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Management Summary
Introduction
Cash management, which refers to management of current assets and liabilities, plays an important role
in the successful management of a firm. If a firm does not manage its cash position well, its current assets
may not meet its current liabilities resulting in cash shortages and difficulty in paying obligations. Hence,
the firm may have to find external financing due to having trouble in paying its short term debts. Besides
this short term dilemma it may also be inefficient for the company in the long run, since without the
appropriate investments a company is not able to secure its future. Growth and development play a
crucial role in today’s competitive market environment and can thus not be achieved. In short, cash
management is necessary for securing the operational processes of a company and the continuity of the
company.
The internal process should be configured properly to best fit the company for these ever changing
circumstances. In this research the Osterwalder (2005) business model concept is used to depict the
internal process of the organization. The primary distinction between business models and strategy is that
strategy focuses on the competition and business models on the internal processes (Magretta, 2002).
Resulting in the following research question:
Depending on its strategic focus; How should a B2B SME model its internal processes in order to
manage cash successfully over time?
Where should the center of gravity in a business model design rest, given the value discipline chosen by the
company?
Given the center of gravity; how will the other parts of the internal process configured and what will be
the reinforcing mixture in required assets?
What will be the outcome for the earning model i.e. the costs, revenues, cash of the company and other
assets?
The following conceptual model is constructed in order to answer the research questions at hand

Business Model
Configuration

Small / Medium
Enterprises

Strategic
Focus

Assets
configuration

Product leadership
Supply enrichment
Customer intimacy
Operational excellence

Black Hole Approach
Solar System Approach
Thunderstorm Approach
Virus Approach

Control over
Cash Flow

Intellectual assets
Commercial assets
Social assets
Material assets

Strategic focus areas

iii

Operational Excellence This strategic area emphasizes to minimize overhead costs, reduce transaction
costs, optimize business processes, eliminate intermediate production steps, and make operations lean
and efficient. The emphasis within this focus area is on the process and is in line with the internal process
model in which information management and communication leads to stability and control (Quinn &
Rohrbaugh, 1983)
Product Leadership This strategic area emphasizes state of the art products and services, creativity, quick
product launches, business and management processes which are engineered for speed and continuous
improvement of new products. The uniqueness of the product or service can be expressed in dimensions
like design, image, technology, features, customer service, or dealer network (Treacy & Wiersema, 1992).
Customer Intimacy Planning and goal setting should lead to productivity and efficiency. This type of
organization has an external focus and a structure which emphasizes control. The term is again derived
from Treacy & Wiersema (1992). They emphasize customer loyalty, customer lifetime value, the fine
definition of a customer segment and the process which is inferior to customer requirements.
Resource Enrichment In this model cohesion and morale should lead to human resource development.
This type of organization has an internal focus and a flexible structure. Products and services are tailored
based on specific customer requests.

Assets configurations
The assets configuration according to Hardjono (1995):
Material assets: These are described as the tangible resources an organization possesses or controls. The
change in cash-flow or profit on the balance sheet, reflect the growth rate of this asset
Commercial assets: Refers to the ability to have access and to act on markets and the skill to execute
commercial transactions. It is also understood as “goodwill”. In situations of acquisition however, this can
be considered as one of the most important aspects which determines the price to be paid for a company.
Socialization assets: This asset represents the development as a group and acting as a group. Maybe the
socialization asset is for managers the most important asset, because it reflects the ability to motivate
and inspire people on one hand and to accept the conditions under which they have to do their work.
Intellectual assets: This asset reflects to the learning capability of organizations and the capacity, which is
based on the collective intellect of the members of organizations.

Approaches
The strategic focus areas are explained in detail in terms of a metaphor in order to better understand the
practicality of the term
Black hole approach If the strategic focus is operational excellence an organization will use every
organizational force to make the business process more efficient (e.g. increase economy of scale).
Companies pursuing operational excellence are indefatigable in seeking ways to minimize overhead cost,
to eliminate intermediate production steps, to reduce transaction and other friction costs and to optimize
business processes across functional and organizational boundaries (Treacy & Wiersema, 1993).
Solar system approach product leader has an external focus. All the organizational forces are used for
the innovation aspect of the organization. Companies that pursue the product leadership focus strive to
produce a continuous stream of state-of-the-art products or services (Treacy & Wiersema, 1993)
Virus approach Organizations pursuing a customer intimacy focus use all available forces to serve the
customer in the right way. Companies pursuing a strategy of customer intimacy continually tailor and
iv

shape products and services to fit an increasingly fine definition of the customer’s demands and wishes
(Treacy & Wiersema, 1993).
Thunderstorm approach The organizations having a resource enrichment strategy hold all the
organizational forces for the moment a customer has a high urgency and high demand. In that case all the
organizational forces are put in one solution for the customer. This can be made clear by the metaphor
the thunderstorm approach. This area is based on the human relations model (Quinn & Rohrbaugh,
1983).

Conclusion
Each strategy resulted in an focused center of gravity within the configuration of the business model or
internal process of the organization. For a company striving for operational excellence the capabilities of
the organization is central in the internal process, all other processes are there to comply and enhance
the competitive advantage of the company. Companies that act as product leaders in the market should
focus on proposing the best value for the customer and all other facets in the company are aimed at
reaching this best proposition. For organizations operating in resource enrichment the configuration of
value is most important, here the company combines all facets to deliver the unique customized solution
to the customer. Finally, customer relationship is vital in an organization that pursues the customer
intimacy strategic focus. All other areas or building blocks should reinforce this building block to create
maximum added value for the customer. The relationships between these building blocks have been
individually discussed per value discipline and also discussed in the previous Chapter. The research related
to this topic did not focus on the internal process of the organization, therefore these findings can serve
as practical implications for SME’s. In all the arguments claimed by the authors are seen as valid the mere
difference with this report is its translation towards the business model level giving it practical merit.
The assets as proposed by Hardjono (1995) are reinforcing by the configuration of the business model as
proposed in this report. Each strategic focus has its own asset which is strengthened by the configuration.
This reinforcing of the leading asset is the result of the strategic focus strived for by the company, the
other three assets add value to this asset which in turn becomes even stronger. Therefore the
competitive position of the organization in the market improves due to the added value created by this
reinforced asset. As the companies have grown from start-ups towards medium sized organizations they
encountered several phases as is described in the context of this paper in Chapter 2 (Greiner, 1972, and
Churchill and Lewis, 1983). Over this period of time the companies under investigation did not shift their
orientation over time with a certain rhythm or asset. As is suggested with the four-phase-model
suggested by Hardjono (1995) is based, is that organizations are striving to increase the total
competencies in a continuous process of exchanging one asset for another. Ideally, an organization should
keep all four goals in balance at the same time. Balance can only be reached by shifting the attention in
time from one goal to another with a certain rhythm. Therefore choose one of the strategic orientations
for a certain period, being either effectiveness, efficiency, flexibility or creativity. These claims (see
paragraph 4.3) are contradicted in this report, since, the companies did and will not need to shift focus on
a specific asset in time it merely has to organize the company in such a way that the leading asset is
continuously improved creating more added value.
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1. Introduction
Cash management, which refers to management of current assets and liabilities, plays an important
role in the successful management of a firm. If a firm does not manage its cash position well, its
current assets may not meet its current liabilities resulting in cash shortages and difficulty in paying
obligations. Hence, the firm may have to find external financing due to having trouble in paying its
short term debts. Besides this short term dilemma it may also be inefficient for the company in the
long run, since without the appropriate investments a company is not able to secure its future.
Growth and development play a crucial role in today’s competitive market environment and can thus
not be achieved. In short, cash management is necessary for securing the operational processes of a
company and the continuity of the company.
Cash management is necessary for all businesses, small, medium or large, however, not every firm is
able to find external financing easily when necessary, especially smaller and medium sized
enterprises (SME’s) encounter this problem, they are, for instance, seen as less creditworthy than
larger companies (Bernanke, 1991). These SME’s play an important role in today’s economy in
developing product and process innovations, 99% of all firms are SME’s and 40 to 50% of the global
domestic product is generated by them. Nevertheless, for those firms that are able to find external
financing, the cost of borrowing may be expensive (Jose et al., 1996). As a result, cash management is
vital for ongoing prosperity of SME’s. In order to gain cash, the difference between the firm’s costs
and revenues needs to be optimized; here a balanced synchronization of the processes in and
between each company its resources, is evident. In order to generate revenues, an organization must
propose an offering which is perceived by the customer as value adding. In this paper the focus is on
those organizations operating in a business-to-business (B2B) market.
The primary pursuit of business is creating and maintaining value (Conner, 1991). From the firm’s
perspective, value creation begins by providing value to customers. Thus, value creation occurs when
a firm exceeds its competitors’ ability to provide solutions to customers’ needs, while maintaining or
improving its profit margins. Being different and deliberately choosing a different set of activities to
deliver a unique mix of value is defined by Porter (1996) as competitive strategy. Hence, a focused
strategy helps create this difference (Porter, 1979). Generic strategic directions that define this
overall focus can be considered as strategic value disciplines. In turn, a competitive advantage is
created which contributes to increased long-term profit margin of a company (Hoopes, Madsen, &
Walker, 2003; Powell, 2001).
Unfortunately, there is minimal theory explaining “how” managers/firms transform resources to
create value (Priem & Butler, 2001). Therefore, this area requires further elaboration to explain the
link between the management of resources and the creation of value in order to successfully manage
cash. To fully understand this linkage, the effects of a firm’s external environment on managing
resources need to be examined (Bettis & Hitt, 1995).
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1.1

Context of the paper

Researchers have particularly offered studies analyzing long term financial decisions concerning
investments, capital structure, dividends or company valuation, among other topics. But the
investment that firms make in short-term assets, and the resources used with maturities of under
one year, represent the main share of items on a firm’s balance sheet. Companies should advantage
from these short-term assets. For instance, the fact that an adequate administration of working
capital has an important impact on the profitability, risk, and cash of the firm points out the
significance of this area in financial management (Shin & Soenen, 1998). Especially with smaller and
medium sized enterprises (SME) their assets are in the form of current assets. Also, current liabilities
are one of their main sources of external finance because they encounter difficulties in obtaining
funding in the long-term capital markets. A well managed asset configuration of the company creates
long term prosperity for the organization, when done inappropriately problems will arise. This
problematic have become obvious and of major concern due to the crises that emerged. Since to the
credit crunch which emerged in August 2007 companies have more trouble in getting capital for
investments, making this research particularly appropriate in current times. Here a wider view of the
problematic with recessions is given as a context to this paper. When analyzing recessions, Bernanke
(1991) found that a recession puts additional pressures on cash flows. For a given set of investment
opportunities, borrowers who are less creditworthy will have a lower success in receiving external
finance. Another important issue is that reduced bank lending arising from a capital shortage could
reduce economic activity, affecting both total demand and total supply. This also is becoming a
problem for bill payments between companies, more and more companies are reluctant to pay their
dues before the negotiated or contracted due date. In addition, the risk of bad debts is larger than
ever due to the economical unsecure times. The potential total supply effects are straightforward by
limiting access to working capital, reduced lending could force firms to shed workers and delay
investment plans, reducing output in both the short and long run..

1.2

Structure of the paper

In this research the link between the management of resources and the creation of value in order to
successfully manage cash for SME’s operating in a business-to-business (B2B) environment will be
explained. Relevant literature that could enhance the position of a company is discussed and case
studies are held within German and Dutch SMEs to find the entrepreneurs (creative) methods to
manage a company’s cash.
This chapter will be followed by a deepening of understanding about the management of cash, as
well as a SME’s is given the definition in chapter 2. Next the research questions and its sub-questions
are constructed in chapter 3. After defining the research question and sub-questions in the fourth
chapter a conceptual model is presented in the third chapter, linking the main concepts of this
research together, hence the configuration of assets, the value-based strategic focuses and the
external environmental forces are discussed. In chapter 5 the methodology used to gather and
analyze the data for this research is described and in chapter 6 the results of the analysis are
presented. In chapter 7 a discussion will be presented on the results of the research and the
conclusion and limitations of the research are given.
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2. Cash management and SME’s
In this chapter the importance of cash management will be addressed further, here the proper
management of credit plays a crucial role. Furthermore, since this research focuses on companies
operating in a B2B market environment and are smaller or medium sized,
sized, a further definition of
these SME’s is given together with the dynamics that need to be taken into account considering
these type of businesses.

