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1.0 | nt r oducti on

It is always a common fact to feed a brief content of
any dissertation to the reader as early as the

i ntroduction.

This is an academ c paper addressed to academ c readers.
Therefore, we will in the introduction only nention the
conceptual framework, rather than explaining them

The prime m ssion of this paper is to provide the reader
a clear overview of sone existing theories and their
applications in a practical situation.

To try to answer the two fundanental questions for any
thesis, namely, why is it interesting for us to wite
this paper? And what this paper is different than the
previ ous papers?

Answering the first question, it is interested us sinply
because it is a academ c requirenent. Secondly, since
finding a solution for a hypothetical problem nostly
contribute difficulties, and an existing conpany with an
exi sting problem cones into our deposal, we find it
interesting to make a research for that conpany.
Thirdly, our future education plans also influenced us
in such a way that we both in the future have the
intention of expanding our know edge in this field. To
answer the next question, nost of the previous witers
inthis field had nostly applied/used one or two
theories in their analysis, where as in this paper we

enpl oyed nore than two theories.
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In this report we will start with defining the exact
problemthat this paper is trying to solve, we will then
clearly define the nethodol ogy and theories we wll be
usi ng throughout the report. We will then state the
failures we encountered during data and information

gat hering process as well as the witing process of this

report, we will also briefly nmention the successes we
achi eved.

A brief prelimnary analysis section will follow where
we w |l describe the current conpany i.e. (the conpany

we are dealing with a container conpany) situation, its
product, its current strategy, its current managenent
structure and so on. We will in that chapter also
mention our potential target custoners hence the Danish
Non- gover nnment al Organi zati ons.

A brief introduction of the Danish container market wll
proceed al ong, where we will | ook the m croeconom c
aspects of this industry, such as the demand, the
supply, and the possible container substitutes.

To conquer the question of laying out a right strategy
for the conpany in question, we anong the other things
concurred different theories i.e. Business to Business,
the Alignnment theory, and finally we will make a SWOT
anal ysi s.

2.0 Delimtation

Uni t eam produces a broad range of steel, insul ated,
refrigerator containers for mlitary and civil purposes.
Uni team has al so devel oped several other sophisticated
contai ners, including GSSP-containers. Organizations as
well as institutions that m ght use Uniteam products are
Mlitary Forces, Shipping Conpanies, nunicipalities,

etc.
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Due to the size of the paper as well as the

i naccessibility of nost of the data/information we
needed, we concentrated some of the container users. For
instance, it is very difficult or even inpossible to get
an access to the mlitary data/information i.e. the type
of containers they buy (if any) the reasons for their
purchase and so on. Therefore, we for exanple abstain to
desi gn questionnaire/lnterviewto the mlitary, because
our expectation of getting sufficient responses are very
narrow or even do not exist. For those reasons, we

deci ded to focus on the Dani sh non-governnent al

organi zations (NGOs), where we will investigate whether

t he Dani sh NGOs have a demand for containers.

3.0 Probl em Definition

Defining the exact problemis always a difficult issue,
indeed, it is a very indispensable for any professional
paper. Anmong the questions that this paper will try to
answer are; Which Market Strategy is suitable for

Uni t eam Denmar k? Whet her the Dani sh NGOs have/ not the
demand for Containers? What are the external and
internal factors that influence the Uniteam DK s
cont ai ner busi ness?

Is the current objective of Uniteam DK appropriate to
its present situation?

Each question will have its own weight i.e. one question
is mght be relevant than the other. Therefore in order
to digest the answer of that rel evant question, we w ||
give nuch attention to the chapter such question is

addressed to.
4. Model and Met hodol ogy Descri ption
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It is always essential for a witer to enbody certain

met hodol ogi es, theories, and scientific nethods for

hi s/ her anal ysis, hence, this paper is not exceptional.

The below figure illustrates the foll ow of our

procedure.

—p| Demand Investigation plus

the potential customers

Analysis based on interviews from

l

Problem S
Recognition Internal SWOT Marketing Plan and
P Environment -p| Analysis Recommendations/s
(strength and uggestions
\W eaknece)
7\
External
Environment B
—> (Opportunity and
Threatc)
Supply Chain
analysis based on
_ — Alignment theory
Figure 1.process of our analysi
As the above figure indicates there are nunber of steps

we shoul d consi der before we draw any concl usion from

this paper. The notable steps that the figure

illTustrates are; ldentifying the problem exam ning the

internal and the external factors that can influence

this business. Investigating and anal yzing the demand

for containers! based on interviews taken fromthe

potential customers (NGOs). Supply chain anal ysis based

on Alignnent theory. Designing a sound marketing pl ans

and finally, state sone reasonable

recomrendat i ons/ suggesti ons for the Uniteam Denmark's

containers. It is our expectation that the hypothesis of

the above figure will allow us to snoothly inplenent

this project and conme up with tangible results fixed to

the information input we have.

We woul d also like to nention here that any possible

pitfalls (lack of necessary data, difficulties for
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theories in relation to the information required and

| ess response rate of the interview) could seriously
affect the result of our report. For instance, designing
interview questions to the customers will help us to
find the buying behavior, quality requirenent etc. of
the custoners if they answer the questions. Simlarly,

if the conpany in question would provide us an adequate

data, it will be easy for us to apply theories and cone
with a solution. However, we will in follow ng section
clearly baptize where we will nention the difficulties

t hat we encountered during the process of thesis.

5. Success and Failure of witing this thesis:

It is nearly always the case that some of the students
get difficulties before and during the period of witing
their thesis. These problens include anong ot her things,
determ nation of the title and the problem statenents,
but usually students pass these problens in the earlier
stages of their preparation, however, there are probl ens
that arise during the witing process. These probl ens

i nclude, finding the right data, The time span, which is
the real factor that explains the thesis quality. These
difficulties have their roots into different sources.
One of themis that conpany we dealing do not possess

t he necessary data we needed. The necessary data can be
divided into two parts, first, the historical which
usual ly gives an overview of what happened in the past
i.e. sales, prices, and so on. Neverthel ess, we belief
that the reason for this was that the conmpany itself was
new in the market. On the other hand, we asked the
conpany the possibility to contact their parent conpany
(Uni team Norway), but we unfortunately got a negative

answer. The second difficulty we encountered was the
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data/information that the conpany provided us was
written in Danish, which we were not able to translate
into English. However, we tried to our best to get out
of this problem by asking help to our Advisor,
Departnment of marketing, student counsels, classmates,
and many other source, but, unfortunately we didn’t
succeed to get help fromany of the sources. Despite of
the fact that we didn’t get any help to our problem we
| ost valuable time for the process of searching help.
This made our tinme/deadline narrower than it would have
been.

Conpetitor analysis is crucial to any one who wants to
make mar ket anal yses for a conpany or wants to set a
strategy for a conpany. Therefore, it was our concern to
get sone data/information about the conpetitors, then
use it as a conparison. But, we experienced that the
conpani es were reluctant/don’t want to provide any data
to us, as they discovered that we are doing the research
for one of their rivals.

Custoners (NGOs) were al so one of our mmin focus for
this analysis. Among other things, it was necessary for
us to interview the respective people of the target
custoners (Dani da, Fol kKirke Ngdhja p and Ib’s) to find
out what custoners expecting fromtheir suppliers
(cont ai ner conpanies) e.g. which services they require,
what quality is essential for them and so on. Therefore,
we carried out telephone interview presented in the

| ater sections.

These difficulties had different weights for us, because
sone hurt very much the result of our thesis, while we
were in one way or another able to overcone sone others.
For instance, sone of the information that we needed

fromthe conpetitors is been found in an indirect way.
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Regardi ng these difficulties, we would like to inform
the readers that this report/project would have been
different than its now if the necessary data/information
woul d have been in our disposal. Neverthel ess, we pay
all our effort to tackle the problens in a way fixed to
our mght, which led us to m x theoretical and practical
exanples, which finally allowed us to produce this
paper.

The not abl e achi evenent that we reached was that, we
were able to produce this paper with having so many
problens. We also would |like here to nmention that sone
of the significant information we have in the paper was
found in a different way than it woul d have been (pl ease
see the attached e-mail), because it was difficult or
even inpossible to get it formally. Therefore, we expect
that the reader will keep in mnd all these

difficulties, when evaluating this paper.

6.0 Prelimnary Anal ysis

It is quite usual for any dissertation to start with a
prelimnary analysis. The main enphasis of this
prelimnary analysis is to provide the reader an
overvi ew and of course the overall essence of the
particul ar problem which the paper will discuss. This
prelim nary analysis includes; the description of the
conpany, where the topics |ike conpany strategy, product
specification, current financial situation, current |ong
and short objectives are the core topics. A brief
i ntroduction of the Danish NGOs will also be a main
t opi c.

Finally, the reader should during the witing process
of this essay bear in mnd that due to the chall enges we

m ght face; we will always be open for changes.

10
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By the way, we will in the proceeding section, define
the real problemthat this paper is devoted to

chal | enge.

6.1 Conpany Descri ption

Uniteam (DK) is one of the over 100 conpanies in Denmark
that either has container/container related business.
Previously Uniteam DK had “Target Container Trade” as
its business name. It operated this nanme until 1996, But
1996 a Norwegi an cont ai ner manufacturer conpany call ed
Uni t eam bought the whol e conpany, consequently, Target
Cont ai ner Trade | aunched a new busi ness nane (Uniteam
DK) .

Accordingly, In conmpany form Uniteam DK is a partner
conpany for Uniteam Norway. Simlar to many other sister
conpani es Uniteam DK has certain autonony to plan and
run their own business.

The major task of Uniteam DK is selling, and renting

different types and sizes of containers.

O fices: Uniteans DK has two major offices in DK nanely

a sales office in Copenhagen and head office in Aarhus.
The below figure illustrates the managenent structure of

Uni t eam gr oup.

11
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Figure 2. Management Structure Uniteam G oup

The President of Uniteam
Harald Engh

i

Board of Directors

Harald engh
Ib Thorbjan Johansen
Erik Virek Fusdahl

—

h 4 v
Norway PoLand Denmark I Sweden Holland Germany

v
Manager
v
v v
Accountant Sadles

Manager

Source: Uniteam Denmark A/ S staff at the Aarhus O fice

The above figure shows that the nmanagenent style of
Uniteam group is centralized. This means that the top
managenent has the ruling power of making the decisions
or at | east the major decisions.

Centralization is the degree to which formal authority
to nmake arbitrary choices is concentrated in an

i ndi vidual, Unite, or level? The existences of
centralization usually indicate the absence of

decentralization. However, there are sone conpani es that

12
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are centralized, but still left their branches certain
autonony. Therefore Uniteamis one of these group that
has sonme autonomy fromtheir parent conmpany. Uniteam
Denmark plan the way they can succeed in the Danish

mar ket .

