my partner company see to a successful implementation of 

a change program along with sales? 

There are a couple of obstacles before Iggesund Paperboard can implement sales in all 

customer service units; the most important is to set the fundamental platform to 

overcome these obstacles. The main obstacle today is time and that is because the 

fundamental platform is not in place, the standardized IT-system they changed to a 

couple of years ago slowed them down and is obviously not supporting their business 

strategy, since a lot of double work is needed. As processes are not in place, updated or 

accessible for all, this also slows efficiency down and is time consuming. Since they act 

on a global market they have customer service employees that speak the customers’ 

language, however they are missing some languages spoken in customer service and 

that could be an obstacle for successful sales. Following language is also the business 

culture which differs from country to country and this needs to be understood by the 

person doing sales. To be able to be successful in sales the employees need to be 

knowledge in the products, culture and how to sell, this means that more competence 

development training is needed before they can implement sales in customer service. 

The last obstacle is the current relationship; to transfer a relationship is very difficult, if 

not impossible. Since the customer will have a new contact person a lot of time needs to 

be spent on building relationship. 

8.2 Practical Contribution 

The second part of my purpose was to develop a customer service management model 

that can be used within my partner company and also other similar companies. The 

model I will present below is built on the fundamental platform, important things that 

need to be in place before adding on sales in a customer service unit and what the 

outcome will be when it is implemented. From both previous research and my empirical 
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findings it is of high importance that top management is committed to the change to 

encourage all employees. Since this is highlighted by my partner company I will take 

this for granted that the top management will be committed. However, this is important 

for any other company to keep in mind if they decide to change business strategy in this 

way. Aligned with this is also to understand your customers’ expectations and needs, 

which is stated in both the previous research and my empirical findings, as my partner 

company already have a good way to study and work with this, it will not be presented 

in my customer service management model. However, it is of high importance if other 

similar companies are to do a strategical change, they need understand how it will affect 

the customer.  

8.2.1 The Fundamental Platform 

As discussed throughout the study, an IT-system that supports the business strategy 

needs to be working in a good way to be efficient, being efficient saves time which 

gives the fundamental to service the customers in a fast and accurate way. Saving time 

also gives the opportunity to perform more tasks within the organization with the same 

manpower, as focused on in this study, to perform sales in customer service.  

 

To have documented processes in place, accessible for all with ownership to keep them 

updated which all employees follow will create efficiency. These processes need to be 

measured in efficiency both before and after a change to see the result on the outcome 

of the change. When implemented, they need to be measured from time to time to 

follow if the desired efficiency is kept. 

 

Competence development training is needed, both for the employees to learn how to 

perform the new tasks and also to continuously develop and improve. This gives value 

to both the company and the employees, for the company they are competitive against 

competition as their employees are constantly developing and have a high level of 

competence, for the employees they are continuously improving their skillset and will 

be able to perform their job in a better way with the possibility to take the next step in 

their career.  

8.2.2 Sales 

Having the fundamental platform as a ground setting allows for the company to perform 

proactive sales and sales activities within the customer service organization. Performing 

sales activities in customer service increases the organizational efficiency as the sales 

team can focus on new customers and closing deals. Customer service can utilize down 

time to service current customers and be in contact with them who has not placed an 

order for a while. The customers will benefit from the change to sales in customer 

service as they will increase the relationship with the person in customer service, which 

also makes the customer feel more taken care of and thereby the long-term relationship 

will increase. The ultimate goal for the company is of course with this change that sales 

are to increase. Below is my presented Customer Service Management Model based on 

previous research and the empirical findings at my partner company in this study. 
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Figure 11: Customer Service Management Model 

The model can be used in my partner company and similar companies that have an 

organizational structure with a sales team and customer service units separated where 

the fundamental platform needs to be set first to increase efficiency to be able to do a 

business strategical change. 

8.3 Managerial Implications 

What would it mean for the managers to do such change in business strategy to move 

towards more sales in customer service?  

 

First of all they need to have top management commitment, this is highlighted both in 

previous research in the presented change programs and also in the empirical findings of 

this study. It requires that they have the fundamental platform in place to support this 

change by ensuring that the IT-system is efficient and works with the new business 

model. Employees need training to be able to perform the new tasks successfully. 

Processes need to be in place for a uniformed way of working and organisational 

efficiency. Most important of all is that they need to prepare the employees for change; 

the change will take time which means that managers need to be patient for result and 

support the employees that have a tough time going through the change. Keeping all 

these factors in mind with a long-term view will give a successful change towards sales 

in customer service. 