2.1

Cash and Credit management

As mentioned in the introduction of this paper, cash management plays an important
impor
role in the
successful management of a firm. If a firm’s current assets do not meet its current liabilities, cash
shortages and difficulties in paying obligations will arise. Hence, the firm may have to find external
financing due to having trouble in paying its short term debts. As originally proposed by Keynes
(1936) a major advantage of a liquid balance sheet is that it allows firms to undertake valuable
projects when they arise. Company growth and development are often the goals of these valuable
projects.. Here, the necessity of proper cash management is discussed for securing the operational
processes of a company and the continuity of its existence. In this paragraph a deeper understanding
of the cash management is given where concepts as cash, working capital, cash conversion cycle and
last but not least credit management are discussed.
2.1.1 Cash management
Cash management, though many times a neglected aspect in financial management, occupies a
major portion
tion of a financial manager’s time and attention (Weston, 1979). In a sense, a deficiency of
cash implies that the firm is unable to take advantage of favourable discounts or profitable business
opportunities as they come into being. A serious insufficiency
insufficienc of cash means that the firm is lacking
ability to pay its current debts or other obligations. This may, in turn, result in the forced sale of
investments and properties and, in its most severe condition, to insolvency and bankruptcy.
To anticipate on the
he possible financing constraints in the future, firms respond by gathering cash
today. Holding cash is costly, since higher cash savings require reductions in current, valuable
investments. Hence, the investment that firms make in short-term
short term assets, and the
t resources used
with maturities of under one year, represent the main share of items on a firm’s balance sheet.
Companies should advantage from these short-term
short term assets. Shin & Soenen (1998),
(1998) point out the
significance of this area in financial management by stating; the fact that an adequate administration
of cash has an important impact on the profitability, risk, and cash of the firm. Inattention to the cash
management process may cause severe difficulties and losses due to adverse short-run
short
developments even
for the firm with
favourable long-run
prospects.
A cash conversion
cycle approach to
managing
the
difference between
a company’s current
assets and liabilities,
the working capital,
illustrates
the
potential danger of
an
intuitive

Figure 1 Operating Cycle including Cash Conversion Cycle
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approach to cash management (Gitman, 1974). The cash conversion cycle, which represents the
average number of days between the date when the firm must start paying its suppliers and the date
when it begins to collect payments from its customers, is depicted in Figure 1.
A study conducted by Moss and Stine (1993) found that smaller firms have a longer Cash Conversion
Cycle than larger companies. In general, the movement toward a longer cash conversion cycle will
produce a larger required commitment to cash, as well as non-cash, current asset investments and a
less extensive relative ability to finance these investments with current liabilities. Since longer cash
conversion cycles are associated with smaller firms, this offers a strong incentive for these firms to
better manage their cash conversion cycle (Moss and Stine 1993). Previous studies have focused
their analysis on cash or cash-flow management on larger firms (Davis, 2007; Marlow et al., 2010).
However, the management of current assets and liabilities is particularly important in the case of
small and medium-sized companies. Most of these companies’ assets are in the form of current
assets. Furthermore, current liabilities are one of their main sources of external finance because they
encounter difficulties in obtaining funding in the long-term capital markets (Petersen and Rajan,
1997) and the financing constraints that they face (Fazzari and Petersen, 1993). In this respect,
Petersen and Rajan (1997) show that small and medium-sized US firms use vendor financing when
they have run out of debt. Thus, efficient cash management is particularly important for smaller
companies.
2.1.2 Credit management
In order to better manage cash by for instance shortening the cash conversion cycle, firms need to
incorporate proper credit management. According to Sullivan & Sheffrin (2003), a credit indicates a
transaction which causes a liability or gain. In the case of a B2B market, as in this paper, credit is
defined as trade credit. Paul & Boden (2008) define trade credit as a variety of heterogeneous,
unilaterally determined systems and arrangements under which individual suppliers of products and
services trust their trade customers to defer payment for some designated period. The importance of
credit management is emphasized by Paul & Boden (2008) who argue that the motivations to give
trade credit are based on the potential rewards which are related to market imperfections and
information asymmetries (e.g. implicit warranty of product quality), transaction costs, price
discrimination, and financing investments. Thus, granting trade credit favours the firm’s sales in
various ways. Trade credit can act as an effective price cut (Petersen and Rajan, 1997), incentivizes
customers to acquire merchandise at times of low demand (Emery, 1987), allows customers to check
that the merchandise they receive is as agreed (quantity and quality) and to ensure that the services
contracted are carried out (Smith, 1987), and helps firms to strengthen long-term relationships with
their customers (Ng et al., 1999; Summers & Wilson, 1999).
Credit management practices are currently handled in many different ways. Trade credit may be
partially or entirely managed in- house, or outsourced to third parties (Mian & Smith, 1992; Paul,
2007). The factors that determine where and how trade credit is managed may be historic, strategic,
market oriented, or purely financial in nature (Paul, 2004). This can be a subsidiary within the same
group, a central credit department or simply a section attached to another department/division such
as sales, marketing or finance (Paul, 2007). Christi et al. (1991) argue that the main determinant of
the way this function is organized and administered is related to the size of the organization. This
was confirmed by the research of Mian & Smith (1992) and Paul (2007) claiming that larger firms are
more likely to have specialized credit departments.

2.2

Small and medium sized enterprises

The focus within this research is on small and medium-sized enterprises in a business-to-business
market, it is important to understand what SME’s are and how they operate and change in today’s
market. SMEs are a major source of entrepreneurial skills, innovation and employment, playing a
central role in the European economy. In the enlarged European Union of 25 countries, some 23
4

million SMEs provide around 75 million jobs and represent 99% of all enterprises. However, they are
often confronted with market imperfections. As argued in the previous paragraph, SMEs frequently
have difficulties in obtaining capital or credit, particularly in the early start-up phase. Their restricted
resources may also reduce access to new technologies or innovation (European Commission’s
recommendation 2003/361/CE). In this paragraph the knowledge on SME’s is expanded and the
development of such firms over time is elaborated on.
2.2.1 Defining SME’s
The category of, small and medium-sized enterprises (SMEs) is, according to European Commission’s
recommendation (2003/361/CE), made up of enterprises which employ fewer than 250 persons and
which have an annual turnover not exceeding 50 million euro, and/or an annual balance sheet total
not exceeding 43 million euro. Micro enterprises are defined as enterprises which employ fewer than
10 persons and whose annual turnover or annual balance sheet total does not exceed 2 million euro
and will also be taken into account in this research.
In general, most SMEs are autonomous since they are either completely independent or have one or
more minority partnerships (each less than 25%) with other enterprises (this is by far the most
common type of enterprise). If that holding rises to no more than 50%, the relationship is deemed to
be between partner enterprises. This type represents the situation of enterprises which establish
major financial partnerships with other enterprises, without the one exercising effective direct or
indirect control over the other. Above that ceiling, the enterprises are linked. This type corresponds
to the economic situation of enterprises which form a group through the direct or indirect control of
the majority of the voting rights (including through agreements or, in certain cases, through natural
persons as shareholders), or through the ability to exercise a dominant influence on an enterprise.
2.2.2 External changes in SME environment
The environment in which an organization operates changes continuously implicating a company’
response to these external changes in order to cope with these changes. An organization will thus
need to evolve over time, this will constantly result in a discrepancy between the company and the
business environment. The extent of this discrepancy determines what kinds of changes are
necessary and what the impact of these changes will be for a company.
Adjusting to these changes is necessary for the company to survive over a longer period of time, an
adaptive business must recognize an emerging marketing phenomenon, identify an opportunity or
threat and react (adapt) to the new conditions (Stoica & Schindehutte, 1999). With the adaptations,
the company could be able to sustain a competitive advantage over a longer period of time (Porter,
1985). In a changing environment, the strengths and weaknesses of a company also evolves over
time, they are temporal phenomena (Guo, 2007). Companies fail to see that many clues to their
future success lie within their own organizations and their evolving states of development.
Moreover, the inability of management to understand its organization development problems can
result in a company becoming “frozen” in its present stage of evolution or, ultimately, in failure,
regardless of market opportunities (Greiner, 1972). This development or the development sequence
of a small business has largely been ignored by the frameworks developed in industrial economics.
During this development it seems obvious that the demand for and the function of cash changes as
well, an important point of attention as will be discussed into more detail later on.
The dominant explanatory framework in the case of small businesses has been that of a ‘stage’
model of growth (Churchill and Lewis, 1983). The small enterprise is conceptualized as passing
through a sequence of growth stages: the number of stages postulated varies from four (Steinmetz,
1969) to five (Greiner, 1972) or as many as ten (Deeks, 1976).
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2.2.3 Internal development of SME organization
The first stage of these models typically stresses the individual founder or partnership setting up in
business, with a simple organization and a management style characterised by direct supervision,
and with minimal formal planning. In the next stage the business has demonstrated a capacity to
survive and is associated with the emergence of a division of management tasks and the need to
raise capital to finance growth. Formal planning is undeveloped, at best cash forecasting, and the
management style is one typified by personal supervision.
Subsequent stages tend to focus
initially upon the critical decision of
whether to expand or keep the
company stable and profitable.
Organizationally the firm becomes
more
bureaucratic,
recruiting
functional managers to be responsible
for certain duties: and basic
marketing, financial, and production
systems are installed. Key problems
become how to grow rapidly and how
to finance it. Can the owner delegate
responsibility to others to improve
managerial performance, a role many
entrepreneurs do not perform
effectively. Is the entrepreneur
capable
of
developing
the
management skills necessary for longterm success? Will there be sufficient
cash to satisfy demands that growth Figure 2 Five phases of growth (Greiner, 1972)
brings, a process that may require a
willingness to tolerate high debt-equity ratios. Both operational and strategic planning is conducted.
Hence the nature of the tasks required for success will vary markedly from one stage to the next.
Here, the frameworks proposed by Greiner (1972) and Churchill and Lewis (1983) will be further
discussed.
Greiner (1972) suggested that there are five phases of growth: creativity, direction, delegation,
coordination and collaboration. According to Greiner, each stage, other than the first, is both an
effect of the previous phase and a cause of the next, and all are indicated by signs of an impending
crisis. The creative phase ends with a crisis of leadership; the direction phase with a crisis of
autonomy; a crisis of control follows the delegation phase; and a crisis of red tape the phase to
coordination. As a company progresses through developmental phases, each evolutionary period
creates its own revolution. The term evolution is used to describe prolonged periods of growth
where no major upheaval occurs in organization practices and the term revolution is used to describe
those periods of substantial turmoil in organization life. The model of Greiner is depicted in Figure 2.
In discussing an alternative framework of organisational growth, Churchill and Lewis (1983) proposed
a five-stage development framework, with each stage being characterised by an index of size,
diversity, and complexity, and described by five management factors: managerial style,
organisational structure, extent of formal systems, major strategic goals, and the owner’s
involvement in the business (Figure 3).
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Figure 3 Characteristics of Small Business at each stage of Development (Churchill & Lewis, 1983)

They have four factors relating to the enterprise and four to the owner: these factors change in
importance as the business develops as is shown in Figure 4. The four that relate to the company
are: 1. financial resources, including cash and borrowing power; 2. personnel resources, relating
particularly to the quality of staff; 3. systems resources in terms of the degree of sophistication of
information, planning and control systems; and 4. business resources, including customer and
supplier relations, market share, process technology, distribution processes, and reputation. The four
factors that relate to the owner
are: 1. owner’s goals for himself
and his business; 2. owner’s
operational abilities in executing
tasks
such
as
production,
management and marketing; 3.
owner’s ability and willingness to
delegate responsibility and to
manage the activities of others; 4.
owner’s strategic abilities for
future planning. As the firm
develops, the significance of these
factors changes and the varying
importance of the factors over
time underline the need for owner
flexibility.
As depicted in Figure 4, the
importance of cash changes as the
business changes stages, asking for
different approaches towards
managing cash. It is an extremely Figure 4 Management factors and the stages (Churchill & Lewis, 1983)
important resource at the start,
raising questions like; Do we have enough money to cover the considerable cash demands of this
start-up phase?, Can we generate enough cash to stay in business and finance growth to a size that is
sufficiently large, given our industry and market, to earn an economic return on our assets and
labour? Cash becomes easily manageable at the success stage, and is a main concern again if the
organization begins to grow. As growth slows at the end of stage IV or in stage V, cash becomes a
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manageable factor again. The companies in stage III need to recognize the financial needs and risk
entailed in a move to stage IV.
As discussed above it is because of this evolving characteristic, multiple competitive advantages,
occurring at varying points in time are needed to maintain the sustainable competitive advantage
(Guo, 2007). Most of the interesting theorizing about the growth of the firm, however, was
developed by Penrose, 1959. She argued that the firm “…is basically a collection of resources” (p. 77),
and then analysed the process of growth in terms of the speed with which firms could accumulate
and assimilate such resources, and the opportunities for further growth which arise when a firms
internal resources are under used. In the remainder of this research the relationship between
resources, strategy, and performance is posited as a “fit” whereby firm and environmental forces
moderate the strategy-performance relationship. To elaborate on what these changes mean for the
organization, the collection of resources, the dynamics of the internal processes in an organization
need to be addressed. Thus, in order to better understand the dynamics related to a business
organization, the business model concept is introduced next, followed by an elaboration on the
relationship between business strategy and business model configuration.