Fi nanci al position: the conpany capital is according to
Conpass dat abase in 1998 DKK 500, 000. In addition, the
conpany capital ratio is 1. in 1998 annual result was
DKK

—-250, 000, which in conparison of 1997 is a | oss of 76%
The equity capital of Uniteam Denmark (UDK) has al so
decreased from 1997 to 1998 by about 67% Nevert hel ess,
the annual results of UDK in 1999 was inproved from —
250, 000 To 1, 000, 000%. Which indicates an inprovement of
about 25% On the other hand, the conpany’s capital in
1999 was 1350, 000*., which also indicate an growth of
37% The conpany has accordi ng the Conpass dat abase has
a high risk and credit maxi nrum of DKK 50, 000 in 1998,
where as the credit maxi numin 1999 was 800, 000"
Current Conpany Strategy: {PRI VATE}Normally, Business
pl an needs to include: A realistic study of your
conpetitors behavior. i.e. plan a strategy that sets you
apart fromthe conpetition. A marketing plan that fits
your budget, Sales and profitability projections that
you can justify and achi eve!

In order to differentiate fromits conpetitors UDK is
mar keti ng sonme uni que product i.e. mlitary rel ated
contai ners produced by its parent conpany. in relation
to marketing plan UDK, the sal es manager of UDK told us
orally that the current strategy of UDK is to be market
| eader.

13
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Enpl oyees: according to conpass database, the nunmber of
Uni team Denmar k' s enpl oyees are so far three. But that
nunber is 5 today told by the sal es manager.

Prices: since UDK is new conpany and this industry is
quite conpetitive, UDK managenent is commtted to sel
their products in very conpetitive prices. Neverthel ess,
we will see if UDK prices are conpetitive in the |ater
sections, where we will analyze the sales prices and the
rent prices of UDK. Nevertheless, UDK is eager to know
and at the sane tinme adapt any new nmarketing ideas.

In relation to sales UDK did not so far sell to great
extent of their products, this was due to the fact that
UDK is a new conpany and their products are still in the
mar keting stage. Wth respect to profit projections
UDK' s managenent are commtted to achieve their

pr oj ecti ons.

The other main strategy of UDK is attracting nore
custoners to their products, and by that increase market
share with in this industry. UDK wants also to know
nore about the demand for their products.

UDK has contracted to nmarket an interesting mlitary

rel ated contai ners manufactured by their parent conpany
Uni t eam Norway. Those containers include, Gas safety
Shel ter Products, Accommpdati on containers, and Variety
of other mlitary related containers.

Those containers are designed for peacekeeping
operations, quick response for mlitary deploynent in
renote areas.

So far, it is the NATO and Norwegian mlitary that used
such containers. UDK has also intentions to market

new/ used shi ppi ng containers. The potential custoners
that UDK has so far in mnd are the relief organization

and NGOs. Who chal l enge the need for food shortages and

14
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transport food and other itenms mainly to the third world
countries.

6.2 Product specification

It is always pre-requisite To specify the product in
study, this will make the reader easier understand the
product in question. Uniteam group anong the others
produces a wi de range of offshore containers, tested and
approved according to | SO standards. O fshore containers
are used variety of transportation proposes, from
international trade to | ocal transport.

The Following table will show the container types, their

size, weight, length so on

Tabl e 1: Specification of sone of selected Uniteam DK s
cont ai ners

Cont ai ner Length Hei ght W dt h
Types
20" Dry 6058 2591 2438
Frei ght
40" Dry 12192 2591 2438
Frei ght
Tare Payl o | Gross Cubi c
Wei ght ad Wi ght Capacity
20" Dry Freight 2300 kg |21700 | 24000 33 CBM
kg kg
40" Dry Freight 3800 kg |27500 | 30480 69 CBM
kg kg

Source: WMV Uniteam or g/ stdi so. htm

The Especially of Uniteam Products: Although Uniteam

Group i.e. all Uniteam fl eet produce a w de range of

15
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bot h basic and highly sophisticated containers, yet The
containers we are interested in this study are the above
menti oned of f shore/shi pping containers. This is so,
because, nuch of the other types of containers Uniteam
produce are as we said used in other purposes for
exanpl e, Nucl ear waste Refrigerator, mlitary, and
mlitary airport, Shelters (gas safety shelters products
, GSSP, and sone ot her contai ners.

The containers that we are dealing with are those used
by the NGOs to transport the humanitarian help to many
pl aces around the gl obe. The npbst humanitarian itens
according to NGOs are basic food, Shelter, medicine, and
so on. Therefore, those containers we preferred to

i nclude our study are containers that can be transported
to those above-nentioned itens. As a result, we

di sregarded the other types of containers, the only
solid reason we excluded the other types of containers
is because they do not nuch the purpose of this

anal ysis. However, before we start our analysis |let us
make a brief description of NGOs, “ who they are, Wat
t hey do? And so on.

6.3 Descri ption of the Dani sh Non- Gover nment a
Organi zations ( NGOs)

It was the UN that officially began to use the term NGO
In recognition of their comm tnment and contribution to
peace and justice, 42 NGOs were invited to participate
in the process of the UN foundi ng conference in San
Franci sco in 1945 and won a place in the original UN
Charter. Article 71 of the Charter enpowered the
Econom ¢ and Soci al Council (ECOSOC, one of the six
princi pal organs of the UN) to grant consultative status
to NGOs.

16
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NGOs are limted to formal organizations that are non-
governnental, non-profit, politically neutral, voluntary
and i ndependent, and that are set up by those who agree
to work together for shared goals.

In coping with post-Cold War world affairs, the role of
‘“unofficial’ actors including non-governnent al

organi zati ons (NGOs) has becone as inportant as that of
official actors such as governnent and inter-
governnent al organi zations (1G0s). However, this study
wi |l particularly focus on the | eading Dani sh NGOs.
Regar di ng Dani sh NGOs, they are nore flexible, conmtted
and i ndependent in addressing global issues and
responding to crises. Danish NGOs put their core val ues
on the protection and devel opnent of the comobn good and
operate across national borders regardl ess of race,
religion and politics. In particular this study deals
with the below |isted Dani sh NGOs.

DANI DA

Fol keki r kengdhj ad p

| BI S

Al t hough nost of Dani sh NGOs represent civil society
organi zations as they pronote the participation of |ocal
communities in devel opnent plans and enabl e ordinary
peopl e to have capability in influencing public policy,
Most of their donations conme either froma private
peopl e or private organi zations. But simlar to many

ot her NGOs, Dani sh NGOs receive a certain amount of fund
fromthe Danish State.

Despite the huge humanitarian hel p Dani sh NGOs provide
to uncount abl e nunber of needed people around the gl obe
t hey al so establish a devel opnent projects to many of
wor | ds corners. For instance, according to the Danish
Office of Statistics figures in 1997 the humanitarian

aid that Dani sh NGOs have sent outside Denmark were

17
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estimated USD $841.2 mllion. However in 1998 that
nunber increased about 9.45 percent, where as an

i ncrease of about 2.45 percent were from 1998 to 1999
feasi ble. On the other hand, Dani sh NGOs under take
contracts of handful nunmber of projects, which they al so
spent a huge anount of noney.

Since Danish NGOs play that vital role and provide a

| arge anount humanitarian aid to many needed ones around
the world, it is then clear that their |ogistics costs
are very high. Especially the transportation of those
different kinds of aid they ship to the rest of the
wor | d.

W will therefore, in this study only concentrates
Dani sh NGOs use of containers.

Nevert hel ess, before we start further analysis in the
mar ket, let us have a brief introduction of Danish

Cont ai ner | ndustry.

7. Brief Introduction of the Dani sh Cont ai ner

| ndustry.

Usual |y, discussing a certain product produced by a
certain conpany in detail forces any author to provide
t he reader sonme general know edge about respective

i ndustry that particular product belongs to. Thus, it is
not mstake if we in this section briefly discuss the
Dani sh cont ai ner industry as a whol e.

It is obvious that different industries have different
factors that influence. However, The natures of those
factors vary fromone industry to another. This is so,
because of the dissimlarities of different industries’
busi ness areas. It is also reasonable to imgine that
for each industry there is sone unique characteristics,

features that are particular for it.

18
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Simlar to many ot her Dani sh industries, Danish
container industry is a very conpetitive one. There are
nore than 140 conpanies that sell, rent out, or maintain
various types of containers throughout Denmark

In that respect, many small conpanies with in this

i ndustry encounter tough chall enges, where as gi ant
conpani es dom nate the market. The below figure shows
the market allocation of the use of containers in
Denmar K.

Mor eover, the shipping industry contributes a very snal

margin in the container industry conpare to others.

Figure 3. Container Use allocation in DK
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arket allocation in Denmark.
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WGoods
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Source: Uniteam Dennmark.

7.1 M croeconom ¢ aspects in container industry

Simlar to the other industries, conpanies/organi zations
within this area of business have to carefully consider
the m croecononmi ¢ factors that shape their business. In
ot her words, managers of contai ner business conpanies
can when pl anning their business not ignore influential
factors |like the demand, supply, consuner behavi or,
substitute products (if any), prices, and so on.
Accordingly, we will in the proceeding section review
sonme of m croeconom c factors that influence Uniteam

Denmark in particular and container industry in general.

7.1.1 The Demand

The demand that a specific custoner nay have for a
container(s) can be distinguished in three ways nanely,
Pur chasi ng, renting.

Purchase: this type of activity is quite limted conpare
to the renting activity. One argunent could be that a

cont ai ner customer m ght not have a frequent need of
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purchasi ng a contai ner either new or used. This is
sinply because owning a container is cost denmandi ng
assum ng a tenporary use of it. In other words, if a
conpany/i ndi vi dual buys a contai ner for an extant need,
it will therewith anong the other things require

| ocation to keep, maintenance, etc., which wll
definitely further heap the already existed costs. This
activity is less inportant for handful nunber of
cont ai ner busi ness conpanies, and we will during this
paper discuss it fairly.

Renting, this is one of the nost popular activities that
occur in the container business both in Denmark as wel |l
as rest of the world. For instance, a construction
conpany nmay want to rent a container for a particular
buil ding project, in relation to that, that construction
conpany do not need to buy a container for that certain
period that the project is running. Therefore, they
either | ease or rent a container. Consequently, the
cont ai ner conpani es consider this type of activity very

i nportant.

7.1.2 Suppl y.

The supply factor is netaphorically speaking one of the
maj or m croeconom ¢ factors business managers have to
chal l enge with. The anal ysis of supply can have severa
di mensi ons, such, the supply of |abor, raw materi al,
supply of finished goods etc. Nevertheless, the supply
we discussing in this paper will predom nantly be the
supply of finished goods. This reflects the fact that,
Uni t eam Denmar k does not manufacture containers rather
it is the parent conpany (Uniteam Norway) that deliver
containers as finished Good. The question is; can

Uni t eam Norway acconplish such a task and supply its
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sister conpany. To draw your attention Uniteam Norway
has accordi ng our readings the conpetence, the
capability, resources, and the neans to acconplish such
a task. In relation to that, Uniteam Denmark can in
terms of prom ses highly count on Uniteam Norway. Once
Uni team Denmark get an order they usually place it to
their parent conpany in return Uniteam Denmark receive a
delivery within deadline. We can therefore concl ude that
Uni t eam Denmar k does not have any supply difficulties,
which permts us to | eave the discussion of this topic
here.