8.4 Quality Criteria 

Initially, quality criteria’s were developed for the quantitative studies, were it is 

important that studies can be replicated and that they are reliable. They are sometimes 

used in qualitative studies but it has been argued that they are not applicable on 

quantitative studies due to the fact that what data you are to measure is not given in 

advance, which is true since my study builds on a semi-structured interview were the 

discussion can lead the interview in different directions (Widerberg, 2002, p. 18). 
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Widerberg (2002, p.18) continues stating that it is neither needed for the study to be 

replicated if it is a qualitative study, this can of course be tricky when it comes to a 

qualitative study as the data can be very subjective based on that it is what one person 

interprets and thinks during when the interview is conducted. Another argument to that 

it will be difficult to replicate this study since the interviews have been in both Swedish 

and English depending on which native language the interviewee had and this will make 

it impossible for non-Swedish speaking persons to actually validate or replicate the data. 

The validity factor however is valid and as discussed in chapter 5.4, the triangulation of 

the data gives this study validity. However, it is important to remember that an in-depth 

study with 10 respondents and one observation can be impossible to transfer to other 

research since the result and conclusions cannot be generalised on other companies 

(Shenton, 2004, p. 69). Since my result from the empirical findings is based on the 

semi-structured interview guide which has its base from previous research in the 

theoretical chapter, it should be possible to use this method and achieve a somewhat 

similar result, but anyhow different based on what that or those companies would be 

focused on. I realize that the result of this study could also be different if it was 

conducted in the exact same way but at a different time. As companies are constantly 

changing, the result of this study could be very different if it was conducted in a year 

from now, which makes the transferability very difficult. 

 

To create reliability I have saved the audio recordings and transcriptions from the 

interviews together with my notes from my observation, this is said by other researchers 

needed. During the development of the thesis I have had close contact with my 

supervisor whom has given me positive and negative criticism on the different chapters. 

This is a way to say that my supervisor has been controlling the study and have an 

opinion about how reliable it is (Bryman, 2008, p. 378). Bryman (2008, p. 377) says 

that the reliability in a qualitative study is depending on the researcher and that the 

reader can rely on the findings. I have been open and explaining about my processes and 

procedures through the study, this so that the reader can understand and follow the 

choices made to create reliability. My partner company has also read the empirical 

findings before submitting the study and thereby approved what is said and that it does 

not contain any confidential information. 

 

Authenticity is a way to measure fairness and educative authenticity; it is to measure if 

the study includes a fair and diverse mix of respondents from the studied population and 

if it is educating the understanding among the actors in the studied population (Bryman, 

2008, p. 379). I have kept the anonymity towards all respondents to be fair against them 

and I do not believe that this has affected the way data is presented in any way. When it 

comes to the diverse mix of respondents in the population, I have had one respondent 

from each customer service unit that represented their market and thereby received a 

variety as all markets are covered and also a variety of the managers interviewed. This 

has to do with the easy accessibility I had to the respondents. It can be argued that more 

respondents from each customer service team should have been interviewed, but 

looking at the empirical findings they are pretty similar in the European organization. 

How the results of this study have any educational purpose for other actors is hard to 

say, I hope that the customer service management model will be of help for my partner 

company and that other companies can see it as a support that the fundamental platform 

needs to be in place before changes are implemented. 
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8.5 Recommendations for Future Research 

A previous study by Guarraia et al. (2009, p. 52) showed that a call center divided their 

customers into three different segments based on the value they brought the company. If 

this was to be applied in a Swedish global manufacturing company and their customer 

service unit:  

How would it affect the perceived service by the customers and how would the split be 

done?  

This is an interesting topic that can be researched in the future, where to make the cut 

for different customer segments, how that will affect level of service and how it affects 

the company’s revenue in a long-term perspective. This also brings me over to my 

partner company as they have their customer satisfaction surveys.  

How has the result in these surveys changed over time, what happened when they 

moved from being more sales oriented in customer service to supply chain oriented?  

How have these changes implicated the customers’ satisfaction over time? 

To be able to generalize my research questions to the entire group of Swedish global 

manufacturing companies within the forestry industry it would be of interest in future 

studies to look at even more companies, to see how they differentiate from each other 

and what similarities there are. Maybe some companies already have the fundamental 

platform and already have started with sales in customer service. All depends on which 

business strategy they have. 

Keng-Boon et al. (2011) found the following problematization in their study; the quality 

of a service depends on how the service is performed in relation to the customers’ 

expectations before ordering the service. If a similar study would be conducted it would 

also be interesting for the result to see how the customers’ expectations actually differ 

from how the company perceives the customers’ expectations.  

As Iggesund Paperboard today are running two interesting projects in the topics of 

efficiency and sales, it would be interesting to do a follow up study if the level of 

efficiency and the amount of sales were measured today. When the changes from the 

projects are implemented to again to the measurement to see how the level of efficiency 

has changed and if this has had any effect on the sales.  