2.3

Business models

As claimed in the previous paragraph companies fail to see that many clues to their future success lie
within their own organizations and their evolving states of development. Moreover, the inability of
management to understand its organization development problems can result in a company
becoming “frozen” in its present stage of evolution or, ultimately, in failure, regardless of market
opportunities (Greiner, 1972). But how should organization cope with these changes, how can the
proactively act upon these developments? To further understand an organization’s internal process
the concept of business model dynamics is introduced. In this chapter the concept of business
models will be discussed, starting off with arguing its relevance related to strategy. Followed by a
description of the relevant business model literature and the business model concept used in this
research are introduced.
2.3.1 Business model dynamics
A business model structure should suite the strategy and fit with the organizational forces
strengthening the asset configuration of the business. Business models describe the business in
economic terms. How a firm creates value to its stakeholders.
Chesbrough & Rosenbloom (2002) see business models as a translation from technical inputs into
economic outputs. The business model should mediate between the technical and economic
domains (see Figure 5).

Figure 5 Place of business models (Chesbrough and Rosenbloom, 2002)
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Every business can be modeled using a general framework of interrelated components. Think of the
frameworks of Chesbrough and Rosenbloom (2002), Linder and Cantrell (2000) and Dorf and Byers
(2008). Morris et al. (2005) describe a business model as a concise representation of how an
interrelated set of decision variables in the areas of venture strategy, architecture and economics are
addressed to create sustainable competitive advantage in defined markets. Chesbrough (2007a)
describes two important functions: value creation and value capture. Value creation is established
through a series of activities to design, produce, and deliver some product or service. The second
element, capturing value, is accomplished through selling a product or executing a task. These two
functions are closely related to the goals of this research, an SME should use its assets to create
value and use this offering to capture value resulting in a flow of cash. ` In spite of this foundation,
progress in the field has been hindered by lack of consensus over the key components of a model.
Table 1 presents a synopsis of available perspectives regarding model components. The perspectives
are notable both for their similarities and differences. The number of components mentioned varies
from four to twelve. A total of 23 different items are mentioned as possible components, with 15
receiving multiple mentions and some show overlap in its description. This lack of consensus has
hindered progress on a number of related issues. Few insights are available regarding the conditions
that make a particular model appropriate, ways in which models interact with organizational
variables, existence of generic model types, and dynamics of model evolution, among other
questions. Attempts at model decomposition acknowledge the existence of interdependencies
among components but shed little light on the nature of the relationships. Limited progress has also
been made in establishing methodologies for evaluating model quality. Morris et al. 2005 describe
the business model in three levels, each level being more specific than its predecessor.
Foundation level; At is essence; a well-formulated model must address six key factors, which can be
found in the left side of the model. These six key factors are based on commonalities among the
various perspectives found in the literature (Morris et al., 2005). The most consistently emphasized
components concern the value proposition, the customer, internal processes and competencies, and
how the firm makes money. To these four, a competitive strategy element is added. This reflects the
need to translate core competencies and the value proposition into a sustainable marketplace
position. Finally, a useable framework should apply to all types of ventures, reflecting the design
considerations necessary to accommodate differing levels of growth, time horizons, resource
strategies and exit vehicles. In other words, these six key factors capture growth and time objectives
of the entrepreneur.
Proprietary level; While the foundation is an adequate level to capture the essence of a model for
many firms, sustainable advantage depends on the ability of the entrepreneur to apply unique
approaches to one or more of the foundation level components (Morris et al., 2005). In this way this
level is about the management of the company. The entrepreneur (or manager) should combine the
foundation level factors to create value for the customers. Where the foundation level is generic, the
proprietary level becomes strategic specific. This level is for each company unique and in this way
more difficult to replicate in comparison with the foundation level of a company. Replication is
difficult because of the interactions among the proprietary level components.
Rules level; Once implemented, a model’s success can be tied to basic set of operating rules in the
third level. In this level guiding principles are established. These guidelines ensure that the model’s
foundation and proprietary elements are reflected in ongoing strategic actions. Rules are important
at the level of execution of the business model. On this level the difference between two companies
with the same foundation level become feasible. The rules level is the most specific level of the
business model framework and often these rules are quantitative. This model will return in the
course of this analysis in the paragraph about management styles. However because all companies
starts with entrepreneurship, first of all the concept of entrepreneurship is discussed.
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In this research the definition of Osterwalder et al. (2005) will be used to define the business model
concept;
“a conceptual tool that contains a set of elements and their relationships and allows expressing the business logic of a
specific firm. It is a description of the value a company offers to one or several segments of customers and of the
architecture of the firm and its network of partners for creating, marketing and delivering this value and relationship capital,
to generate profitable and sustainable revenue streams”.

As defined above Osterwalder, amongst others e.g. Linder and Cantrell, 2000, Morris, 2005,
Magretta, 2002, Chesbrough and Rosenbloom, 2002, and Dorf and Byers, 2008, argue that a business
model consists of several elements. This is due to a higher form of conceptualization of the concept.
In literature three levels of research in business models are discovered (Zott and Amit, 2008 and
Osterwalder, 2005), the first being the level under research here. The reason for this is that although
business models are never the same for two companies they do share common elements.
Furthermore, using a higher level of abstraction a comparison between business models of various
companies can more easily be made, these levels are (as shown in Figure 6):
1.

The business model concept; consisting
of the definition and the meta-model.
This level describes what a business
model is and what elements belong
into a business model.

2.

Business model types; consisting of
taxonomies of types and sub metamodels. This level describes which
business models resemble each other
and what the common characteristics
of these models are.

3.

Business model conceptualized from a
particular company; Aspects are
brought to light from particular real
world business models.
Figure 6 Business model hierarchy

Most of the aforementioned authors using the segmentation higher level business model concept
have overlap in the chosen elements. For individual companies this operational configuration of the
internal process might differ between cases. The lowest level claims are summarized in Table 2.
These do give insights in which facets or disciplines to focus but cannot be used to model the internal
process specifically. With valid arguments like ‘lowest unit costs’ for an organization striving for
operational excellence or ‘creativity’ for product leaders cannot be implemented in practical use.
These claims can serve as guidance and points that need to be taken into account when developing a
business model specific for a strategic focus. The translation from the company’s capabilities or
resources to the value adding offering for the customers in terms of the designed business model. As
stated and discussed in the context of this paper the template provided by Osterwalder in 2005 can
serve as a guide to assess individual companies in terms of their business model. The aim of the
research by Osterwalder was not only to propose a business model that integrates existing work but
also to conceptualize every single element and subsequently integrate them into a whole. This is of
concern in this research paper in terms of how an organization should be modeled in order to
perform outstandingly in cash management in an ever changing environment when dependant on a
specific strategic focus.

13

Treacy & Wiersema

Porter

(1992)

Quinn & Rohrbaugh

Hardjono

Gerstberger

Cameron & Quinn

(1995)

(2007)

(1999)

Managerial orientation

Strategy & Leadership

Total Quality Management

(1983)
(1980)

Value disciplines
Generic Strategy

Effectiveness criteria &
Competing values

Operational Excellence
-Minimize overhead costs
-Eliminate intermediate production
steps
-Reduce transaction costs
-Optimize business processes
-Operations lean and efficient

-Low-cost position
-Construction of efficient
scales facilities
-Robust pursuit of cost
reduction from experience
-Avoidance of managerial
customer accounts
-Cost minimization in all areas

Means: Information
management and
communication

-Industry uniqueness (i.e.
design or brand image,
technology, features,
customer service, dealer
network or other dimensions)
-No primary cost focus

Means: Flexibility and
readiness

-Serving a particular target
-Functional policy is
developed on specific target
-Value created more
specifically to a particular
segment

Means: Planning and goal
setting

Ends: stability and control

-Efficiency
-Control of costs
-Experience building
assignment roles and
responsibilities
-Developing collaboration

-Low unit costs
-Consistent, reliable,
dependable service at
appropriate quality
-Market share dominance
-High distribution intensive
life & death

-Error detection
-Measurement
-Process control
-Applying quality tools
-Systematic problem solving

-Creativity
-See sales opportunities
-Design
-Taking risks
-Lateral thinking

-Best product / service
excellence
-Create market niche
-Constant innovation to stay
ahead
-One of a kind

-Create new standards
-Creative solution finding
-Continuous improvement
-Anticipate needs
-Surprise and delight

-Effectiveness
-Selling; generate revenue
-Concur markets
-Setting goals
-Developing strategy

-Total solution
-Customer relationship
-High customization
-High demand for codevelopment
-Incremental step-by-step
customer relationship

-Measuring customer
preferences
-Improving productivity
-Enhancing competitiveness
-Involving customer an suppliers
-Creating partnerships

-Flexibility
-Budgeting
-Redesigning processes
-Working on group
development
-Mission statement

-Growth of customer
-Fuller realization of potential
-Raise the human spirit
-Further realization of ideals,
values, higher order purpose

-Empowerment
-Teams
-Employee involvement
-Open communication
-Human resource development

Product Leadership
-State-of-the-art products and
services
-Creativity
-Commercialize new products quickly
-Business and management
processes engineered for speed
-Continuous improvement of own
products

Ends: Growth and resource
acquisition

Customer Intimacy
-Customer loyalty
-Customer lifetime value
-Fine definition of customer segment
-Processes inferior to customer
requirements

Ends: Productivity and
efficiency

Resource Enrichment
-

-Serving a particular target
-Functional policy is
developed on specific target
-Value created more
specifically to a particular
segment
Table 2 Summary strategic focuses lowest level view

Means: Cohesion and morale
Ends: Human resource
development
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Hence, the business model concept of Osterwalder (2005) has been chosen as the guiding principle in
this research. Moreover, proposed a combination of different concepts from earlier studies into a single
reference model based on the similarities of a large range of models, and comprises a business model
design template which allows enterprises to describe their own specific business model. This concept is
depicted in Figure 6.
Partnerships
INFRASTRUCTURE
MANAGEMENT

Customer Relationship

A Partnership is a voluntarily
initiated cooperative
agreement between two or
more companies in order to
create value for the customer.

Capabilities
A capability is the ability
to execute a repeatable
pattern of actions that is
necessary in order to
create value for the
customer.
Value Configuration

PRODUCT

Value Proposition

CUSTOMER
INTEFACE

Customers

A Value Proposition is an
overall view of a company's
bundle of products and
services that are of value to
the customer.

The Target Customer is a
segment of customers a
company wants to offer
value to.
Channels

The Value Configuration
describes the arrangement
of activities and resources
that are necessary to create
value for the customer.

A Distribution Channel is
a means of getting in
touch with the customer.

Cost Structure
The Cost Structure is the
representation in money
of all the means employed
in the business model.

The Relationship
describes the kind of link
a company establishes
between itself and the
customer.

FINANCIAL
ASPECTS
Cash Flow

Revenue Streams
The Revenue Model
describes the way a
company makes money
through a variety of
revenue flows.