7.1.3 Possi bl e substitutes.

For nost of products one has to bear the substitute of

t hat product in m nd, what happens to one product wl|
sinply have the reverse effect on the other product. For
instance, if the price of your product increase/decrease
then it inplies that the consuners will tend to consunes
t he substitute product holding all other things

const ant .

Al t hough contai ners are uni que product when deal i ng
wi th goods transportation of both inter-regionally, and
inter-continentally, yet, one can argue that for the
donestic transportation trucks and road trailers could
be considered the major rival of container business. But
for the overseas/off-shore containers are the best
transportation neans to use. The notabl e advant ages of
rail trailers are; they are easy to access, easy nove,
easy to | oad, and easy to transfer its load to either
other trailer or container® Were as ground |evel
containers | ack sonme of those features that can

i magi nably attract some old container customers

especially when dealing with a donestic transportation.
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Therefore, conpanies that have a container business such
as Uniteam Denmark nust in the
Process of their business planning consider trailer

busi ness owners as their major rival.

8.0 CGeneral Overvi ew of Busi ness-to-Busi ness
Mar ket

Knowi ng that NGOs are custoners in this study, the
appropriate analysis are to be based on bus-to-bus

mar ket approaches, because, the buyi ng behavi or of
organi zations i s honogeneous regardl ess of their
ainms(profit oriented or nonprofit organization).
Therefore, it seems worthwhile to provide an overvi ew of
Bus-to-Bus as well as its characteristics before we go
deep into the anal ysis.

Busi ness-to-busi ness marketing is far nore conpl ex than
consuner marketing is. After all, buying decisions are
made at many | evels and each deci si on-maker has hi s/ her
own agenda. Every decision is key due to
sheer/transparent volunme. In addition, each decision
represents an investnent that carries huge risks such
as, WIIl the quality be right? WII the Delivery be on
time? WIIl it help nme build ny business/ains? And
Protect ny reputation/character?

Your audi ence wants real information in a | anguage they
speak and understand. They want to feel that you know

t heir business. They want to trust you.

In short, they want a relationship and successf ul

mar keting efforts to produce that trust.

Usual | y, Busi ness Market consists of all organizations

t hat acquire goods and services used in the production
of other products or services that sold, donated, rented
or supplied to others!. Business buyers do not buy goods

or services for personal consunption. Rather they buy
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goods and services to make noney, or to reduce operating

costs, or to satisfy a social or legal obligation. In
addition, since NGOs are not profit-organi zations, they
usual ly buy the goods for charity purposes.

As busi ness-to-Business continue to face the pressures
of rising sales costs, increasing conpetition, and
shrinking margins. Direct marketing continues to be the
key interest for Business-to-business. This is because,
that the decisions are made by certain decision-nmakers.
Therefore, as sal es manager, we nust not forget that we
are still marketing to individuals. This is so, because
i ndi vi dual s buy on behal f of the organization. As

adm ni strator of the organization's resource, they are
usually nmore concerned to satisfy their business needs
more than their needs. When an organization is very

| arge, its buying process becones fairly conplicated

than it sounds. Because the purchasing decision does not

reside with an individual, but with nmultiple individuals

who conprise a “Buyer G oup/Buying conmmttee” and the
roles of the individuals with in the buyer group can be
the influencers, specifiers, or decision-nmakers.
Therefore, in the Business-to-business market, it makes
more sense to know as nuch about those persons(s) as
possi bl e and the nore you can understand about an

i ndi vidual as a person, the nore you understand the
Busi ness. However the Types of organization markets can

be divided into Four (4) main markets.

* Resel |l er Markets, i.e. Whol esal ers/ Retail er
* Gover nnent Markets, i.e. National/Local
* Production Markets, i.e. Agriculture, M ning,

Transport, Communi cation and so on.
* Institutional Market, i.e. Libraries, Miseuns,
Uni versities and Charities |ike NGOs
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8.1 Busi ness Mar ket Characteristics:

Among ot her things there are certain characteristics
that seeminportant to nmention in which we think are
relevant to this Market, such as Professional

Pur chasi ng, group Buying Influence and finally the
Derived demand.

Pr of essi onal Purchasing: the purchasers of the business
goods are usually well trained personals conpare to the
consuners, these purchasers always keeps in mnd to
follow the policies, conmpul sions and other requirenments
of their firm organization. This nmethod is applied the
entire business buyers/organizational buyers, therefore,
NGOs are not exception.

The group buying: - the buying processes are involved
di fferent peopl e/ departnment. Technical expert(s)
controls how purchasing product fits the organi zation’'s
requi rement, Manager(s) usually participate al nost all
maj or deci sions for purchasi ng goods and servi ces.
Finally, the purchasing departnments in which the end-
users have direct contact/dial ogue with, which also can
easily understand and assess the clains of the end-
users.

However in order to give the reader an overvi ew of how
hi gh Bus-to-Bus buying process involvenent is, we wll
denonstrate a buying process of a hypothetical conpany

who wants to buy a machine.

Degree of departnental involvenent (% ange) by process stage.
St age 1:
Need Recognition

30-40% A0 EN06

10-20%
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Pur chasi ng operation Producti on
& Adm Engi neering
St age 3: 40-50%
Witing Specif. 20- 30% N-40%
0 f\!‘\/o
Pur ch. Oper . Desi gn prod.
& Adm & Eng. & Eng.
50-60%
St age 6: 20- 30% 20- 30%

Supplier Sel ection.

Pur ch. Oper. Pr od.
& adm & Eng.
Fi gure 4.

As you may be able to see, production engineers play a

vital role in the first stage of recogni zing the need

for a purchase of a product (itemlike machine) and

thereafter, adm nistration and operati on departnent are

al so the second inportant that involve in this stage.

Furthernore, there are slight change in the second stage

conpare to first stage, because there is one nobre group

that involved in process nanmely, the designing

engi neers. However, in the third stage things change

into the other way around, because production and design

engi neers are | ess involved. Conversely, the purchasing

departnment is heavily involved in the third stage. In

concl usion, we belief that you as a reader can now al so

recogni ze the high invol venent of Bus-to-Bus buying
process.

The driven demand: - many busi nesses serve ot her

busi ness instead of serving consuners directly. Large

and medi um si zed busi nesses are hiring i ndependent

contractors and small firnms to provide their products.
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The fundanental rule in consumer marketing is to know

t he custoner, but business-to-business firns nust foll ow
a slightly nore conplicated rule: they nmust know the
custonmers and the custoner’s custoner. If for exanple,
provi de a product(s) to another business, you can gain
an advant age whenever you hel p, devel op or inprove a
product(s) for custoner.

Firms operating in Business-to-Business face just as
much conpetition as do ordinary retailers. But the
strategic use of the market information can give
struggling entrepreneurs an advant age.

Com ng up with good idea(s) about how to serve your
client’s doesn’t take a | ot of time or noney. Marketing
data are often not expensive, but a sinple statistic can
have a hi gh-perceived value. Even one-or two-page report
about the latest trends in custoner satisfaction of for
exanpl e the end-users lets your clients know that you
are vitally interested in their success.

Busi ness-to-Business firnms vary trenmendously in size and
type, but the fundanmental rule of all Business-to-

Busi ness marketing is the sane, we can say the
fundanental rule is to know the custonmer, then

custonmer’s custoner.

8.2 Relationship M arketing:

To understand custoner relationship marketing is the key
to succeed in the Industrial marketing, therefore, one
must before any thing el se exam ne the process invol ved
in attracting and keeping custoners. Despite the other

processes in custoner relationship devel opment, there
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are sonme main steps that are inportant to keep in m nd.
These steps include:

Suspect; this neans that you as a seller want to know
everyone who m ght perceivably buy your products or
servi ces.

Prospect: When you suspect those who ni ght buy your
products or services, then it is straightforward to
determ ne your nost |ikely prospect, which nmeans the
conpani es/ peopl e who have a strong potential interest of
your product and the ability to buy for it.

Di squalified: disqualifiers are those who fail to pass
during the process of determ ning the potential buyers
due to fact that they either have poor credit or
unprofitable.

Custoner loyalty is another inportant aspect of relation
mar keting. Holding all other factors constant,

devel oping nore | oyal custoners increase the conpany’s
revenue. In relation to that, conpanies have to di sburse
nore to create a greater custoner |oyalty.

Neverthel ess, as Philip Kotler suggest in his marketing
managenent book, there are five inportant different

| evel s one has to distinguish for a conpany to buil ding

customer relationship. These |evels are the foll ow ng:

Basi c Marketi ng,
Reacti ve Marketi ng,
Account abl e Marketing,

Proactive Marketing and

yvvvyyvy

Part nershi p Marketing

Appl ying one of the above | evels depends on the
conpetitive situation of the market as well as the

custonmers thensel ves. For instance, the basic marketing

is used when there are no or relatively very small

28



Bachelor's Thesis

conpetition in the market, where sal esperson sinply need
to sell the product w thout any further follow ups.
Whi | st on the other hand in an intensive conpetition
mar kets |i ke the Danish container market the Proactive
Marketing is nore inportant. Which neans that in order
to increase the custoner satisfaction and loyalty, the
sal esperson should contact the custonmers fromtinme to
time after the sale to check whether the product is
meeting the custoner’s expectations. The sal esperson
shoul d al so make nmore foll ow-ups and ask the custoner
any suggestions for product or service inprovenent and
al so any specific disappointnent.

The other |levels can sonme tinmes be inportant. But, we
according to informati on we have from Uniteam Denmar k
and al so suggestions from ot her readings and theories
belief that the appropriate position/level for Uniteam
Denmark in the below table is the proactive marketing

posi tion.

Table 2. Levels of relationship Marketing.

Hi gh Margin Medi um Margin | Low Margin

Many Account abl e Reacti ve Basi c or
Custoners reactive
Medi um Number | Proacti ve Account abl e Reacti ve

of Custoners

Few Custoners | Partnership Proactive account abl e

Source: marketing managenent; ninth edition; Philip
Kot | er.

As we said before above figure shows the position that
Uniteamlies in the relationship marketing. The reason
we positioned Uniteam DK here is because there is very

few custoners in the NGO narket, simlarly the profit
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mar ket can be mediumif the conpany satisfies its

custoner’s need. However, it is foreseeable that Uniteam
has sonme problens as they have only 3-5 enpl oyees, which
will nmake themdifficulty to contact the customers from

time to tinme.