What will have happened to the customer satisfaction after these changes? 
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Appendix 1 
 

E-mail to respondents 

 

Hi –name-, 

 

I am finalizing my degree of Master of Science in Business and Economics at Umeå 

School of Business & Economics. The study is about how customer service units in 

Swedish global manufacturing companies within the forestry industry are working with 

the combination of quality tools (such as lean, TQM, Six Sigma) and sales. My purpose 

is to develop a management model that can be used within a customer service unit. 

 

I would like to interview you as one out of ten respondents in this study which will give 

me the desired in depth-knowledge. Your participation is voluntarily and the interview 

will take about one hour. You can, whenever you wish, end the interview. Your 

response will be anonymous to the degree that I know what you have answered and 

your name will not be mentioned in the study. The interview will be recorded and the 

reason to this is for me to be able to work with the responses. If you wish, I will send 

you the recorded interview for you to be able to modify or add any comments. The final 

result will be available for download on the following link once it is uploaded:  

http://umu.diva-portal.org/smash/search.jsf?dswid=8265  

  

http://umu.diva-portal.org/smash/search.jsf?dswid=8265
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Appendix 2 

 
Interview guide 
 

I have four main themes to study based on my research question. The interview begins 

with basic question to confirm the reliability of the study. 

 

 
Basic questions 
- What is your position in the company? 

- How long have you been working in the company? 

- Which market are you handling?

 
 

Section 1. How are the customer service units working with quality and efficiency-

related issues? (Lean + Six Sigma) 

 

Manager perception: 
- In which way do you perceive Iggesund Paperboard?  

- How would you describe the culture within Iggesund Paperboard?  

- Are you familiar with Lean, TQM or Six Sigma, if so, in which way? How do you 

work with it, Full concept or parts of it? 

 

CS Perception:  

- What is the focus in Iggesund now? 

- How would you describe the culture within Iggesund Paperboard? 

 

Main question 1: Does your company have an overall strategy for quality and 

efficiency supported by the company management? (Connecting to top management 

commitment) 

- How is your management trying to improve quality in customer service? 

- How is your management trying to improve efficiency in customer service? 

- Are you familiar with any change programs? Are you currently working according to a 

change program? If so, which? How are you working with it? 

 

Main question 2: How do you measure your customer satisfaction? (TQM + Lean) 

- How do you receive feedback on what your customers think of you as a company? 

- What do you do with the feedback that you receive? 

 

Main question 3: Are you working with process mapping, in that case how? (TQM + 

Lean + Six Sigma) 
- How do you keep track of your processes? Are there process descriptions for 

everything you do? 

- How do you do to keep the process descriptions continuously being updated? 

- How do you ensure that you have time for development of the processes?  

- Are you measuring the quality in the processes, in that case how? 

- Are you measuring the efficiency in the processes, in that case how? 

- How do you control that the processes are followed? 

- How are you working with incidents and failures in your processes? 

- How are you working with improvements within your organization? 
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- How do you do to continuously get training to improve and learn new things? 

- In which way do you believe that your job affects the customer? 

- What results do you see that you have gained from the work with processes regarding 

efficiency and satisfied customers? 

 
Section 2. How are the customer service units working with sales? 
 

Main question 1: Are your customer service unit working with sales, in that case 

how? 

- How is the work with sales strategically supported by top management? 

- What impact do you experience that this work has on efficiency? 

- Do you think that working with sales in customer service creates added value to the 

customer? Why not? In which way? 

- If not? Which other factors (such as sales) would add value to the customers? Affect 

efficiency? Affect quality? 

 
 

Section 3. What challenges do the customer service units experience in their work 

with the combination of quality, efficiency and sales? 
 

Main question 1: Do you experience a conflict between the work with 

quality/efficiency and the work with sales? 

- If working with the combination, how long have you done it and what results have you 

experienced in terms of efficiency, result and customer satisfaction/loyalty affection? If 

not, how do you think it would affect your daily work? 

- If not working with the combination, what is your view of adding sales to customer 

service? - How would it affect the efficiency? Can it create even more value for the 

customers? 

- What are the characteristics of the conflict between quality, efficiency and sales? 

- What obstacles do you see if you were to implement sales in customer service? 

 
Section 4. Quantitative elements – market demands 
To what degree are you doing this on a scale from 1-5 (quantitative elements so I can 

rank the degree of usage between the markets) 

- Efficiency improvements 

- Internal sales 

- Adding value to customers 

- Following process descriptions? 

- Customer focus? (TQM) 

- Change culture 

 

What specific demands do the customers in your market have? 
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