Figure 7 Business model framework (Osterwalder, 2005)

Here a brief description of the components within the conceptualized model of Figure 7in the order of
Infrastructure, Customer, Offer and Finance.
Infrastructure:
Value configuration In the value configuration, the current configuration of a firm’s resources and key
activities which create value for the customer are described (Osterwalder, 2004). Both the resources
and activities can be used to create a competitive advantage and by sustaining this advantage an
enduring success can be created.
The importance of resources and the availability of specific resources have been stressed in the
literature of Barney (Barney, 1991). By acquiring and maintaining unique and scarce resources, a firm
can create a competitive advantage when these specific resources are optimally utilized (Barney, 1991).
This advantage has to be translated into value, which can be offered to the customers.
Another important aspect in the value configuration is the identification of the critical activities in the
value creation process for the customers. By identifying the key activities and their arrangement, the
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advantage of these activities and arrangement can be strengthened and optimally utilized to create and
sustain a competitive advantage.
Core capabilities The specific arrangement and utilization of the different resources and activities,
described in the value configuration, form the core capabilities in an organization. These competences
are necessary to execute the company’s business model (Osterwalder, 2004).
To create and sustain a competitive advantage, it is important to first identify the core capabilities.
Sometimes these capabilities are not as obvious as it seems, a core capability does not necessarily have
to be the biggest, most performed activity, or most regularly used resources. In a business model, the
core competences are the capabilities that create the most value for the customer.
Partner Network When a company does not possess a specific capability, this does not necessarily have
to mean that it cannot offer this capability to the customer or use it in the value creation process. A
company which has created a good partner network can in source capabilities from companies in the
network to create value for the customer. This could enhance the available capabilities of a firm without
making large investments.
The ability to select and use the right partners from the network to perform a specific activity can
therefore also become a core competence, and an important resource of a company. Therefore not only
the partner network will be described in this element, but also how the network is maintained.
Customer:
Target customer A company offers value in very different Target customers. By describing these specific
Target customers, a company is offering or wants to offer value to; a company creates the possibility to
offer very specific value to each Target customer (Osterwalder, 2004).
Customer relationship Each customer segment can demand a different approach to establish and
maintain the relationship with the company. These specific links have to be described to ensure the
quality of the relationship and that the specific capabilities needed to maintain the relationship are
present.
Distribution channel Customers from the different customer segments do not only need a specific
approach to maintain the relationship, but also the communication with the different customer
segments can be different (Osterwalder, 2004). In this communication, the product offering can play an
important role and can be a unique capability of a company. A company has to posses the ability to
attract different customers from different customer segments and identify their specific needs.
Offer:
Value proposition The value proposition translates the core competences and resources into a value
offer to a specific customer segment (Osterwalder, 2004). The value proposition can therefore consist of
multiple value offerings for multiple customer segments. The identification of the relationship between
specific value creating capabilities and customer segments is very important to create, and sustain a
competitive advantage (Porter, 1985).
Finance:
Cost structure An important aspect of the value creation process is the requirement that the cost of the
value created should not exceed the revenue (Porter, 1985). Therefore the cost of the value creation
16

process should be well monitored and specified to be able to assign costs to specific activities
(Osterwalder, 2004). With this cost specification, cost management can be maintained in the company.
Revenue streams The primary goal of a company is to generate as much revenue as possible. This
revenue can be generated from different sources. These different sources of revenue have to be
described and monitored to also provide an insight into the financial consequence of specific decisions.
Particularly for this research at hand a third component is added to the finance part, namely ‘cash flow’
as is depicted in Figure 6. Reason for this addition is that the importance of cash flow in small and
medium sized companies is overlooked in business model literature while cash flow shortage is one of
the main reasons of smaller company failure. This is due to the fact that revenues often imply a longterm view, while cash flow is more a short-term aspect and therefore an important reason for failure of
SMEs with limited resources. For this research the element of ‘Cash flow’ is added, due to the interest in
the financial part of the business model.
In summary, business model consists of, as shown above, four interlocking elements that taken together
create and deliver value. The internal processes of the business model guides the day to day execution
of the external views and goals of the company; the business strategy. The dynamics belonging to these
internal and external views is discussed in the following paragraph where the business model is
discussed in relation with business strategy.
2.3.2 Business model and Strategy
In the business model research field, an ongoing discussion is present on the difference between
business models and strategy (Osterwalder, 2004). This problem was also identified in the article of
Magretta (2002), but in the literature the majority identifies strategy and business models as linked but
distinct. The primary distinction between business models and strategy is that strategy focuses on the
competition and business models on the internal processes (Magretta, 2002). This is also the strength of
a business model according (Magretta, 2002), “the strength is that it focuses attention on how all the
elements of the system fit into a working whole”. Osterwalder also recognized that business models and
strategy are different but related, because with a business model a strategy can be implemented. “A
business model acts as a sort of glue between business strategy and processes” (Osterwalder, 2004).
Mäkinen & Seppänen (2007) argue that one finds that the business model concept is traced back to its
origins in the strategy literature. Osterwalder (2004) considers the business model to be the strategy’s
implementation into a conceptual blueprint of the company’s money earning logic. It translates the
company’s mission and strategy (as shown in Figure 8) into value propositions, customer relations and
value networks. Shafer et al. (2005) see the overlap of strategy and business models in the element
regarding the making choices.
The difference is that the business model is more about the mechanisms through which a company
produces and delivers a product or service, whereas the strategy is about what differentiates it in the
eyes of customers and gives it competitive advantage. Chesbrough & Rosenbloom (2002) found three
key differences for separating strategy and business models:
1.

Business model is based on value creation for customers, capturing and sustaining the value is a strategy.

2.

Business model concepts makes use of value creation by financing, strategy sees financing as a tool for value
creation and is concerned with how it should be used.

3.

Business models is concerned with limited or distorted information and knowledge, strategies are built on analysis
and refinements in knowledge (Mäkinen and Seppänen, 2007).
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Most perspectives on models, thus, include the firm’s offerings and activities undertaken to produce
them. Here, management must consider the firm’s value proposition, choose the activities it will
undertake within the firm, and determine how the firm fits into the value creation network. Based on
Schumpeter’s (1936) theory of economic development, value is created from unique combinations of
resources that produce innovations, while transaction cost economics identifies transaction efficiency
and boundary decisions as a value source. Positioning within the larger value network can be a critical
factor in value creation. As part of its positioning, the firm must establish appropriate relationships with
suppliers, partners, and customers. Models implicitly or explicitly address the internal competencies
that underlie a firm’s competitive advantage. This is consistent with resource-based theory, where the
firm is viewed as a bundle of resources and capabilities (Barney et al., 2001). Competitive advantage can
emerge from superior execution of particular activities within the firm’s internal value chain, superior
coordination among those activities, or superior management of the interface between the firm and
others in the value network. Also, where the model has proprietary innovative elements, resource
advantage theory holds relevance (Hunt, 2000). So business models are more focused on describing the
elements and relationships that outline how a company creates and markets value, while competitive
strategies explains how you will do better than your rivals. The Four-Phase Model of Hardjono (1995) is
an elegant and powerful model for managers and management consultants to analyze the present
organization and to determine what the organizational control points and interventions must be in
relation to their strategy. It also points out what the most likely strategy for an organization is from the
point of view of the present organization. Thus also what the possible discrepancy is between the most
likely strategy from a market view and from an organizational view. The model gives guidelines for a
program of organizational change, in order to remove the discrepancy. In this way the model can be
used to show how organizations can learn with respect to the strategic choices.

Business Strategy

- Translate strategy
into business model
- Evaluate if the
business model still
fulfills strategy

- Company Vision
- Design fit with SWOT
- Positioning
- Defining Goals
- Achieving Goals

Business
Model

Figure 8 Business Strategy and Business Model (Osterwalder, 2004)

Keeping in mind the changes in the SME both internally as well as externally, focus in this research is on
the these developments in relationship with the strategic focus an organization pursues. The
configuration of the business model is crucial in this relation. But the models presented today do not
incorporate internal processes in order to strengthen the organization in line with its goal strategy,
these interaction between the building blocks and the resulting growth of the organizations in several
levels besides measurable like revenue and cost structure needs to be addressed. In the following
chapter the research question related to this matter is proposed.
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3. Research Question
The previous chapter has discussed the context in which this paper is build. Whereas the credit and cash
flow management is the driving force of this research, the delineation is in the business-to-business
environment and in the small and medium sized enterprises. SME’s endeavor several changes as they
grow older, as they evolve over time different problematic will be encountered as is discussed by
Greiner (1972) an Churchill and Lewis (1983). In order to cope with these changes organizations need to
adapt to the situation. These changes have their effect on both the internal and external process of an
organization. The internal process conceptualizes by the business model as proposed by Osterwalder
(2005) and the external process controlled by the company’s business strategy. The starting points of
this research are the strategic focuses a company as such chooses to pursue. Based on these strategic
choices several influences on the organization’s internal process will take place, as will be discussed in
more detail. Strategy literature proposes to apply a focus on the organization depending on the pursued
strategy. It is not clear where and how this focus should take place within the organization. For instance,
Porter argues that cost leadership generic strategy (Porter, 1980); this strategic area emphasizes cost
leadership, low cost production, and cost minimization in all areas. Another strategy proposed by Porter
is the differentiation generic strategy (Porter, 1980). This strategic area emphasizes uniqueness of the
offered products and services without a primary cost focus. In term of configuring the internal process,
Porter does not provide help in organizing a company on the inside. Other strategy authors like Quinn
and Rohrbaugh (1983) argue with means like: cohesion, morale, flexibility, readiness, communications,
planning and goal setting in their models. These ‘means’ can serve as guidance towards configuring the
internal process but are no practical measures that can be followed. Hardjono (1995) proposes that the
focus should be determined by the material, commercial, socialization or intellectual assets an
organization beholds. This is a better presentation of practice, it is, still, not shaping the areas on which
to focus in practice. This research tries to discover the way a business should model its operations,
dependent on the chosen strategy, in order to be successful in the management of cash, the research
question at hand is thus as follows:
Depending on its strategic focus; How should a B2B SME model its internal processes in order to
manage cash successfully over time?
First the concepts mentioned in the research question at hand should be elaborated upon, thus the
concept of strategic focus and asset management are discussed extensively with all her influences on
the organization. Also the configuration of the business model and its building blocks will be discussed in
more detail starting from an empiric research point of view. Hence the complexity of the research
question, several sub questions are proposed. In order to build up to answering the research question,
the question is defragmented into smaller pieces or questions, thus the following sub questions have
been formulated to generate an answer to the main research question.
Depending on the strategic focus a different approach towards the configuration of internal process is
required. In this research the focus areas on the internal process should be found, starting point is the
business model as proposed by Osterwalder (2005) and its 9 specific building blocks. Thus the first sub
question number is as follows;
1. Where should the center of gravity in a business model design rest, given the value discipline
chosen by the company?
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This center of gravity imposes a different approach towards the classification of the other building
blocks of the internal process of an organization. When the organization internally focuses on one
specific area, all other efforts should strengthen this specific area to grow even stronger. It is of
importance to understand these influences on the configuration while still depending on a strategic
focus. Therefore the following sub question is formulated:
2. Given the center of gravity; how will the other parts of the internal process configured and what
will be the reinforcing mixture in required assets?
When configuring the origination dependent on a specific strategic focus this will have consequences on
the cash of that organization. Therefore the third sub research question is formulated:
3. What will be the outcome for the earning model i.e. the costs, revenues, cash of the company
and other assets?
In order to answer the question at hand the understanding of the concepts is deepened and a
conceptual model is generated which depicts these important facets and their relationships with each
other. With the help of this conceptual model, four models were developed in order to understand the
force fields on the organizations dependent on a specific strategic focus. After answering the sub
questions, the main research question on how the business should be modeled in order to successfully
manage cash can be answered in greater detail, this will be done with the help of data gathered in
practice as is described in the research method chapter.
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4. Conceptual model
In answering the research question described in chapter 3, a conceptual model is used. This model
functions as the backbone of the inquiry and consists of multiple constructs which will be explained in
this chapter in more detail. The model suggests that every company should have a strategy to outpace
competition and to meet future goals. To do properly, companies should align its organizational
structure and culture to excel in this strategy. This strategic alignment is constructed in the model as the
“Strategic focus” also known as value discipline (Treacy & Wiersema, 1993) of a company and is
expected to develop in a certain direction which is explained in the construct “Assets configuration”. In
this inquiry every strategic focus is expected to have certain dynamism with its specific drawbacks.
These difficulties may menace cash positions and therefore should be managed properly. This will be
discussed in more detail with models based on metaphors. These images deal with the outside and
inside stakeholders and result in forces. How these organizational forces should be managed to
overcome these difficulties is point of departure in this paper. A positive cash position and a strategic
focus will be used as the criteria in the SME selections. These criteria act as a benchmark which should
lead to accurate results. Further details about the selection criteria are presented in chapter 3. The
following paragraphs discuss the strategic focus, and the configuration of assets the business model
configuration has been elaborated on in the context of this paper. The relationships between these
concepts for this research are as depicted in Figure 9.

Business Model
Configuration

Small / Medium
Enterprises

Strategic
Focus

Assets
configuration

Product leadership
Supply enrichment
Customer intimacy
Operational excellence

Black Hole Approach
Solar System Approach
Thunderstorm Approach
Virus Approach

Control over
Cash Flow

Intellectual assets
Commercial assets
Social assets
Material assets

Figure 9 Conceptual model developed by literature review
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4.1

Asset development via strategic focus

In the conceptual model one of the constructs is the strategic focus. Strategy in the model is mainly
based on two from the ten strategy schools (Mintzberg & Lampell, 1999). These are the analytical
positioning school and the configuration school. The first school looks at the strategic process from a
“ought to be” perspective and is prescriptive in nature. An important authority in this school is Michael
Porter who analyses companies by categorizing them in different strategic areas. The second one sees
organizations as configurations (coherent clusters of characteristics and behaviors and integrates the
claims of the other schools) each configuration in effect in its own place.
Grant (1995) and Jones (2007) define different strategic hierarchical levels: functional level strategy,
business level strategy, corporate level strategy and global expansion strategy. The business level
strategy is also known as business unit strategy and will be the main point of departure within this
research. The focus areas defined in the conceptual model are primarily based on the second strategic
hierarchical level, which is the business unit strategy.
The positioning of strategy is extended with the perspective of strategy (Mintzberg, 1987). Strategy in
the later respect is to the organizations what personality is to the individual. This viewpoint looks inside
instead of outside the organization. This view ads certain organizational aspects like leadership, culture
and structure necessary to execute a strategy in an effective way.
According Chin & Pun (2005) each business strategy is based on different strategic determinants with its
key components. These determinants are; corporate strength, marketing strength, technology strength
and operational strength. Each company should distribute its resources over these components (see
Table 3).