9.0 Demand | nvesti gation

To investigate a demand of any product is always not an
easy task, especially for graduate students.

Neverthel ess, the intention of this sectionis to
expl ore the demand that Dani sh NGOs m ght have for

Uni team DK' s cont ai ners.
To do that we need to use an inportant technique, which
can give us a clear picture, of how the Dani sh NGOs
demand for containers. The candidate technique to
accomplish this task is carrying out a primary research
As there are different ways of conducting a primary
research and each one of them has its own di nension, one
has to be very careful as to which of the ways one woul d
use. In our case, we of course due to the size of our
target custonmers (Danish NGOs) sel ected tel ephone
interview as our tool.
Tel ephone interview is believed to be the nobst
effective, less cost, and it indeed safes time’. This
| ast factor is vital for students |ike us especially
when deadline tinme is approaching.

Different research rules have to be respected when
desi gning the questions. For instance, the sensitive
questions (if any) should be asked at last, to avoid any
bi as one has to be aware of the later effect of the
| eadi ng questions and so on.

Keeping all those factors in mnd, we designed the

foll owi ng tel ephone interview questions.
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9.1 Telephone Interview

Hal | o, good norning this is Abdi and Bal al .

Ques. 1. Do you use Containers?

Ques. 2. If yes, do you buy/rent the containers you use?

Ques. 3. \What container size do you usually buy/rent?
10f eet 20f eet 40f eet

Quest. 4. How many containers do approx. Buy/rent per

year ?

Ques. 5. Can you pl ease nane the container conpanies you

often buy/rent your containers fronf

Ques. 6. \Vhich of the follow ng factors do you put your
attention nost when buying/renting containers?

Quality Price Servi ces

Ques. 7. How do you Describe container quality?

Ques. 8. VWhat kind of quality Ievel do require when
buyi ng/renting contai ners?

Hi gh Medi um Low

Quest. 9. Which of the following after-sales services do

you put your attention nost when buying/renting

cont ai ners?

Repai r Delivery speed Cost s Ot her foll ow ups
Ques. 10. Do require any pre-sale services? And what do

you think your current supplier is different fromthe

ot her contai ner conpani es?
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Quest.11. What do you think a conpany |like Uniteam DK
shoul d offer you in order to be your supplier?

The main objective of the above questions was to give us
a basic information/data, which we could analyze. For

i nstance, the feed back or the informati on we were after
when we for exanple addressed question nunber 6 was to
expose which of the three main business elenments |isted
there is inportant for our target custoners. In
addi ti on, when addressed question nunmber eight the
informati on we were searching for was to figure out the
degree of quality that NGOs require when buying/renting
cont ai ners.

To anal yze basic research answers from a basic research
gquestions usually demand an application of a scientific
nodel /theory. In general statistics is an effective tool
to analyze such a data. To be nore specific, the nost
not abl e statistical tool we can in this context nention
is regression analysis. Though this tool nornmally
requires a fulfillment of handful nunmber of assunptions,
still its applicable to nost of problens.

In relation to this paper, none of the statistical
nodel s is appropriate this is sinply due to the fact
that the respondees are too small for regression
assunptions to hold. For exanple, one of the assunptions
is normality assunption which undoubtedly is one of the
nost i nportant assunptions in statistics as whole, in
this context this assunption do not hold even if the
three respondees woul d answer. However, what so ever the
outconme could be the response rate we found were far
fromthe expected i.e. 1/3 of the respondees answered.
This contri buted a huge uncertainty as to what

scientific nmodel to use. This therefore led us to
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exam ne the other analytical tools one of themis market
survey nethod. But, this nethod is used to cal cul ate

mar ket potentials for new industrial products, which
confronts the Danish container market. The ot her
probabl e nmet hod according to our readings is census

met hod. This method assunes a small nunber of users, but
on the other hand assunes hi gh sales potential per
account, which also confront the container sales.

This will again lead us to generalize the things and
make sone general comments about the responses that we

recei ved.

9.2 General Comment about the Responses.

As you may recall, we were dealing with three Danish
NGOs however the only one that responded our questions
was "fol keki rkenoedhj ael p* where as for sonme unexpected
reasons the other two NGOs did not took part.

This also limted our ability to make many things clear,
however, the follow ng responses that we found fromt hat

NGO wer e useful .

921 Answersfrom the questions

To remind the reader the follow ng answers were given by

the head of transportation and |ogistic departnent of
t he

above said NGO "M's. Anne Marrie"

As.1l. Yes
As.2. We do both i.e. buy and rent containers but we

rent

nore than we buy.
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As. 3. Mostly the 20 feet, but according to the need we

have 40 we al so buy/rent the 40 feet.

As. 4. We approx. Buy 5 and approx. Rent 30 containers
per year.

As.5. Yes we have contacts with only one conpany called
Protrans.

As. 6. All of them are of course inportant but we

nowadays put nost our attention to the services.

As. 7. Because we are reliable to our supplier of
Cont ai ners, we nowadays do not go out and see the
containers we are buying/renting, however, however, the
contai ner has a good quality at |east for our
prespective if it has good | ocks, good doors, clean,
easy to | ock.

As. 8. Well, when we want to rent a container, we want a
hi gh quality container, because we send themin a very
renote areas of the world. Where the security of inside
goods is inportant for us, but when we want to buy other
factors such as the price may be inportant than the
quality, therefore, we pay less attention to the

quality.

AS. 9. First we put our attention nost of all those
factors, but again we do not shop around when we want to
buy/rent a container this nmeans we rely on our own
supplier. On the other hand, we always want a contai ner
with very high safety.
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As. 10. Not really we don not require any pre sale

servi ces. ProTrans is different fromthe other
cont ai ner conpani es, because they know all our

requi renents, they know of our partners, Protrans al so
provide us a free space where we can store our goods
even a large quantity in | onger periods, which is a good

service Protrans offer to us.

AS.11. If you are a container conpany and you want me to
buy your product then you nust give ne a higher service
t han Protrans now provide us such as the free storage
space for our goods, you nust also offer us a | ower
price than Protrans, your conpany nust al so have a well
est abl i shed contacts/agencies to many of the |ess

devel oped countries which neans when we want
to buy/rent a container froma container conpany
we also tell themto ship the contai ner and the goods
to a spesific place in the world.

The above said answers as expected gave us a good

i npressi on of what container custoners i.e. NGOs await
fromtheir suppliers, which actually is what Uniteam DK
ought to be aware of and it is also what we in reality
were | ooking for.

For exanmple, the answer of the |last question provided us
a clear picture of what effort should a conpany I|ike

Uni team DK undertake in order for themto penetrate the
market. In relation to other NGOs we believe that they
have the sane attitude, we can therefore, generalize our
findi ngs and conclude that this is the way that

contai ner custonmers i.e. NGOs want things to happen.
Finally, Apart fromthe | ess response rate and the snal
our target custoner were, we believe that the reader can
now better understand what our intentions were and the

necessity of this chapter.
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10.0 Custoner Oiented Supply Chain

To conpl ete the background needed for forecasting and
strategy fornulation, we now turn to detailed situation
anal ysi s.

However, in order to properly analyze the situation of a
particul ar conpany, we need to choose a theory to apply
therefore, one of the proper theories that can be
applied is Alignment theory. The alignment theory
assunmes the existence of four logics. Nanely, production
(p), Adm nistration (a), Devel opnment (d) and integration
(1).

For us to be able to apply this theory, we need to
identify and anal yze the hierarchy of |ogics, Such as,
conpetitive situation, |eadership style, and

organi zation cul ture and busi ness strategy.

10.1 Conpetitive Situation:

I n general, conpetition analyses requires to give nore
attention to the followi ng factors; Sales, Target

mar ket , Positioning, Marketing objectives and
Strategies, Pricing, Pronotion, Expenditures, Custoner
Services, quality, and Publicity. In addition,
according to alignnment theory, conpetitor situation
anal ysis forces one to figure out the state of his/her
conpany i.e. whether Forgiving , Turbulent, Stable, or

predi ct abl e conpany see the bel ow

figure 5.
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Uncertainty

Forgiving (I) turbul ent (D)
Low conpetitive » High Conpetition
Intensity Intensity
Stable (A) predi ctable (P)
v
Certainty

Sour ce: Managi ng the supply chain; J. L. Gattorna & DO W Valters 1996.

The meaning and the inplications of those terns wll be
explained in the |l ater sections of this chapter.

Any mar keting planning program nust take full account of
the prevailing conpetitive situation in which conpany
oper at es.

There is no doubt that marketing success is closely

i nked with becom ng "conpetitor-oriented”. Not

sur passi ngly, successful marketing planning also relies
on havi ng sound understandi ng of conpetitor’s relative
strengt hs and weakness, narket shares and positions. By
conbi ni ng an appreciation of the conpetitive situation
with a key custoner need, an organization |ike Uniteam
is better able to pinpoint attractive segnments of
custonmers for their products.

Cl osely nmonitoring change in the conpetitive arena al so
hel ps a conpany |ike Uniteam maintain control over their
target market strategy and marketing plans.

I n the Dani sh container industry there are plenty of
conpani es, hence, a very conpetitive market. Therefore,
The cl osest rivals of Uniteam Denmark, their capital and

their turnover results of 1998 are |isted bel ow
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Conpany Nanme Capi t al Resul ts of
1998
Al pha Cont ai ners APS
Cont ai ner Providers Int. APS. 430 140
Cont ai ner Partners APS. 1766 648
Cont ai ner Partners Leasing 6791 2.416
Titan Containers A/'S 1276 775
Ubni team DK A/ S 501 - 250
Dani sh Cont ai ner Supply 5000

2. 259
| J- Cont ai ners APS. 762 585
DC Cont ai ners 2912 1.561
Bol ux Container Trading A/'S 1145 144
Bi | sky Skurvogne A/'S 10659 3.212

Source Uniteam DK. All Figures are in 1000.

As the nunbers above indicate there are problens as to

t he market that Uniteam DK operates.

Vi ewi ng the above-nentioned conpani es as Uniteam DK' s
closest rivals, Uniteamis |less conpetitive than its
rivals. However, as stated earlier the oral conversation
we had with the conpany staff confirned that the recent
nunbers i.e. 1999 nunbers are quite different than those
stated above i.e. inproved into a positive nunber.
Nevert hel ess, The Dani sh contai ner market in general has
experienced a growmth due to the fact that over all trade
of Denmark has al so increased, therefore, one can easily
assunme that the rival conpanies’ figures also inproved
accordingly. However, the growth it self depends not
only the trade but also the conpany capital, the
structure and the overall investnment. For instance, if

t he working capital of the conpany is
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di stri buted/ budgeted in a right manner e.g. increasing
R&D budget etc., then its likely that the growth w ||
per se al so increase.

The following figure illustrates the relationship

bet ween the conpany capital and the turn over in 1998.