Strategy determinants
Corporate strength

Marketing strength

Technology strength

Operational strength

Key components
Management commitment
Company’s mission and policies
Availability of funds and capital
Accessibility to markets
Market positioning
Company’s reputation
Product and service quality
R&D and innovation capabilities
Information technology and systems
Company’s location
Workforce skills and abilities
Costs of production/operations

Table 3 Strategy determinants with its key components (Chin & Pun, 2000)
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4.2

Strategic focus areas

In defining the categories presented in the model, the Competing Value Framework (CVF) is a central
theoretical line of tough because this framework combines the internal structure of a firm with the focus
of a firm in connection to its goals. The framework (Figure 10) is derived from a study on organizational
effectiveness (Quinn & Rohrbaugh, 1983) in which 30 criteria based on earlier work (Campbell, 1977)
were re-ordered which resulted in three effectiveness dimensions.
The framework differentiates
the focus dimension from
internal, micro emphasis on the
well being and development of
people in the organization to an
external, macro emphasis on
the
well-being
and
development
of
the
organization
itself.
The
organizational
structure
dimension is differentiated
from an emphasis on flexibility
or change to an emphasis on
control. The third dimension
about means and ends is not
mentioned here.
The strategic focus areas which Figure 10 Competing Value Framework (Quinn & Rohrbaugh, 1983)
are used in the conceptual
model are; Operational excellence, Product Leadership, Customer Intimacy, and Resource Enrichment.
These expressions are derived after reviewing the strategy literature. In order to flourish a company
should excel in one area (value discipline) while meeting industry standards in the other two (Treacy &
Wiersema, 1992). Also Hardjono (1995) speaks about a strategic orientation in its four-phase model
(derived from CVF). He adds the possibility that single firms have characteristics of multiple strategic
orientations but should border in the model. A summary of the strategic focus areas are presented in
Table 4 Summarization of strategic focus literature and are described in more detail in the next
paragraph.
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Treacy &
Wiersema

Porter

Quinn &
Rohrbaugh

Hardjono

Schneider

Gerstberger

Porter

Chin & Pun

(1992)

(1980)

(1983)

(1995)

(2000)

(2007)

(1996)

(2000)

Value
disciplines

Generic
Strategy

Effectiveness
criteria &
Competing
values

Managerial
orientation

Strategy,
Culture,
Leadership

Strategy &
Leadership

Strategic
Themes and
Positioning

Strategic
determinants

Operational
Excellence

Cost-based
theme
Needs, Access
based
positioning

Operational
strength

Value-based
theme
Needs, Variety
based
positioning

Technology
strength

Service based
theme
Need, Access
based
positioning

Marketing
strength

Value, Service
based themes
Needs, variety
based
positioning

Organizational
strength

Operational
Excellence

Product
leadership

Cost
Leadership

Internal
system
model

Efficiency
Material
competence

Control
Directive
leadership

Operational excellence: Focus is on the processes within the firm
Differentiation Open
Creativity
Competence
Product
system
Intellectual
Standard
Leadership
model
competence
setter
leadership

Customer
Intimacy

Product Leadership: Focus is on producing the best product / service
Focus
Rational
Effectiveness Collaboration Customer
(cost & diff)
goal model
Commercial
Participative
Intimacy
competence
leadership

-

-

Customer Intimacy: Focus is on buyer
Human
Flexibility
Cultivation
relational
(Socialization Charismatic
model
competence) leadership

Enrichment

Resource Enrichment: Focus is on winning team
Table 4 Summarization of strategic focus literature

4.2.1 Operational Excellence
This strategic term is derived from Treacy & Wiersema (1992) and is also known as the cost leadership
generic strategy (Porter, 1980). This strategic area emphasizes to minimize overhead costs, reduce
transaction costs, optimize business processes, eliminate intermediate production steps, and make
operations lean and efficient. The emphasis within this focus area is on the process and is in line with
the internal process model in which information management and communication leads to stability and
control (Quinn & Rohrbaugh, 1983). Organizations with such a strategy should have a structure which
emphasizes control and an internal focus. The control function is further translated in Total Quality
Management factors in the focus area by Cameron & Quinn, (1999). They emphasize error detection,
measurement, process control, applying quality tools and systematic problem solving. Directive
leadership is most appropriate in this area (Schneider, 2007). This leadership style is characterized by
the authoritative, conservative, assertive, commanding style. The strategic area is recognized by its
hierarchy culture. This culture is characterized by its clear structure, standardized rules and procedures,
strict control and well defined responsibilities (Cameron & Quinn, 1999).
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4.2.2 Product Leadership
This strategic term is derived from the value disciplines of Treacy & Wiersema (1992) and is also known
as the differentiation generic strategy (Porter, 1980). This strategic area emphasizes state of the art
products and services, creativity, quick product launches, business and management processes which
are engineered for speed and continuous improvement of new products. The uniqueness of the product
or service can be expressed in dimensions like design, image, technology, features, customer service, or
dealer network. The characteristics are in line with the open system model in which flexibility and
readiness should lead to growth and resource acquisition (Quinn & Rohrbaugh, 1983). This type of
organization should emphasize a flexible structure and an external focus. Schneider (2007) further
speaks of standard setter leadership which shows the importance of visionary leadership. Hardjono
(1995) further emphasizes seeing sales opportunities, risk taking and lateral thinking. The total quality
management factors which are part of this area are creating new standards, creative solution finding,
continuous improvement, anticipate needs and surprise and delight (Cameron & Quinn, 1999). The
culture which fits best in this area is the adhocracy culture. This culture is like a temporary institution,
which is dismissed whenever the organizational tasks are ended, and reloaded rapidly whenever new
tasks emerge (Cameron & Quinn, 1999; Yu, 2009).
4.2.3 Customer Intimacy
This strategic area is characterized by the rational goal model (Quinn & Rohrbaugh, 1983). Planning and
goal setting should lead to productivity and efficiency. This type of organization has an external focus
and a structure which emphasizes control. The term is again derived from Treacy & Wiersema (1992).
They emphasize customer loyalty, customer lifetime value, the fine definition of a customer segment
and the process which is inferior to customer requirements. It can be compared partly with the generic
focus strategy (Porter, 1980) because of the scope which is focused on a particular segment. According
to Hardjono (1995), the management orientation is effectiveness and emphasizes selling, setting goals
and generating revenue. Gerstberger (2007) further explains the area by total solution, the relationship
with the customer, high demand for co-involvement and incremental step by step customer
relationships. In this area the leadership style should be participative which includes teambuilding,
coaching and building trust (Gerstberger, 2007; Schneider, 2007). The total quality management factors
which play a dominant role in this area are measuring customer preferences, improving productivity,
enhancing competitiveness, involving customers and suppliers and creating partnerships (Cameron &
Quinn, 1999). Organizations which are active in this strategic area should have a market culture. This
culture focuses on the transactions with the environment outside the organization instead of on the
internal management. The organizational goal is to earn profits through market competition (Cameron
& Quinn, 1999; Yu, 2009).
4.2.4 Resource Enrichment
This area is based on the human relations model (Quinn & Rohrbaugh, 1983). In this model cohesion and
morale should lead to human resource development. This type of organization has an internal focus and
a flexible structure. Products and services are tailored based on specific customer requests. This means
that it can be compared to the focus generic strategy (Porter, 1980) with a very narrow market scope.
Gerstberger (2007) emphasizes the growth of the customer, fuller realization of potential and further
realization of ideals, values which are from a higher order purpose. Hardjono (1995) speaks about a
management orientation on flexibility in which redesigning processes and group development are of
high importance. The leadership style which fits this area best is a charismatic one, because of the
commitment and trust building characteristics (Gerstberger, 2007). The culture which aligns with this
area is named a clan culture (Cameron & Quinn, 1999; Yu, 2009). This culture is full of shared values and
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common goals, an atmosphere of collectivity and mutual help, and an emphasis on empowerment and
employee evolvement (Yu, 2009).

4.3

Assets Configuration

In this paragraph the
construct
asset
configuration will be
explained.
This
construct is integrated
in the model because it
includes
concepts
related to the resource
based view on strategy
(Grant, 1995). This
view differs from the
more
traditional
Industry
Structure
View (Porter, 1980) in
that it has the firm
instead of the industry
as unit of analysis. This Figure 11 Comparison of different views related to competitive advantage (Dyer & Singh, 1998)
means
that
the
competitive advantage lies in the difficult to imitate and idiosyncratic resources instead of productmarket positioning (Teece et al., 1997). If for Porter's competitive strategy framework, a firm is viewed
as a bundle of activities, for the resource-based scholars, a firm is viewed as a bundle of unique
resources. As Barney (1991) notes, much of the empirical literature informed by Porter's framework,
chose to focus analysis on the environment-performance relationship, placing little emphasis on the
impact of characteristic firm attributes on performance (Porter, 1990). This was implicitly due to two
main assumptions: First it was assumed that firms are identical in terms of strategically relevant
resources and second, any attempt to develop resource heterogeneity has no long term viability due to
the high mobility of strategic resources amongst firms.
In contrast, the Resource Based View of the firm (RBV) focusing on the relationships between firm
internal characteristics and performance, advances two alternative assumptions: a) Firms may be
heterogeneous in relation to the resources and capabilities on which they base their strategies, and b)
These resources and capabilities may not be perfectly mobile across firms, resulting in heterogeneity
among industry participants.
More detailed differences between these views are given in Figure 11.
Resources are defined as those tangible (or intangible) assets that are tied semi-permanently to the firm
(Maijoor & Witteloostuijn, 1996; Penrose, 1959). Examples of such resources are: brand names, inhouse knowledge of technology, skilled personnel, trade contracts, efficient procedures, etc.
(Wernerfelt, 1984). In the early contributions, there was no explicit distinction between resources and
capabilities.
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According to Amit & Schoemaker (1993), however, recourses are assets that either are owned or
controlled by a firm, whereas capabilities refer to its ability to exploit and combine resources, through
organizational routines in order to accomplish its targets.
In addition, Collis (1994) described capabilities as the socially complex procedures that determine the
efficiency with which organizations are able to transform inputs into outputs. More recently, Teece et
al. (1997) offered a comprehensive framework of dynamic capabilities that reflect a firm's ability to
achieve new and innovative forms of competitive advantage. These encompass organizational and
managerial processes (i.e., coordination/integration, learning and reconfiguration), specific asset
positions (i.e., technological, financial, reputational etc. assets) and path dependencies (i.e., the firm's
history).
In this research the competences of Hardjono (1995) form the basis of the resources and capabilities
discussed in this paragraph. This is because this model represents all internal aspects of the organization
and, thus, goes beyond the business models proposed in the context of the paper which primarily focus
on the financial outcomes of the operations. The Four-Phase Model consists of four layers: the four
basic core competencies, the organizational orientations, the strategic premises and performance
criteria, and change over time. In successive paragraphs the four layers will be explained into more
detail and ultimately combined until the model reaches its full sophistication. We herewith continue
with a first introduction of the four layers. In the first layer, four basic core competencies are identified:
material, commercial, socialization and intellectual competence. It is a more or less philosophical view
on what people drives and therefore what organizations drives. The origin of these competencies can be
found in religion, philosophy, as well as in all kinds of sociological and psychological research. The
second layer identifies four possible organizational orientations as an outcome of two dichotomies,
based on the model of Quinn and Rohrbaugh. Quinn and Rohrbaugh identify external/ internal
orientation and orientation on control/ flexibility. Many other models based on scientific research that
try to explain why organizations are successful or not, or what kind of interventions are applicable, show
a comparable set of dichotomies. The use of these models has made it possible to point out what for
instance the most appropriate kind of leadership and/ or decision-making is. In the Four-Phase Model
several of these kind of models are combined. In the second layer the four values are shared with the
two dichotomies, which lead to explicit possible interventions in organizations. The two sets of
dichotomies together form a matrix of four possible combinations. The combination of the four
competencies and each of the four organizational orientations leads to sets of possible of organizational
interventions. The third layer introduces the principle of strategic premises and the accompanying sets
of performance criteria. The third layer also lays a relation between the interventions in organizations
and the sets of performance criteria on the one hand and kinds of markets from a strategic perspective
on the other. Here also four types of markets are identified and which kinds of leadership and methods
of decision making are most appropriate. The fourth layer makes the model dynamic by bringing in the
factor time. It shows how organizations can or should develop from one strategic premise to another.
With this layer the concept of a phase where an organization can be in is introduced. Such a phase is a
state in which an organization can be as an outcome of a choice for a strategic premise or a natural
development. They are also in line with the CVF and thereby fit with the earlier explored construct;
“Strategic focus”. In this inquiry the term competences will be replaced by assets, because this is the
best term for belongings to an enterprise. The material, commercial, socialization and intellectual assets
according Hardjono are;
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•

•

•

•

Material assets: These are described as the tangible resources an organization possesses or
controls. The change in cash-flow or profit on the balance sheet, reflect the growth rate of this
asset. In the model of Osterwalder (2005) these assets are represented in the financial building
blocks revenue stream and cost structure. This is added with the building block cash flow as
described earlier.
Commercial assets: Refers to the ability to have access and to act on markets and the skill to
execute commercial transactions. It is also understood as “goodwill”. In situations of acquisition
however, this can be considered as one of the most important aspects which determines the
price to be paid for a company. The increase of this asset is reflected in the growth of market
share and also the growth of experience which makes an organization more trustworthy or
more interesting for customers. Important building blocks are thus the market share, price and
the experience of and within the organization
Socialization assets: This asset represents the development as a group and acting as a group.
Maybe the socialization asset is for managers the most important asset, because it reflects the
ability to motivate and inspire people on one hand and to accept the conditions under which
they have to do their work. For the individual member of the organization the socialization
asset is reflected in the working atmosphere, collegiality and mutual trust and safety. Richard
Barrett has called it ‘cultural capital’. Fukuyama speaks in his books of ‘social capital’. The
increase of this asset can be measured how well the goal of the organization is understood or
the corporate sense is more present. This asset has also similarities with what Prahalad and
Hamel call the organizational architecture and the genetic code of organizations. It can be
measured in the presence of clear goals, understood and accepted hierarchy, organizational
cohesion and entrepreneurship. This asset refers to the way the company develops itself as a
unique entity. In terms of the business model, building blocks are clear goals, clear hierarchy,
and organizational cohesion.
Intellectual assets: This asset reflects to the learning capability of organizations and the
capacity, which is based on the collective intellect of the members of organizations. This asset
makes organizations absolutely unique, based on the thought that every human being is unique.
The intellectual asset of organizations is at the same time a collective experience, memory and
ability to understand. This asset can be measured, in compliance with the business model
building blocks, in the presence of strategic plans, synergy, norms and behavioral codes and
inventiveness. The growth of these elements determines the increase of the intellectual assets.

These assets comprehend all that is discussed in the resources and capability literature. According
Hardjono each strategic focus mentioned should flourish in a certain asset configuration.
Strategic focus area
Operational excellence
Customer Intimacy
Product Leadership
Resource Enrichment

Should flourish in
Material assets
Commercial assets
Intellectual assets
Socialization assets

Supporting characteristics
Commercial, socialization assets
Intellectual, material assets
Socialization, commercial assets
Material, Intellectual assets

Table 5 Summarization of asset configuration given a strategic focus (Hardjono, 1995)

The assets as described here should be seen as a result which is attained by the combination of different
resources. For example, organizations pertaining operational excellence use human resources to add
value to the material asset. The system in this focus is most important and so the workforce should
adjust on the system. This means that the workforce should be flexible and replaceable which is evident
in routine tasks which are fixed in procedures and protocols. In this sense an employee is adding value in
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the material assets and can be easily replaced by another person because of the physical characteristics
of the task.
In contrast, a company which is product leader is expected to develop new products which are best in
class. The management orientation is on creativity to increase the innovativeness of the firm (Hardjono,
1995; Treacy & Wiersema (1992), Quinn & Rohrbaugh (1983)). To increase the creativity three
components are needed in such companies; expertise, intrinsic task motivation and creativity skills
(Amabile (1998); Sullivan & Harper (2009)). These are, for a substantial part, personal characteristics
which cannot be replaced very easily due to the tacit knowledge which is hard to manage. In this setting,
human resources add value to the intellectual assets, and should be managed with care to prevent
employee turn-over. This may harm the organization significantly by losing know-how.
These two examples make clear that every resource can be used for different purposes, which result in a
different configuration of assets belonging to the firm. So there is no best configuration of assets, it is
dependent on the strategic focus of an organization.
The four-phase-model suggested by Hardjono (1995) is based, is that organizations are striving to
increase the total competencies in a continuous process of exchanging one asset for another. Ideally, an
organization should keep all four goals in balance at the same time. Balance can only be reached by
shifting the attention in time from one goal to another with a certain rhythm. Therefore choose one of
the strategic orientations for a certain period, being either effectiveness, efficiency, flexibility or
creativity.
Effectiveness as a result of an external orientation and an orientation on control can be defined as the
extent to which an organization is successful in reaching its goals. In terms of the material asset, this
leads to activities that are directed towards generating cash flow and increasing the turnover. To
increase the commercial asset, markets have to be conquered to gain market share. Setting targets is an
effective way to increase the socialization asset, so as to give the organization direction. To effectively
increase the intellectual asset, strategy development is essential. This will create the foundation for
plans for the future. When an organization stays to long in the phase of effectiveness, this will
eventually lead to a tunnel vision or marketing myopia, meaning that the organization doesn’t know
how to walk alternative paths or simply doesn’t even see them.
Before that happens, an organization should choose to change the strategic direction towards efficiency,
consisting of an orientation on control and an internal orientation. The underlying principle of efficiency
is the extent to which actual efforts correspond to planned efforts. For the material asset this results in
the control of costs, measured in the profit of the organization. The result for the commercial asset can
be seen in the increase in experience and consequently routine in the organization. One way to aid this
process is to learn from partners by engaging in alliances and joint ventures or by contracting suppliers.
For the socialization asset, the results become visible in the form of the allocation of the tasks,
responsibilities and authorizations, leading to a certain hierarchy. Insight and self-knowledge lead to cooperation, leading further to synergy of the intellectual asset. The danger for an organization of focusing
too long on efficiency is that it will lead to bureaucracy.
The next phase, the phase of flexibility as the result of an internal orientation and an orientation on
change, can be defined as the ability of an organization to renew and change itself. This ability comes
mainly from realization of the potential within the organization. Increase of the flexibility on the level of
material asset can be reached through reallocation of budgets. For the commercial asset, redesigning
processes, leading to new working methods will result in increased flexibility. The socialization asset will
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be strong when the organizational goals are derived from the shared values of the employees, reflected
in the mission statement. This should lead to a strong group-feeling. The limits for change are defined by
the mission statement, which is formulated on the level of the intellectual asset. When an organization
stays to long in the phase of flexibility, this will eventually result in anarchy.
The fourth phase, being the phase of creativity as the result of an orientation on change and an external
orientation, refers to the creative powers of the organization: being able to produce new products and
services, and finding, even creating, new markets. A creative company will generate or attract new
means, by seeing new profitable opportunities to sell. This will lead to an increase of the material asset.
On the level of commercial asset, creativity will lead to the design of new products that are attractive for
(potential) customers. Insight in these (potential) customers and recognizing opportunities are
important contributing factors in this process. The socialization level is best served with a form of
entrepreneurship, which requires room to take risks. On the level of intellectual asset, lateral thinking is
important to be inventive. The danger for an organization when it stays to long in this quadrant is that it
will result in hobbyism.
Until now we have described the static elements of the Four Phase Model, with the only exception that
to be able to increase the basic core competencies, an organization has to shift attention from one
strategic orientation to another with a certain rhythm. This is not meant to imply that when one is for
example in the phase of flexibility, that the other three orientations are to be neglected. It only means
that the organization should mainly focus on flexibility. The other orientations will receive some
attention, but more in the background of the dominant orientation.
An organization has to shift attention from one strategic orientation to another with a certain rhythm
according to Hardjono (1995). The other orientations should not be neglected, they receive some
attention, but more in the background of the dominant orientation.
According Table 5, certain strategic focus areas differ in their asset configuration to excel. Having this in
consideration, organizations could make use of the relational view or forces from the environment to
build this asset configuration instead of investments which harms the cash position of the firm. In the
next subparagraphs propositions are made about how the forces are expected to influence the
organization given a certain strategic focus. This is described according four metaphors which are
appointed as; Black hole approach, Solar system approach, Virus approach and the Thunderstorm
approach. The underlying mechanisms of the forces within these approaches are discussed in next part.

4.4

Approaches

In the previous paragraph organizational forces where defined. These forces can have an effect on the
strategic focus of the organization. However the organizational forces not automatically behave in line
with the strategic focus of the organization. This paragraph makes clear how the organization can be
used in the several different strategic focuses. To make the reasoning even more clear each strategic
focus is supported by a metaphor and several examples.
4.4.1 Black hole approach
If the strategic focus is operational excellence an organization will use
every organizational force to make the business process more efficient
(e.g. increase economy of scale). Companies pursuing operational
excellence are indefatigable in seeking ways to minimize overhead cost,
to eliminate intermediate production steps, to reduce transaction and
other friction costs and to optimize business processes across functional
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Figure 12 Illustration of Forces in
Black hole approach

and organizational boundaries (Treacy & Wiersema, 1993). In this way, by reducing unnecessary costs,
the cash position of the organization can be improved. This is only possible when the company has
control over the organizational forces. The company is able to control the forces and reduce the costs
when it is working in a stable environment. If the environment is stable the company can focus on the
operational processes and controlling forces.
Figure 12 illustrates that all the forces used are pulled into the organization to optimize the processes
within the firm. This can be seen as a black hole that absorbs all the mass. A company with an
operational excellence focus also suffers from a number of risks. First of all, when too heavy forces are
pulled into the organization an implosion can be the consequence. When this is happening, the
environment of the company is not stable anymore and the cost of controlling the internal processes
increase. The company loses the cost visibility and the margins are decreasing. This harms the cash
position of the company. Hardjono (1995) defines this as reaching the border of the efficiency phase. In
other words, when efficiency is the managerial orientation and the focus is getting to narrow, this can
lead to rigidity which becomes evident in bureaucracy. Bureaucracy may harm organizational
performance as well as the cash position of the company. This situation can sometimes better be named
rigidity, because the processes in the company are not efficient as they should be. This can be seen as
sand in a machine with gears. Eventually the processes will get stuck.
The price of the products is more or less determined by the customer, which means that the supplier
with the lowest cost-price compared to the quality standards delivered is the company which wins the
customer’s loyalty (Hardjono, 1995). If we argue the other way around, the company which offers the
best value for money will attract the potential customers in the market. In this way a company is able to
capture a bigger market share and increase the revenue of the company. If costs are controlled, the
margin of the company will increase, which has a direct positive effect on the cash position of the
company. Also, the lowest costs while meeting quality standards will increase bargaining power which
can result in better credit agreements.
To reduce costs, suppliers are put under pressure to offer the lowest prices possible and best credit
conditions. The company can do this, because the company has a big market share. The company can
choose from several suppliers and tries to enforce the best conditions. It is not surprisingly that every
food supplier wants to work closely with McDonald’s. However McDonald’s can use this position to
make its own internal processes even more efficient. The supplier with the best conditions will
eventually get the purchase orders. Conditions that the company tries to enforce are for example
delivery and credit conditions. The company tries, for example, to enforce a just-in-time delivery. In this
way the storage costs of stocks is minimized while the continuity of the internal process is not harmed.
Moreover, the company can use the strength of the suppliers to increase the efficiency of their own
processes. This can, for example, be done by using the supplier’s knowledge about the products and in
this way making the operational processes more efficient.
The workforce is also managed to make the business processes as efficient as possible; there is no room
for creativity. Learning curves are important. An experienced workforce is able to conduct the
operational process more efficient, than an inexperienced workforce. Although, in most of these
companies, employees can be replaced easily, experience of the workforce eventually reduces the
operational costs.
Even competitors can be used to get more control over costs and the operational processes. An example
is given to make this issue more clear. Aldi, a customer retail organization in Germany and the
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Netherlands uses other big customer retail organizations, for example Albert Heijn. Often the Aldi
supermarkets are located nearby or even next to an Albert H
Heijn
eijn supermarket. In this way Aldi indirect
uses the marketing activities and other facilities Albert Heijn is conducting. For customers who are
visiting Albert Heijn it is easy to also visit Aldi. The customers can use the same parking, because Aldi is
located
cated nearby the Albert Heijn. A customer knows that Aldi has lower prices than Albert Heijn. One of
the reasons that Aldi is able to do this is, is because they have far less products in their assortments
which increases the rate of circulation significantly
significantly while meeting expected quality standards.
The reasoning above is in accordant with the internal process model of Quinn & Rohrbaugh (1983),
which argue that the company has an internal focus and a focus on control. Hardjono (1995) calls this
quadrant of the model productivity orientated and is directed towards increasing efficiency. The internal
process model has a control structure and internal focus. The organizational forces are controlled and
have an internal focus. In this
his way the metaphor for this strategic focus is the black hole approach. A
black hole is a concentration of mass and absurd mass around it. In other words, all organizational
forces are pulled into the organization.
The underlying principle of efficiency
efficiency is the extent to which actual efforts correspond to planned efforts
of the company (Hardjono, 1995). When this is managed in a proper way, this will lead to consequences
for the asset configuration (Hardjono.1995). For the material assets this results in control of costs. The
result for the commercial assets can be seen as an increase in experience and consequently routine in
the company. One way to aid this process is to learn from partners by engaging in alliances and joint
ventures or by contracting suppliers
ppliers (Hardjono, 1995). For the socialization asset, the results become
visible in the form of the allocation of tasks, responsibilities and authorizations, leading to a certain
hierarchy. Insight and self-knowledge
knowledge lead to co-operation,
co
leading to further
er synergy of the intellectual
asset.. Especially the first two consequences defined by Hardjono (1995), controlling costs and increase
in experience, are expected to improve the cash position of the company.
In addition, Lynch (2001) describes several stra
strategic
tegic risks for the operational excellence focus that can
harm the performance of a company and thus also the cash position of a company. These strategic risks
are: profit decline, quality loss, productivity lowering, sales stagnation, innovation power los
loss and moral
market pressure. In terms of the areas of excellence, the company has made a substantial investment in
its production facility. Here the areas of excellence are substitute marketing and manufacturing
efficiency, where the focus is on being low-cost
low cost producer to become very competitive thru the price
setting of the company’s products. What you are striving for is becoming the most efficient production
facility in the industry. Other important areas are volume maximization and the management of the
company assets. Important building block in this case would be that of capabilities due to its internal
focus on value creation. Since operational excellence is about being efficient and providing customers
with the best total cost, the focus lies on controlling
cont
the internal processes.
4.4.2 Solar system approach
A product leader has an external focus. All the organizational forces
are used for the innovation aspect of the organization. Companies
that pursue the product leadership focus strive to produce a
continuous stream of state-of-the
the-art products or services (Treacy
& Wiersema, 1993). The forces are used to create new state
state-ofthe-art
art products and are pushed outside the
t organization for quick
commercialization. Suppliers as well as customers can be used to
participate in innovative projects (open innovation). Governments
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Figure 13 Illustration of Forces in Solar
system approach