Figure 6. 1998 capital vs. turnover for UDK and sone

conpetitors.

Capital Virsus Turnover in 1998

19000

@ Capital

[l Result
1000 _LJ:L_.:. i L

Contai | Danis|Unitea| DC |Bilsby

Capital/Turnover

I Capital | 6791 | 5000| 501 | 2912 10659
B Result | 2416 | 2259 | 250 | 1561 | 3212
Company

Source: Uniteam Denmar k.

Al t hough this argunment of capital-turnover relation

hol ds only for this year 1998 yet it is assumabl e that
the other years have the same pattern.

As the figures indicate conpanies that possess big
capital are those who experienced the large growth, so
we can conclude that the nore the conpany capital

hol ding all other things constant, the nore the turn
over it generates and vice verse. As a result, if
Uniteam DK wants to inprove or continue to inprove its
turnover and thereby catch up its conpetitors Uniteam DK

shoul d consider increasing its working capital.
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10. 2 Conpetitor Prices

Simlar to many of the other necessary paraneters for
our analysis, conpetitor prices becane very difficult
for us to know. Because conpanies are unwilling to
provide that information to us as students. However,
because we realized the inportance of this factor
(conmpetitor prices), we decided to find the prices of at
| east some of Uniteam DK's rival conpanies in any way.
Qur objective was to find the conpetitor prices for both
new and used containers as well as the rental prices for
used containers. This led us to contact some of the
conpanies by e-mail were we introduced our selves as
custoners that want to buy their products, in that
respect, we succeeded to get the selling and rental
prices of sone of the conpetitors. W will conpare and

conmment on those selling and rental prices.

Rental Prices for Containers:

40F 20F 10F
Uni t eam DK 44 25 20
Titan 25 17 15
Beco 25 20 15
Cont ai ner partner ApS 27.5 20 17.5
figure 7.
Rental prices for different types
of Cont. with different
Companies
@
9 50
E:. gg EmUniteam DK
S 20
&C, 18 . . IiI:‘II . Iﬂ O Titan
b§< ,19‘< ,\9‘< COBeco
Container Type EContainer 40
partner ApS
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Source: the conpetitor data is gathered through e-mails, but the UDK

data are found fromthe conpany.

This figure indicates that Uniteam Denmark’s current
rent prices for all different types of containers are

| ess conpetitive conpare to its rivals. There could be
sonme reasons i.e. costs, which forced UDK to charge its
custonmers high prices. However, we belief that it is

i nportant for Uniteam when pricing their product to

consi der conpetitor’s rental as well as selling prices.

Selling Prices for Containers:

40F 20F 10F
Uni t eam Dk 26000 15000 14500
Ti tan 22000 15000 12500

The selling prices are less inportant than the rent
prices, because, potential custoners rent the container
nore than they buy. Therefore, we will give |ess
attention to the selling prices than we do renting.
There are anpong other things three major factors that

i nfl uence conpany's pricing decision, nanely, custoners
costs, conpetitors.

Custoners: custoners influence prices through their

ef fect on demand.

Costs: costs influence prices because they affect the
supply. The | ower the cost, the lower the prices, and

t he hi gher the sales.

Conpetitor: conpetitors influence the pricing decision
of your product. For this reason, it was indispensable
to find the product prices of Uniteam Dk's conpetitors.
Regardi ng the above nentioned price figures, Uniteams

position in ternms of pricing seem|ess conpetitive
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conpare to its rivals, which according to the avail able
figures seemthat uniteam pay |ess attention to its
rival's price.

Hence, this could have influence the sales volunme of

Uni t eam

10.3 Det er mi ni ng mar ket - pl ace | ogi cs:

For one to place his/her conpany in a narket-place

| ogics position, to do that he/she has to know whether
hi s/ her conpany need for Integration and Cohesion (1),
need for creativity and change (D), need for control and

order (A), need for action and results (P).

Fi gure 8.
Mar ket Uncertainty
A
Need for integration Need f or
and cohesion -
(0 Creativity
Low Conpetitive < > Hi gh
Intensity Need for control and Need for action )npetitive
order (A) results (P) |!ntensity
v

Mar ket Certainty

Mar ket place | ogistics;

Source: Managing the supply Chain; J. L. Gattorna & D
W Walters; 1996

To be able to determ ne the marketpl ace | ogics position,
we anong other things need to consider the custoner
expectations (footnote Managi ng the supply chain j.I.
gatteorne and d. W Walters ).

figure 9.

Market Uncertainty
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(1) (D)

Early/young market

No clear pattern/tradition yet to be established
New product/technology

High level R&D

Supplier led-risk

Entrepreneurial

* Integration

. Mature imminent change predicted
Loyalty and long term relationship
Brand loyalty
Joint venture mentality
Quality emphasis

E R T I

Teamwork Lower price sensity
Consensus
(Understand Me) (SurpriseMe)
L ow Competitive High Competitive
Intensity
Intensity
Stable market, pattern are * Pattern emerge-growth
established but change * Customer-led demand
occurring * Sales, promotion, distribution important
Commodity * Strong commercial attitude-anti-relationship
Drivefor efficiency-experience  * Hollywood syndrome-only good as last
Culture performance
value for money * product differentiation
high price sensity
procedural
standards
structure
(Be Consistent) (Respond)

(A) (P)

Market Certainty

Source: Managing the supply chain; J. L. Gattornaand D. W. Walters, 1996.

Al t hough for sone reasons our know edge of nuch of the
information in this figure is limted, we will according
to what we know about Uniteam DK try to put it in the

ri ght position of the marketplace |ogics.

According the informati on we have, Uniteam DK falls the
D position of the figure. Because first of all the

mar ket that Uniteam operates has high conpetitive
intensity, secondly, the market in uncertain, thirdly,

according to the custoner expectation figure above, it
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is only the factors listed under the D position that

mat ch Uniteat DK s situation.

For instance, UDK is very young in to this market, UDK
has to establish traditions and so on.

UDK can however fall neither | nor A positions of the
figure. This is so because those two positions assune

| ow conpetitive intensity which confronts the reality of
Dani sh cont ai ner market, as to the P position the
underlying factors we e.g. disagree or did not allow us
to put UDK here are "strong commercial attitude”.

There are also sonme other supportive suggestions for
exanpl e | ooking the market rules and busi ness ganes

anal ysis which |ists what conpetitor condition,
chal | enges, and organi zati on response could be for each
of the four position, it is clear that UDK can only fit
the D position.

D position

Conpetition conditions * high uncertainty
* high rivalry
* high risk

Chal | enges * Extensive R&D

First into Market Enphasis
on creative and innovative
sol uti ons
Organi zati on Response * |Individualism Creativity,
flexibility Market-based

structures

10. 4 Organi zation Culture and Leadership style

Anal ysi s

Organi zation culture and | eadership styles are sone of

the factors that cause the success or the failure of any



Bachelor's Thesis

organi zation. This points out to a nunber of issues that
are inportant for business successes.

Usually three criteria are said to be a superior to al

ot her s®.

Ef fectiveness: an organi zation is effective if it
realize its purposes and acconplish its goals
Efficiency: an organization is efficient if utilizes the
| east of resources necessary to obtain its products or
services

Viability: an organization is viable or capabl e of
living if it exists over a long period of tine.

However, there are sone factors that are the backbone of
t he design of an organi zation. Anong other things, R M
Burton & B. Obel suggest seven elenments (Configuration,
Conpl exity, Conpliance, Centralization, Commrunication
and Conpensation). for a successful organization those
el ements should fit the conpany’ s strategy, Structure,
Systens, style, skills and super-ordinate goals.

In order to analyze these elenents and how they fit to

t he above said factors, we enployed Orgcon software
program which is intended to analyze if there is a
consi stence/inconsi stency in an organization. Therefore,
Orgcon software programw || produce where there is

i nconsi stency in UDK and afterwards recommends how t hese
i nconsi stencies (if any) can be inproved.

Regarding this, we would like to highlight that the
informati on we have fromUniteam DK is very limted
conpare to the required informati on needed to put in the
Orgcon Programto get reliable results and
reconmendati ons. The output (see the appendi x) shows
that there are situation msfit in the organization

(Uni team .

Situation msfit is anmong other things when there arel/is

msfit(s) in the internal situation and external
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situation of an organization. This situation may appear
due to the changes in the environnment and thus exogenous
to the organization.

10. 4.1 Organi zation Culture and Style in relation to
al i gnment Theory

As we nentioned before one of the fundanmental principals
of alignnent theory is to identify and understand the

hi erarchy of logics. The below figure will at | east
allow the reader to get an insight of how hierarchy of
logics differently classify sonme of the major factors,

whi ch undoubtedly is core for npbst conpanies.

Figure 10: organization culture

I ndi rect control

Goup (1) Entrepreneurial (D)
I nt er nal Ext er nal
Focus Focus
Hi erarchi cal (A) Rat i onal

Direct Control
Source: Managi ng the supply Chain; by, J. L. Gattorna & D. W
Walters; Page 28s

As the figure indicates the culture of each organization
should fall one of those above nentioned sub-cul tural
positions. To identify where a particular conpany is
positioned, we first need to know whet her that conpany
focuses internal or external for its operations. W also

need to know whet her the nmanagenent form of that conpany
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is a direct or indirect controlled. This however does

not necessarily nmean that we in order to place a conpany

in the right position of the above figure only need to
know t hose said factors. there are indeed many ot her
factors one has to disclose in order to better position
a conpany. For instance, with out a precise and proper

i ntegration between the other main organization
functions such as a right conpany strategy, a right

i nternal /external policy, etc and the organization
culture, it will be difficult to properly figure out

whi ch sub-cultural type an specific conpany will belong
to. To better digest the information of the figure, we
will briefly try to explain what the different sub-
cultural terms mean. For exanple if the culture positio
of one conpany is believed to fall under the sub-

cultural type called "Rational/(P)" then this rational

n

means action, objective, energy, and that conpany shoul d

end up results. It also neans that this conpany is

externally focused and directly controlled conpany. In
the contrary, if we assume that other conpany falls
under the sub-cultural type called "
Entrepreneurial/(D)" then this also neans that the
conpany is externally focused, but, unlike the previous

conpany this conmpany has indirect control. On the other

hand, the termentrepreneurial in this context mean that

in this conpany there exists an innovation, flexibility
readi ness, and it will end up a growth. Assuni ng that

t he above explanation is at |east enough for the reader
to get an insight of how the theory classified the sub-
cultural types, we now turn to try to identify the
position of Uniteam DK. Conmbining the limted

i nformation we | earned from Uniteam DK, and the
suggestions of both the theory and other readings® we

can barely conclude that the sub-cultural position of

47



Bachelor's Thesis

Uniteam DK i s under "Entrepreneurial” we decided this
because we believe that UNITEAM DK is not directly
control |l ed conpany. Therefore, the position of UN TEAM
DK coul d neither fall under hierarchical (A) nor under
the rational (P). So as to the sub-cultural type called
"Group ()" because we do not think that Uniteam DK is
internally focused conpany. Although Uniteam DK i s not
a fully decentralized conpany, again, the managenment of
Uni team DK have certain autonony of power, which enable
them to undertake their business operations alone, which
al so supports our chosen sub-cultural position. Finally,
whi ch sub-cultural position is better than other and

whi ch one is best for a conpany is a remining question.
This is due to the fact that, the structure, objectives,
| eadership style, and many ot her organization factors
are not always stable. Therefore, its possible that a
certain position of conpany changes accordi ngly, an
interaction of the different positions m ght al so

according to the theory occur.

10.4.2 Leadership Style

Thi s conponent is inmportant for any conpany specially
when applying this theory, because it is actually the
| eader who will at the end ensure whether the other
conponent of the theory (conpetitive situation,
organi zation culture, and strategy) are properly applied
by hi s/ her conpany or not.
Simlar to the other previous conponents the bel ow
figure will denonstrate how the hierarchy of |ogics
classified the different | eadership styles.
Figure 11: hierarchy of |ogics

Thi nki ng

Pr eflerence

Coach/revitalizer (I) Vi onary/ bui | di ng

48




Bachelor's Thesis

& Creator (D)

Col l ective I ndi vi dual

Orientation Orientation
Tradi tionali st Buil ding &
Productivity G owt h Manager
Manager (A) (P)

Doi ng Preference
Source: Managi ng the Supply Chain; 1st. Ed. 1996; by; J. L. Gattorna;
D. W Wilters;

According to the figure, there are four major elenents
one has to recognize before anything el se. Nanely,

whet her a conpany has a | eadership style that has

t hi nki ng or doing preference, and whether the | eadership
style is individually or collectively oriented. The
above figure also shows four other sub-elenments each
attached by a letter. According to the alignment theory,
those elenents also play a vital role whenever
determ ni ng which | eadership styles a particul ar conpany
could have. In order to determ ne which of the above
said sub-elenment position a | eadership style of a

conpany could have one has to answer the follow ng

questi ons.

1. what are the | eadership's shared val ues?

2. How is the | eadership's team styl e?

3. What is the | eadership’ s individual aptitude?
4. How is the | eadership's individual know edge?

| f one answers those questions, then it is possible for
one to find the | eadership style of a specific conpany.
For illustrative purposes we will answer those questions

based on the sub-el ement 1I.

49



Bachelor's Thesis

Shared val ues:

* Participation, Cohesion
* Change

Team Styl e:

* Sensitive to people

* Over enotional Support-have the ability to enpower
subor di nat es

| ndi vi dual Aptitudes:

* Consensus buil ding

* (Good negotiation skills
* Good conceptual ability
| ndi vi dual Know edge:

* &roup Dynam cs

* Communi cati ons

If you reveal those answers then there is no according
to alignnment theory doubt that the | eadership style of
your conpany lies the | position.

Finally, since the reader can at | east now got an
overview of howto differentiate different |eadership
style types, lets now turn to disclose the |eadership
style of Uniteam DK. Although we are very careful as to
whi ch | eadership style Uniteam could have, yet we w |
with the help of the limted informati on we have as well
as the help of the theory found sone of the answers of

t he above questions. However, both the theory and the
information fromthe conpany | ead us to place Uniteam DK
under the sub-elenment (D). Which inply that for exanple
the shared value of UNITEAM DK is; Creativity,

| nnovati on; Rapid change, where the team style is: Myve
very quickly, guided by shared vision; etc.

Those answers and ot her supplenentary information from

Uniteam DK are again the core references to our
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decision. At the end, referring again to the alignnment
theory, it is worth to remnd the reader the possibility
of having interacting sub-el enents dependi ng on the

pur pose of the conpany. A conbination of sub-elenment D
and P m ght be necessary when | aunching a new product
FOOTNOTE ( Managi ng the supply chain; 1st. Ed. 1996; by;
J. L. Gattorna & D. W Walters) and the prinme goal of
the conpany is to successfully go through the

i ntroduction and the growth stages of the product life
cycl e process.

Moreover, in the next section we will discover the |ast
conponent of this theory "The Strategy", which we hope
w Il better clarify the use of this theory.

10.5 The suitable Strategy

The | ast conponent of alignment theory process is to
determne the right strategy. G ven the above anal ysis
of the other three major hierarchy of logic i.e. the
Conpetitive situation, the organization culture, and the
| eadership style, we will in this section try to specify
a suitable strategy for Uniteam DK

Fol | owi ng the normal procedure, we first need to draw
the hierarchy of logics into the reader's attenti on,

because over the course this was necessary tool for our

anal ysi s.
The following figure will show the different sub-
strategies, which we will study closely.

Figure 12: Hierarchy of Logics "Strategy"

Proacti ve Posture

Prot ecti oni st Pat hfi nder (D)
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()

Low ri sk Hi gh
Ri sk

Eval uati onary Anal ytic

(A) (P)

Reacti ve Posture

Source: Managi ng the Supply Chain; 1st ed. 1996

What strategy to choose is always very conplicated

process, at the same tine, it is one of the inportant if
not the nost inmportant factor for each conpany. Keeping
such an inportance in mnd, we will in this |last section
of our custonmer oriented supply chain analysis spare no

effort to identify a proper strategy for Uniteam DK

Simlar to the other hierarchy of |logics figures, the
matri x that the above figure show four main factors,
where two of the factors (Low risk, High risk,) tel
sonet hi ng about the certainty of overall conmpany
operations. While the other two factors (Proactive
posture, Reactive posture) deal with sone kind of

atti tude neasurenent.

On the other hand, the positions of the other four sub-
strategies seemalso to be valuable for this section.
Nevert hel ess, Assumi ng that the reader can by this tine
foll ow how things are devel oping, in other words, since
we have fairly in a sanme manner expl ai ned the proceeding
hi erarchy of logics figures, we will try to explain this

figure as concise as possible. Having made that clear,
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we will concentrate to pinpoint the kind of strategy
position should Uniteam DK fall

Keeping the previous results of the other logics in
mnd, we will in this section conbine all the results
and thereby conclude our alignment theory analysis.
Uniteam DK in reality new for this market, it is also a
very young conpany. Therefore, we believe that the right
strategy position of Uniteamcould be in the D position
of the above figure. The prinme reason we decided to
choose Uniteam DK for that strategy is: O course the
mar ket Uniteam DK operates is a market with nmuch
uncertainty, which means that Uniteamin that respect
should only fall the right hand side of the figure. But
the question is, where in the right hand side should
Uniteam be in the figure? Is it the upper (D) or the

| ower (P) position?

To answer this question we need to concentrate the
properties of the two positions.

Li sted bel ow are according to the theory the properties
of the two sub-strategy positions respectively. These
properties®™ will later make the reader easier to

understand the sub-strategy position of Uniteam DK.

D Properties

* Devel op Techni cal Expertise

* Innovation: product & market Devel opnent
* Creative marketing (1 mge brandi ng)

* Flexibility

* R&D in Logistics & Channels

P Properties

* Mar ket segnentation
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* Mar ket Focus

* Qui ck Response

* Second into the market-but get it right
* A nore considered approach

* Sal es Managenent

* Action

According to the above properties, we believe the sub-
strategy position of Uniteam DK is the first one (D),
sinply because the properties |listed there match Uniteam
DK's situation than those listed under the letter (P).
To be specific, Uniteamis not product market innovator,
nor does it not have |l ess market risk. We therefore,
conclude that Uniteam DK could fit that place, which
inply that Uniteam DK should use a pathfinder Strategy.
Finally, we will in one of the last section discuss the

probabl e strategy for Uniteam DK

11, SWOT Anal ysi s:

Before we go to analyze the Strengths, weaknesses,
opportunities and threats we need to find the necessary
information for doing so. The source that one can get
this information differ, for instance, the necessary
information are divided into, nanely, Internal and
external. Usually it is the conpanies that provide the
internal information/data to the students or
researchers, but it is always the case that conpanies
keep sone of their information/data confidentiallly,
while the external information/data usually found from

the libraries or alike. Therefore, in order to reach our
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goal of getting data we raised many questions both
witten and oral to Uniteam DenmarKk.

The bel ow questions are those we asked to Uniteamin
witten formand their respective answers are provi ded

as an attachnment in the back of the report.

Questions asked to Uniteam DK by Balal M Cusman and
Abdi Al'i Musse:

Ql) Can you please give us any secondary data for

Uni t eam Denmar k i ncl udi ng;

Sal es records, sales goals in the past five years,
Prices of uniteam products in the past five years, as
well as the prices of the conpetitor’s products (if

avai |l abl e)

@) What was/is Uniteam s Budgets both in the past or

in the comng future

@) can you provide us the evolution of Uniteam

Denmar k’ s products?

) can please provide us the cost structure of Uniteam

Denmar k’ s products?

@B) what are the nmarket objectives of Uniteam Denmark?

Q) does Uniteam Denmark’s products have a uni que
factor conpare to its conpetitor products

Q7) how large is the conpany’ s resource

@) do you have old nmarketing anal ysis nade by Uniteam
Denmar k or Uni team Nor way?

Q) can you provide us the sales data for conpetitor’s

products in the last five years.

55



Bachelor's Thesis

We asked these questions to Uniteam Denmark for sone
reasons, for instance, it was our attention to get the
mar ket target consunption trends, needs and wants when
we raised the first question. In addition, cost, budget,
and prices would give us a clear inpression of Uniteam
Denmark’s position in the market.

The conpany’s uni que factors (if any) would al so

identify us the conpany’s core conpetencies.

11.1 Strengt hs and Weaknesses.

An organization is living thing of its environment. Its
very survival and all of its perspectives, resource,
probl ens and opportunities are generated and conditioned
by the environnment. Thus, it is inportant for any

organi zation to nonitor carefully the rel evant changes
taking place in its environnment and fornul ate strategies
to adapt to the changes. In other words, in order for an
organi zation to survive and befit in the future, the
trategi sts/researchers nust understand the chall enges of
t he profoundly changing political, econom c,

t echnol ogi cal, and social environnent.

As you can i magi ne, businesses do not performwell by
acci dent. Good performance occur in a business because
the people directing its affairs interact well with the
environment, capitalizing its strengths and elim nating
its underlying weaknesses, therefore, assessing of
strengt hs and weaknesses becones an essential task in
the strategic process.

In this chapter a framework will be presented for
identifying and describing the Uniteam Denmark’s
strengt hs, weaknesses, opportunities and the threats

(SWOT). These frameworks provide a systematic plan for
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an effective assessnent of the performance and strategic
moves of the marketing side of Uniteam Denmark accordi ng
to the information avail abl e.