or other governmental institutions can be used to deal with for example patents and regulations for the
new products as well as financial assistance. In short, all the organizational forces are used to gain
market share for the new product by keeping the forces in the near vicinity of the organization and using
them when necessary. In this way the metaphor for the product leader focus is a solar system, as can be
seen in Figure 13. In this metaphor the organization is like the sun in a solar system, the heaviest
luminary in the system. Due to gravity all the planets circle around the sun. All the external forces are
like the planets in the solar system and are attracted to the organization due to “gravity”. More and
more planets are attracted by the company, because of the innovative products. In this way it is possible
for the company to grow. It becomes more interesting for external forces to work with the company and
the company can use these forces and energy to grow larger.
For reaching the goal of being innovative, Treacy & Wiersema (1993) define three ways in which
organizations can challenge themselves. First of all, the company must be creative. In this way the
creativity of the workforces is an important force for a product leader, also defined as the intellectual
asset of the company (Hardjono, 1995). In line with the open system model of Quinn & Rohrbaugh
(1983) which found that this type of organization should emphasize a flexible structure and an external
focus, Treacy & Wiersema (1993) argue that more than anything else, being creative means recognizing
and embracing ideas that usually originate from outside the company.
Second, innovative companies must commercialize their ideas quickly. To accomplish this all their
business and management processes have to be engineered for speed. In this way the first-mover
advantages can be secured and this can have a positive effect on the cash position of the company.
Customers are willing to pay more for new innovative products. In this way for example Apple generates
most of their revenues.
Third and most important, product leaders must relentlessly pursue new solutions to the problems that
their own latest product or services has just solved. In this way the switching costs for the customers
become higher and a continuous stream of revenue can be generated. Also this can have a positive
effect on the cash position of the company. Often new versions of products are introduced with a few
new solutions and features. For instance, Apple’s IPhone and IPod already have a few different versions
on the market.
As a result of an orientation on change combined with an external focus, Hardjono (1995) describes that
a company which is able to continuously produce new products and services, will find and even create
new markets. Companies which are product leader are able to find or even create new markets. This
generates new revenue streams, which in that way can also have a positive effect on the cash position
of the company. When this is managed in a proper way, this will lead to consequences for the asset
configuration (Hardjono.1995). A creative company will generate or attract new means, by seeing new
profitable opportunities to sell. This will lead to an increase of the material assets. On the level of
commercial assets, creativity will lead to the design of new products that are attractive for (potential)
customers. Insight in these (potential) customers and recognizing opportunities are important
contributing factors in this process. The socialization asset is best served with a form of
entrepreneurship, which requires room to take risks. On the level of the intellectual asset, lateral
thinking is important to be inventive.
Also a product leader can go over the top with its creativity and external focus and in this way fail to
keep power over the organizational forces. This can be seen as an explosion of the forces as they get out
of control. This can be seen as losing the gravity. When this happens, organizations will lose grip on the
forces and in this way fail to keep competitive advantage achieved in the first place. Hardjono (1995) call
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this reaching the border of a phase and an organization with a managerial orientation on creativity will
fall into tinkering which will harm the performance of the organization and the cash position of the
organization. The innovative focus is lost and customers have to wait too long for new and innovative
products. This could have the consequences that customers switch to another supplier with competitive
products. This can be seen in the console industry. In this industry Microsoft (X
(X-Box),
Box), Nintendo and Sony
(Playstation) constant are in competition
mpetition for the most innovative console.
Furthermore Lynch (2001) describes several strategic risks for the product leader focus. The strategic
risks are: lack of market knowledge; market reluctances; unsatisfied customer needs; emerging
customer needs; new market entrances and weak distribution channels. In this model important areas
of excellence is that the company needs to understand its user group’s needs better than any of its
competitors do. The company must anticipate new or emerging needs from this
this user class, in advance of
its competitors, in order to modify current products or offer new products more frequently than its
competitors do. Therefore, upfront user knowledge is a key strategic capability. Another area of
excellence for user driven companies
mpanies is user loyalty, meaning that customers stay with the company
over time. Here factors like trust are of importance and of course the quality of the relationship
between the company and its customers. The driving force being User / Customer Class and
a Market
Type / Category. The focus in the business model should be on the customer due to its external focus,
to be more specific on the customer relationship building block.
4.4.3 Virus approach
Organizations pursuing a customer intimacy focus use all
available forces to serve the customer in the right way.
Companies pursuing a strategy of customer intimacy continually
tailor and shape products and service
services to fit an increasingly fine
definition of the customer’s demands and wishes (Treacy &
Wiersema, 1993). The company looks at the customer’s lifetime
value to the company, not the value of a single transaction. One
principle that such customers understand well is the difference
between profit or loss on a single transaction and profit over the
lifetime of their relationship with a single customer (Treacy &
Wiersema, 1993). In this way the customer intimacy focus can
be seen as a virus. The company tries to make the customer dependent on the company. For example
the company tries to make the customer processes dependent Figure 14 Illustration of Forces in Virus
on a special product of the company. In this way it is almost approach
impossible for the customer to get rid of the company, because the longer the relationship takes the
higher the switching costs become. That is why this model is called the virus approach, see Figure 15. It
infects the customer with its product or service which results in long customer relationships. Just like a
virus that uses a lot of energy to enter the human body, it costs a company a lot of energy to enter to
customer’s company. If the company finally enters the customer’s company,
company, it is very hard to get rid of
the company. Customers choose the company mainly on image and identification reasons. A virus needs
a carrier. In the first place this is based on word of mouth and depended, as already said, on company
image. Just likee a virus the company looks for a weak spot in the customer’s organization and uses this
spot to get into the customer’s organization. When the customers are finally infected, they serve as a
carrier of the company’s virus. In this way the company uses the customer’s energy for the acquisition of
new customers and is generating a secured revenue stream by its long-term
long term relationship.
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To secure a long term relationship the company has to adjust the product or services to the
requirements of the customers. It is the same as a virus that mutates in a human body so it is more
difficult to cure. Due this adjustments the products and services fit’s more in the customer’s
organization. The consequence is that the customer has less need to switch to another supplier and in
this way the company tries to build up a long term customer relationship. For example a supermarket
that makes use of customer loyalty cards. If a customer switches from supermarket, it also has to switch
from a loyalty cards. The already collected points become worthless. This makes it for the customer less
interesting to switch from supermarkets.
As mentioned the company looks at the customer’s lifetime value to the company, not the value of a
single transaction. Once in the organization, via a weak spot, the company can also start with offering
other services and products of the company, also known as cross selling. In this way more revenue can
be generated from one customer, which has a positive influence on the cash position of the company.
Remember the local supermarket that is also offering mobile phones, savings deposits programs and
sometimes even insurance.
The offering from the organization grows to be an integrated part of the customer its organization, in
the same manner how a virus becomes part of the body. In this way the organization uses the
organizational forces to create value for the customer. As with a virus, getting rid of the product or
service can be very time consuming, and may take lots of resources; switching costs. On the other hand
it uses the customer for making products which best fits the requirements of the customer. By focusing
on a long term relationship the company secures a revenue stream for a longer period and in this way a
customer intimacy company can improve the cash position.
In short, customer intimacy is about effectiveness. Effectiveness in this context can be defined as doing
the right things for the customer. Here, the definition of effectives is in line with the definition given by
Jobber & Fahy (2003). Effectiveness as the result of an external focus and an orientation on control can
be defined as the extent to which an organization is successful in reaching its goals. Quinn & Rohrbaugh
(1983) call this strategic area the rational goal model. When this is managed in a proper way it will result
in certain consequences on the configuration of assets (Hardjono, 1995). In terms of the material assets,
this leads to activities that are directed towards generating cash-flow and increasing turnover. To
increase the commercial asset, markets have to be conquered to gain market share. Setting targets is an
effective way to increase the socialization assets, so as to give the organization direction. To effectively
increase intellectual assets, strategy development is essential. Especially the first two have, generating
cash-flow and increasing turnover and gain market share, a direct positive influence on the cash position
of an organization.
Also customer intimacy can go over the top when the organization is too focused on the customer and
loses the overview. Hardjono (1995) call this reaching the border of a phase and the managerial
orientation on effectiveness falls into marketing myopia or tunnel vision. The company is too focused on
one or several customers and this means that the company doesn’t know how to walk or doesn’t even
see alternative paths. This is also known as the Pareto principle or 20/80 rule. This means that 20% of
the company’s energy generates 80% of the revenue. Although this is not necessary a problem, the
company must be aware of the dependency on a few big customers. This dependency can harm the
cash position of the company. Especially in the case if one of the customers leaves the company. In B2C
settings this is partly overcome with cross-selling tactics also known as loyalty programs.
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Also Lynch (2001) describes several strategic risks for the customer intimacy focus. These strategic risks
are: escalating sales costs; branch blurring; upper tier customer loss; government regulations; position
predations and market collapse. By enhancing a company’s knowledge in the area of technology an
organization keeps uncovering new application that lead to a continuous stream of new products.
Therefore, basic or applied research is a key strategic skill in technology-driven companies, being the
areas of excellence belonging to the driving force Technology. The resource enrichment value discipline
is focused internally and therefore on creating value. It does not focus on the best products like product
leadership and it does not focus on the best total cost like operational excellence. Resource enrichment
is focused on change when it comes to configuring a set of services around an averagely priced,
averagely performing product they offer. Therefore the focus of resource enrichment in the business
model framework lies on the value configuration building block.
4.4.4 Thunderstorm approach
The organizations having a resource enrichment strategy hold all
the organizational forces for the moment a customer has a high
urgency and high demand. In that case all the organizational forces
are put in one solution for the customer. This can be made clear by
the metaphor the thunderstorm approach. This area is based on
the human relations model (Quinn & Rohrbaugh, 1983). In this
model cohesion and morale should lead to human resource
development. This type of organization has an internal focus and a
flexible structure. The forces in Resource Enrichment are managed
as a lightning in a thunderstorm (Figure 14). That is why the Figure 15 Illustration of Forces in
metaphor thunderstorm approach is used. The forces are stuck Thunderstorm approach
together (for example the workforce and suppliers) until on the ground a high point (customers with a
special demand) is find to lose the forces. At that moment a lightning arises and the forces come free.
Examples of companies who work mainly on project base and have a Resource Enrichment focus are
construction companies. Often big construction projects are adopted. These projects often take a long
time to complete and use almost all the energy from the company. However, to secure a constant
revenue stream, a payment schedule is used. For example 10% of the total tender amount is paid when
the contract is being signed. The next 20% when the project is fulfilled for 25%. Another 20% is paid
when the project is finished for 50% and the last 50% is paid when the project is completely finished. In
this way a revenue stream for longer period is guaranteed. Otherwise the whole project must be pre
financed by the company. This gives a lot of risks. All these costs need to be financed by loans or other
external financial institutions, which also results in extra costs for the company. Due the payment
schedule this problem is partly solved.
As said above resource enrichment companies work in most of the cases on project base, which is also a
direct threat for the cash position of the company. An important point for this approach is the
acquisition of new projects. If there are not enough projects for the resources within in the organization
(overcapacity) the resources (for example employees) only cost money, instead of generating revenue.
This has a direct negative effect on the cash position of the company. On the other side the company
can use its previous customers as ambassadors. These ambassadors tell, if satisfied, stories about the
company to other potential customers. Also making use of reference marketing may be a tactic to
reduce this risk. This influences the image of the company in a positive way and potential customers are
more likely to do business with the company in the future.
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Fulfillment of projects does not indicate that a long term customer relationship is born, since, as with a
thunderstorm, lightning almost never strikes twice at the same place. Like a thunderstorm the
relationship is intense, but most of the times short. When working on project base, special project
knowledge and special project costs are develop. These costs are often made once and have a negative
effect on the projects margins. However, when possible the special project knowledge has to be used in
other projects, although this can be quite difficult. In this way potential projects are handled faster and
in this way it is possible to generate more revenue in a shorter time.
Hardjono (1995) argues that the result of an internal focus and an orientation on change is flexibility
which results in adaptability. When this is managed in a proper way it will result in certain consequences
for the asset configuration (Hardjono, 1995). Increase in flexibility on the level of material assets can be
reached through re-allocation of budgets. By flexible budgets, the company can use the resources it
needs for the projects. In this way the flexibility of the company is increased. For the commercial assets,
redesigning processes, leading to new working methods will result in increased flexibility. This can be
done by using the experience from previous projects. The socialization assets will be strong when the
organizational goals are derived from the shared values of the employees, reflected in the mission
statement. This should lead to strong group feelings. The limits for change are defined by the mission
statement, which is formulated on the level of the intellectual assets. Especially, due to control over the
budgets and the use of new working methods the company can improve the cash position of the
company.
The organization has to be aware for the moment the forces in the organizations are too strong. The
organizations will lose the control over the forces and become uncontrollable. The focus is not any more
on the projects and in this way the company’s energy is lost unnecessary. Hardjono (1995) call this
reaching the border of a phase and the orientation on flexibility will fall into anarchy which will damage
organizational performance. The management encounters problems with the control of the
organizational forces, because they became too strong. The shared values of the employees are not
clear anymore and the projects goals come under pressure. The performance of the company is
damaged and in this way the cash position of the company is at risk.
Also Lynch (2001) describes several strategic risks for the Resource Enrichment focus. The strategic risks
are: failing HRM; capacity problems; high marketing costs; production risks; inadequate supply and loss
of distinctive power. In terms of the areas of excellence, product improvement, product embellishment,
product development or product enhancement are important, thus making the product better and
better is key strategic skill. A second area of excellence for a product-driven company is either sales or
service. Thus the driving forces being Product / Service. Product leaders being externally oriented which
means the focus lies on the value capturing aspect of the business model. The focus of this value
discipline lies on the distribution channel, which describes how the company gets in touch with its
customers.
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5. Research Method
In research there are mainly two types of research, qualitative research which explores new phenomena
and gain new insights versus quantitative research which is focused on the confirmation of relationships
by testing hypothesis.
In this research there is made use of qualitative data. Maxwell (2005) suggested that researchers should
use qualitative research designs when there is a need for in-depth understanding of meaning, context,
unanticipated phenomena, process and causality for the people in the study. This reasoning is in line
with the definition of exploratory research defined by Stebbins (2001):
Social science exploration is a broad-ranging, purposive, systematic, prearranged undertaking designed
to maximize the discovery of generalizations leading to de description and understanding of an area of
social or psychological life. Such exploration is, depending on the standpoint taken, a distinctive way of
conducting science (a scientific process) a special methodological approach (as contrasted with
confirmation), and a pervasive personal orientation of the explorer. The emergent generalizations are
many and varied; they include the descriptive facts, folk concepts, cultural artifacts, structural
arrangements, social processes and belief systems normally found there.
This research is about the exploration of the research field about credit management and the strategic
focus of an organization. The main goal of this exploratory research is the production of inductively
generalizations about the group, process, activity, or situation under study (Stebbins, 2001). An
explorative methodological approach is used because the situation under study has received little or no
systematic empirical scrutiny (Stebbins, 2001). When doing research, different strategies can be used to
obtain certain answers on the topic to be studied. The choice of strategy to use is dependent on three
conditions (Yin, 1994). These are;
•
•
•