Strengt hs, weaknesses, opportunities and threats are

rel ati ve phenonenon. For instance, strengths today nmay
becone weaknesses tonorrow and vice verse. Therefore,
the analytical framework found in this paper nust be
used with care in the future. Before, we go deep into
the SWOT analysis, we will explain the strengths,

weaknesses, opportunities and threats nean.

11.1.1 Meani ng of Strengths and Waknesses.

Strengths refer to the conpetitive advantages and

di stinctive conpetencies, which the conpany can exercise
in the market place. The distinctive conpetence of an
organi zation is nore than what it can do; it is what it
can do particularly well* . in contrast, weaknesses are
constraints that hinder novenents in certain directions,
for exanple, in a situation where a conpany (like
Uniteam) is in devel opi ng marketing strategy, the

busi ness shoul d anong ot her things, dig deeply into its
skills and conpetencies and chart its future in

accordance with these conpetencies.

11.1.2 Studyi ng the Strengths and Weaknesses of
Uni t eam

One hardly finds in any academ ¢ work on the subject of

strengt hs and weaknesses, because conpani es shoul d nake

targeted efforts to identify their conpetitive strengths
and weaknesses. This is of course far from easy.

However devel oping a conpetitive strategy depends on

havi ng a conpl ete perspective on strengths and
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weaknesses, neverthel ess, success requires putting the
foot forward.

Wth regard to the strengths and weaknesses, the
following factors can anong other factors | ead Uniteam
to gain the conpetitive advantage of the market, if

Uni team keep on its eyes for inproving them

| eader style

Quality Policy

Qual ity control / mnagenent
Enpl oyee attitudes
Technical skills

New product ideas

Know edge of consuner’s needs

These factors require depth analysis, However, sone of
the notable information required to analysis these
factors is not available for us. These factors include
technical skills, new product ideas and al so the

enpl oyee technical skills. Nevertheless, W will exam ne
the remaining factors in turn with regard to Uniteam s
position, but some of the remaining factors |ike

| eadership style and Custoner-needs was be presented in
the previous section. Finally, we will figure out the
strengt hs and weaknesses of Uniteam towards these
factors.

11.1.3 Quality Policy:

The quality policy of Uniteamis based upon the
custoner’s demand and expectations, therefore, Uniteams
quality policy is to give its custoners right quality,
right price, right time and right place. The quality
system of Uniteamis shaped to hit quality goals within
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the framework of the proposal or the expected orders. In
order to achieve this, all Uniteam s personnel are
responsi ble for conducting their tasks according to the
docunment ed routines and instruction. Regarding the
continuous inprovenents that Uniteamis applied to its
products as a whole and quality in particular, a
measurenent of quality is to be predeterm ned and

aut hori zed.

11.1. 4 Quality requirenment for Uniteam DK s
Cont ai ners.

Among ot her things, the quality of containers is a
fundanental factor to succeed in the container market,
therefore, Uniteam has to put nore effort to the
quality. Quality reflects into many different areas,
namely, Responsibility of the managenment, design,
delivery terns, flexibility of the product, such as
tracebility, and so on.

Quality involves the entire industrial business process,
begi nning with product design and continuing market pl ace’
controlling and testing the product during and after the
production tinme, enployee training, custoner services
and al i ke.

11.1.5 Responsibility of the managenent

As Uniteamis not fully decentralized, the top
managenent (head quarter in Oslo) gives the
responsibility in which each person is in charge of.
Managers are responsible to make follow ups in order to
make sure if the requirenents are in the right order,
therefore, the suitability and the efficiency of the

quality system are ensured through annual revisions of
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the results of internal audits, their use and confornmty
with the existing standards. Consequently, the group
managenent’ s revision is docunented and stored in the
qual ity records for future aspects'

Finally, container quality include safety | ocks,
flexibility, absence of any foreign adore, easy to |ock
etc.

Al t hough we have | ess information about the weaknesses
of Uniteam Denmark yet there are many factors that show
t he weaknesses of Uniteam Denmark. For instance,
financial figures shown that Uniteam Denmark are very
weak in ternms of the finance. In addition we have seen
that Uniteam Denmark’s credit maximumis 500 OO0OODKR
according to conpass dat abase.

Wth regard to the manufacturing we have no that nuch

i dea or enough information of how Uniteam Denmark’s
facilities, capacity, ability to deliver on tinme is and
so on.

Organi zationally, there are many inconsistencies within
Uniteam furthernore, as we said before Uniteam Demark’s
enpl oyee are very few and this shows that they are | ess
responsive.

In the marketing point of view, there are many nore
factors that explains how good is the conpany’s

mar keti ng i ncluding, prices, market share and sal es
forces effectiveness. Regarding these factors Uniteam s
position seem very weak because as we have seen before
Uniteamis | ess conpetitive in terns of prices.
Furthernore, there is only one person assigned to sales
departnment which also shows the ineffectiveness of the

sal es departnent.

11.2 External Factors (opportunity and Threats)
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Al l of today’s business, there are both internal and
external factors that shape the successes/failures of
that particular business. Today’'s markets are quite
hostil e and conpl ex for al nbst any product and services,
therefore, to avoid any pitfall, conpanies should
closely nonitor the changes of the external factors that
can influence their business. |In this chapter we wll
investigate the inpact (if any) that a change of the
external factors could have in Uniteanis container

busi ness.

Before we continue lets |list the possible external
factors that can either directly/indirectly influence

Uni team s cont ai ner busi ness.

= Technol ogi cal Envi ronnment
= Legislation and busi ness regul ati ons
= Dani sh and d obal Trade Trends

11. 2.1 Technol ogi cal Envi ronment

For any business |ine, new technol ogies pop up as the
time goes by, this inplies that there could not be any
grantee for a stable technology. In relation to that,
increasing R&D is a fam |iar phenonenon today.

Successful businesses therefore, in order to seek a
better technology pay nmuch attention to their R&D
budget, where an increase of a certain percentage of the
R&D budget each year beconme al nost habit for many

busi nesses. In addition, conpanies with mature

busi nesses watch closely if there is any technol ogi cal
advances that either achieved or going to be achieved by
one of their rivals. This forces many of conpanies to

struggle to be a first nover rather than | eft behind.
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Regardi ng Uniteam DK's | evel of technology, it is
observabl e that Uniteam DK enjoys having an unlimted
access of its parent conpany's sophisticated technol ogy
(Uni team Norway). However, one can not rule out that

ot her contai ner manufacturer either in Denmark, Norway
or else where can conme up with a new idea, which could
eventually effect the current container business
situation in general and in Uniteam DK in particular.

I n the container business, technol ogi cal change can
occur in many ways, it could be a manufacturing rel ated
t echnol ogy, which could facilitate the overal

manuf acturi ng process of containers. it could be a
technol ogy that can reduce the amount of raw materi al
used to produce a container. For instance, introducing
an affective and nore | ess costing way of producing
containers e.g. using less amount raw material etc.

will certainly effect the container market in general
and at | east Uniteam DK's market share. It could be a
new alternative technol ogy for container. Although the
probability of this to happen and substitute products
totally dom nate the role of containers is very smll,
yet, we can not totally deny that this could either
partially or totally one day in the future happen.
Clearly, all those above-nentioned ways of exploring new
i deas toward the container business can undoubtedly be
an advantage for the discovered conpany. But it will in
contrary be di sadvantage for rest of the teamie.
(Cont ai ner conpani es).

On one end, Sone theories suggest that in the |ong run
the rest of the team (all the other conpani es except the
one that explored the new technology) will enjoy using
the new technology as free riders. But on the other end,
there is plenty of opposition as to the validity of that

theory. As a result, we decided to suggest that in order
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to explore nmore about this theory and its validity and
implications, we will need a full-scale separate

resear ch.

Finally, it is quite inmaginable after reading the above
sections that for Uniteam DK to achieve both of its
short and long run business goals, that Technology is
one of the core external factors that Uniteam DK shoul d

pay an attention to.

11.2.2 Legi sl ati on and busi ness regul ati ons

Legi sl ation and regul ations can be described as the nost
inportant artificial (human nmade) factors that existed
and will exist during the human exi stence.

Unlike the intention of sonme other |egislation and
regul ati ons, there are three common reasons for

| egi sl ating and regul ati ng a busi ness*®. Although there
could always be a margin of difference fromone country
to another, fromone region to another, again, The
fundament al concepts of those Three reasons are the sane
for any governnment. Those three standard reasons are:
(a) to protect custoners fromunfair business practices
(b) to protect the interests of the society from
uncontrol | ed busi ness behavi or

(c) To protect conpanies fromunfair conpetition.

The maj or purpose of business |egislation and/or
enforcenment is to charge businesses with the soci al
costs created by their products or production process.
Legi sl ation affecting business has steadily increased
over the years. The European Comm ssion has been active
in establishing a new franework of laws in the follow ng
areas; Conpetitive behavior, product standards, product
liability, comrercial transactions and so on for the 15

menber nations of the European Union.
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Therefore, it is quite clear that any business can be
vul nerable for a new |l egislation either from national or
international |level. For Uniteam DK it could be that
Dani sh/ EU | awmakers suggest or inplenment a new

| egi sl ation that can change the course of the container
busi ness in Denmark. For instance, if the Danish
governnment/ EU i ssue a new |l aw that restricts the ways

t hat contai ners ship/transport comrercial goods.

This will affect the whole container markets and
possibly will change the market share of each contai ner
company.

The new wave of environnental |egislation has cone in
the beginning of 90's and will as expected continue. The
steel market in particular there has been a handful of
new i nternational |egislation. Since containers are nmade
of steel, this legislation will probably effect the
cont ai ner conpani es.

Finally, for Uniteam DK to succeed its business goals
they must also think of the any new | egi slation at any

| evel .

11.2. 3 Dani sh Trade Trends

This factor influences not only container industry but
al so al nost every existing industry, Because the
activity of each industry depends on the state of

nati onal econony.

Export is one of the nost influential factors that can
threaten the overall container business in Denmark and
el se where, Because the activity of the npbst conpanies
dealing with containers depends very nuch on the export
| evel . Therefore, it is observable that this industry is
vul nerabl e for Dani sh export decline. On the other hand,
since export is anong the other econom c indicators can

not stand along, it is indeed imginable that there are



Bachelor's Thesis

sone i nterdependence between the export and the other
econom c indicators. If that is the case, then Danish
container industry is also obliged to watch closely the
behavi or of those other factors as well. For instance,
export depends on anong the other things the exchange
rate of the national currency vis a vis others,
simlarly, the exchange rate depends on the donestic
interest rate where the donestic interest rate (assum ng
open econony) depends on the foreign interest rate. As a
result, a boomin export can | ead Dani sh contai ner

i ndustry into high activity and the vise verse. The

bel ow figure will illustrate the interdependence between
the trade trends and the Dani sh contai ner market
fluctuations.[Rl] [ R2]

Figure: 13 Danish Container salesvstrade trends

Danish container sales vs Trade
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1998 | 6563 6555 5531 6518
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Source: Danish Statistics Office

The contai ner market in Denmark was throughout the years
fluctuating. Ups and downs of the container market in
Denmark can be seen fromthe above figure. The causes of
t hose fluctuations conme from many sources, as we said
earlier, one of the main factors that was behind these
fluctuations is the total export trade, i.e. the nore

t he export trades is, the nore the container sells and
vice verse. Nevertheless, we will in this respect show
graphically how the container sells in Denmark functions
with the total export trade.
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Figure 14. Dani sh Total Trade Fi gure 15 Dani sh Contai ner Sal e
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Source: Danish Statistics Office

The two above figures (2& 3) show the trends of the
Contai ner sells and total export trade of Denmark
respectively. As you can see, both figures have the sane
pattern of trends, in other words, the total export
trade of Denmark was hi gher 1996 conpare to 1997.
Simlarly, the container sells show the sane trends as
the total export trade indicate, therefore, it is clear
t hat anmong other things the container sells depends on
the total trade.

To be nore specific, the total export trade is decreased
5% from 1996-97, whilst, the container sells decreased
8% this shows that there are other factors that affect
to the container trade. The small percentages that the
contai ner trade does not fluctuate with the export trade
m ght include the internal trade of containers anong the
donestic firms and/ or anmong the domestic firnms and the

aut hority.

12.0 Strategy Formul ation:
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Mar keting strategy is one of the nost inportant el ement
of business strategy. The first and of course nost
essential conmponent of industrial marketing strategy is
to nmake Market selection. This neans, that you as a
supplier/seller have to choose what market to serve.
Therefore, in this respect Uniteam has chosen to serve
t he Dani sh NGOs. The second inportant step of any

mar keting programis pricing. The above said two
important factors are in common to all conpanies that
produce and/or sell a product or a service. A part from
that, there are plenty of strategies conpanies choose
anong, depending on the nature of their product and
their overall nmarketing strategy action plan. Anobng
those strategies are: Spending Strategy, Conpetitive
Strategy, Distribution Strategy, Product Strategy,
Target market Strategy, persona
selling/servicel/operation strategies, steal market share
strategy and nmany ot hers.

However, before we fornulate any strategy, we nust
recall the existence of sonme essential steps one has to
follow in order to be able to select a strategy. The

bel ow figure shows those steps.

Figure 16: Strategic Planning Process.

Definethe
mission
+

Conduct a
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Step 1.

Step 2.

Step 3.

Step 4

Step 5.

Step 6.

Source: Busi ness-to-Busi ness Marketing.

The steps in the above figure nmade us clear the process
of formulating a strategy. Staring from m ssion defining
down to the inplenenting strategic plan. Since we

al ready done sonme of the required analysis in our
earlier chapters of this report and since Uniteam DK has
al ready specified their target custoners, it is then
clear that the main objective of this section is to
summarize the main points of those earlier chapters and

pi ckup a right strategy.

12.1 Summ ng up the earlier analysis

Defining the Mssion: follow ng question are to be
answer ed before defining any clear m ssion'

Who are the conpany’s' custoners?

VWhat are the custoner's needs?

How shoul d the conpany serve to those needs?

The answer of the first question was according to this
paper pre-determ ned by the Uniteam DK. However

regardi ng second question it was a part of our task to
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figure out the needs of the pre-determ ned custoners
(NGOs). The results of our earlier telephone interview
with some of our custoners can as we believe at this
stage give the reader an inpression of how we

i nvestigated the answer of that question.

Finally, the answer of our third question is a part of
the task of this section. In other words, the essence of
this section is figure out how Uniteam DK woul d satisfy

the needs of its custoners.

Situation Analysis: first of all let us bring the
attention of the reader that the quality of the earlier
SWOT anal ysis are questionable, this was due to the fact
that we could get the right input to produce a genuine
SWOT anal ysi s.

The results we found fromthose anal yses pointed out the
possi bl e strengths and weakness of Uniteam DK as well as
the external factors that can influence the course of

t he Uniteam Busi ness. The major points we highlighted
were Uniteam DK has high capital requirement, |ess
conpetitive prices, |ess enployee, however, Uniteam DK
enj oys highly sophisticated container quality of Uniteam
Goup. In relation, opportunity and threats, Uniteam
Group have high conpetence when it cones to the
cont ai ner technol ogy, consequently, Uniteam DK can have
t hat advantage. On the other hand, on of the notable
threats that can face Uniteam DK is the trade trends

both donesti ¢ and abr oad.

Setting conpany Objectives: As nmentioned in the report

t he sal es manager of Uniteam DK also clarified this
point to us by saying " Qur Goal to be a Market |eader™.
Therefore, we will |eave this section here.
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Formul ating the conpany Strategy: this stage is

undoubt edly the backbone of this chapter, therefore, we
will try to elaborate it as nuch as we can.

According to previous analysis and readi ngs, we now
determ ne the suitable strategy for Uniteam DK, which
can possibly enable themto reach their goals in the
long run, and in the short run keep themin this market.
Based to our understanding as well as our deep

exam nation of overall Uniteam DK's problens, we believe
St eal Market Share Strategy would be in the short run
the best strategy Uniteam DK coul d apply. Were as in
the long run Uniteam DK nmust choose anot her strategy.
The inplication of this strategy is quite sinple and the
cost associated with it is relatively small conpare to
many ot her strategies. This is so because, to build a
mar ket often requires for exanple a huge pronotion
spendi ng.

This strategy is useful when the product is mature with
m ni mal growth (FOOTNOTE) i.e. view custoners entering
t he market because of high initial capital and
technol ogy requirenment. Hence the Dani sh contai ner

mar ket. This strategy anong the other things al so
requires that the seller nust convince his potenti al
product users that his product is superior to that of
the conpetitor.

Now | ets raise the follow ng fundanental question.

How can Uniteam DK apply this strategy? And can reach
its goal ?

Al t hough the answers of the above questions are not
easy, We believe if Uniteam DK follow the proceeding
suggestions, then they will have the possibility of both
applying the strategy and thereafter reach their goal.
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Pricing; Price is a critical elenment in the marketing
strategy of the industrial market and it shoul d al ways
be viewed in the context of marketing strategy.

a firmnust set a price for the first time when it
produce or acquires a new product. However, since prices
interact with nearly all other elenents of the marketing
m x determning it alone w thout shaping the other

el ements (such conpany structure, costs, etc.) would be
| ess effective. Therefore, it is probably wong to view
the price as an independent el enent of marketing
strategy, rather one should also in the strategy
formul ati on process give the other inportant factors
into account. Even though, Sal es manager of Uniteam DK
poi nted out that container prices are often negotiable
in general and in particular in Uniteam DK, We still

wi tnessed that the price level of Uniteam DK is quite
hi gh conpare to those of conpetitors. Therefore, we
strongly recommend that Uniteam DK should work out to

| ower its prices.

Uniteam DK can do this in many ways, one of themis to
be cost efficient. If Uniteam DK al ways keep in m nd
reducing its costs then their prices will surely be

| ower .

In this way Uniteam DK can steal the conpetitor’s market

shar e.

Service; although Uniteam DK orally clainmed that they
have high | evel service, we did not throughout our
research find the service |level they clai med.

This strategy is intended to show Uniteam DK t he
necessity of establishing a right service policy.
According to our tel ephone interview findings we | earned
t hat Custoners (here Dani sh NGOs) expect high |evel

service fromtheir potential suppliers. Since Uniteamis
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one of the suppliers in question they nmust if they want
penetrate the market offer high |level of services.

For instance, Uniteam DK nust be able to provide its
custonmers the repair or the mai ntenance they demand nake
as many followups as they can. They nust also offer
extra services such as free storage warehouses. This
wll enable themto steal the market of others and
attract custoners (NGOs). Finally, we nust say,

conmuni cating your custoner in a fast and a efficient
way is also a kind of service that today's custoners
demand. This will also enhance the awareness of your

pr oduct .

Qur final conclusion of this chapter is; if Uniteam DK
applies the above said strategies, then we to the best
of our know edge and believes think that Uniteam DK can

succeed its business objectives.

13.0 Concl usi on

This last section will sunmarize the main findings we
revealed in this paper.

In this study we have tried to find a solid solution for
an existing problemfor Uniteam DK

During the process, we have | ooked the Dani sh cont ai ner
mar kets in general, there, we |earned sone fluctuations
caused nost |likely by sonme macroeconom c factors, which
made cl ear the interdependent between the Dani sh
Cont ai ner mar ket business and sone national economc

i ndi cators such as Trade.

Moreover, As we realized that we were dealing with a

i ndustrial marketing, we applied Business-to-business

t heory. The mmjor findings included the inportance of
under standing the theory, its conplexity, and finally

t he awareness of its benefits. W also defined the

characteristics of the theory, in which conpanies |ike
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Uni t eam DK shoul d when pl anni ng their business pay much
attention to. We observed that Rel ationship marketing is
al so the key to success, especially, when a conpany is
engaged with an industrial marketing. This means that it
is inportant for firms to establish a good custoner
relation.

One of our major tasks was to investigate the demand for
containers to NGOs through tel ephone interview. W have
during the instigation found that the NGOs has the need
for containers with certain requirenents including good
service and cheap | ower prices.

According to the Alignnent theory we analyzed in the
report, we have found that the uncertainty of Uniteamis
hi gh. We al so found that despite the uncertainty,
conpetition itself was very intensified.

In the SWOT anal ysis, we anong other things detected the
current strengths and weakness as well as the
opportunity and the threats of Uniteam DK. In the

anal yses, we di scovered that Uniteam DK have nore
weaknesses than strengths. Anmong the weaknesses are;

Uni team DK has | ess conpetitive prices, Uniteam DK is

al so according the analyses | ess custoner service
oriented, and finally, Uniteam DK requires an additional
capi t al

In relation to the strengths, we |earned that the
containers Uniteam DK sell or rent is produced by its
parent conpany (Uniteam Norway) who has a high | evel of
t echnol ogy, which is an opportunity for Uniteam DK

We have to al so enphases that we during the analysis
noticed that a threat |ike new | egislation against the
cont ai ner busi ness and/or the other container related
busi nesses coul d be foreseeabl e.

The other major section we concluded our study was the

strategy fornulation section. In this section we went
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t hrough sone i nportant strategic formul ati on steps,
which finally allowed us to select a particul ar strategy
for Uniteam DK. The strategy we have chosen for Uniteam
DK in short run was Steal market Strategy followed by
sonme suggestions for acconplishing this strategy.
However, in the long run things can change and
therefore, Uniteam should also change its strategy
accordi ngly. Anong the suggestions were that Uniteam DK
ought to reduce the price through cost efficiency and

al so conduct a right custonmer service policy.

Finally, we have to admt that the quality of this paper
woul d have been different than its now, if we would be

able to get the right input we needed.

15.0 Appendi ces
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