The type of research question
The extent of control an investigator has over actual behavior events
The degree of focus on contemporary as opposed to historical events

The first condition covers the research question and is basically categorized in the series of: “who, what,
where, how and why”. In general “what” questions may either be exploratory or about prevalence.
“How” and “Why” questions are likely to favor the use of case studies, experiments and histories. In this
study the research question is a “How” question which will be taken into account for determining the
strategy based on the second and third condition.
The second condition is about the control over behavior events. In this research the investigator cannot
directly precisely and systematically manipulate behavioral events. If this was the case then the
experiment was the best strategy to be chosen. Resulting in the fact that the history and case study are
the two remaining strategies from which to choose.
The third condition focuses on contemporary opposed to historical events. In this research the topic is
still under investigation in current time settings and thereby has an explorative character. When there
was virtually no access to or control which means that there would be no relevant persons anymore to
report, histories would be preferred. In answering the research question of this study the most suited
strategy therefore will be the case study.
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Yin (2004) defines the case study as:
“An empirical enquiry that investigates a contemporary phenomenon within its real life context,
especially when the boundaries between phenomenon and context are not clearly evident”

5.1

Rigor versus Relevance

According to Shrivastava (1987), the data used in the field of strategic management studies have a dual
orientation toward rigor and practical usefulness (relevance). He argues that rigorous research can be
made more useful if researchers extend them and link them to variables that have clear action relevance
and are related to specific organizational goals, such as profitability, steady employment levels, quality
of work life, growth in market share, etc. To make this happen, explicit attempts need to be made to
apply research findings to practical problems. It could be facilitated if:
•
•
•

Investigators developed their research designs in term of variables that are easily relatable to
organizational goals;
Investigators tested their research results and their applicability in specific organizational
settings – this would require identification of those organizational contingencies that act as
barriers to research utilization
The institutional reward structures under which rigorous research is conducted actively
encouraged researchers to apply their results to practical problems.

Besides rigorous research, the field also possesses a large amount of relevant research which is
meaningful to decision-makers, operationally useful, relevant to organizational goals, and is feasible in
terms of costs and time. These useful scientific theories could be generated and validated by testing
propositions found to be useful by practitioners. In order to do this, researchers must:
•
•
•

Adopt innovative methodologies that allow them to incorporate practical insights into their
studies. Since many of these insights are qualitative and subjective, appropriate rigorous
qualitative methods should be encouraged in this field.
Test the conceptual and theoretical adequacy of action norms. Many strategic management
practices and norms are grounded in past successes, outdated theories or unquestioned
ideologies. These practices need to be re-examined in light of emerging findings in the field.
Generate more empirical evidence documenting the contextual conditions within which
research results become usable. This will allow researchers to transfer practical insights from
one situation to another.

Shrivastava (1987) developed 8 criteria for evaluating the level of rigor versus relevance in research in
the field of strategic management. These are illustrated in Table 6.
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Table 6 Criteria for assessing rigor and practical usefulness (Shrivastava, 1987)

5.2

Process steps

Case studies typically combine data collection methods, also known as data triangulation to strengthen
internal validity of the constructs (Yin, 1994; Eisenhardt, 1989). In this research, this means that more
information and knowledge will be gathered by in depth interviews and a short questionnaire to explore
what are important elements in efficiently building the asset configuration given the value-based
strategic focus. Building theory from case studies is a research strategy that involves using one or more
cases to create theoretical constructs, propositions and/or midrange theory form case-bases, empirical
evidence (Eisenhardt & Graebner, 2007). The research will follow the case study approach developed by
Eisenhardt (1989). Eisenhardt (1989) describes a framework for conducting case study research that
results in building grounded theories and is especially appropriate in new topic areas (Figure 19). The
resultant theory is often novel, testable, and empirically valid (Eisenhardt, 1989). Although not all the
criteria for developing a grounded theory are met, it is still relevant to use the approach defined by
Eisenhardt (1989), taking into account the six common misconceptions about the grounded theory
approach defined by Suddaby (2006). Because of time restrictions, the last two steps of Eisenhardt’s
building theory process (1989) are not conducted. Hereby accepting a reduction in external validity of
the research as argued by Maxwell (1992), Fact remains that most steps of the framework are still used
and thus the grounded theory approach is still claimed to be valid, each step will be briefly discussed
below (Table 7).
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An important reason for the popularity and relevance of theory building from case studies is that it is
one of the best (if not the best) bridge from rich qualitative evidence to mainstream deductive research
(Eisenhardt & Graebner, 2007). This is eventually the end result of this research, it is however, done by
another student, because this bridging process is outside the scope of this specific research.
Step

Activity

Reason

Getting Started

-Definition of research question
-Possibly a priori constructs
-Neither theory nor hypotheses

Selecting Cases

-Specified population
-Theoretical, not random, sampling

Crafting Instruments
and Protocols

-Multiple data collection methods
-Qualitative and quantitative data
combined
-Multiple investigators

Entering the field

-Overlap data collection and analysis,
including field notes
Flexible and opportunistic data
collection methods
-Within-case analysis
-Cross-case pattern search using
divergent techniques

-Focuses efforts
-Provides better grounding of construct
measures
-Retains theoretical flexibility
-Constrains extraneous variation and
sharpens external validity
-Focuses efforts on theoretically useful
cases
-Strengthens grounding of theory by
triangulation of evidence
-Synergistic view of evidence
-Fosters divergent perspectives and
strengthens grounding
-Speeds analyses and reveals helpful
adjustments to data collection
-Allows investigators to take advantage of
emergent themes and unique case features
-Gains familiarity with data and preliminary
theory generation
-Forces investigators to look beyond initial
impressions and see evidence thru multiple
lenses
-Sharpens construct definition, validity, and
measurability
-Confirms, extends, and sharpens theory
-Builds internal validity

Analyzing Data

Shaping Propositions

Enfolding literature

Reaching Closure

-Iterative tabulation of evidence for
each construct
-Replication, not sampling, logic across
cases
-Search evidence for “why” behind
relationships
-Comparison with conflicting literature
-Comparison with similar literature

-Theoretical saturation when possible

-Builds internal validity, raises theoretical
level, and sharpens construct definitions
-Sharpens
generalizability,
improves
construct definition, and raises theoretical
level
-Ends process when marginal improvement
becomes small

Table 7 Process of building theory from case study research (Eisenhardt, 1989)
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Getting Started
Following Eisenhardt (1989) an initial definition of the research question is important in building theory
from case studies. Without a research focus, it is easy to become overwhelmed by the volume of the
data (Eisenhardt, 1989). The research question is defined in an earlier chapter and is repeated here;
“Depending on its strategic focus; How should a B2B SME model its internal processes in order to
manage cash successfully over time?”
Constructs that need extra focus have been determined in chapter after the definition of the research
question: strategic focus and asset configuration are all defined in the conceptual model. A priori
specification of constructs is used to shape the initial design of theory building research (Eisenhardt,
1989). This seems not common in theory building research, but it is valuable because it permits
researchers to measure constructs more accurately (Eisenhardt, 1989).
Selecting Cases
The selection of the organizations to be studied is based on an expert who is professor in
entrepreneurship at the Eindhoven University of Technology (TU/e). This expert contains a broad
network of entrepreneurs/owners of SMEs, active in the south/west region of the Netherlands and a
small region in Germany across the border near Nijmegen. Although there is no ideal number of cases, a
number between 4 and 10 cases usually works well (Eisenhardt, 1989). In this research 4 organizations
are studied for every strategic focus, thus 16 in total, consequently with this number the minimum
defined by Eisenhardt (1989) is met. In other words, the first selection criterion for the cases studied is
about the strategic focus of the company determined by the professor in entrepreneurship at the TU/e.
The second criterion is the fact that all the organizations studied are active in a B2B market. Third
criterion, all the cases studied comply with the European definition of SME’s which can be found in the
first chapter. Fourth criterion, all the cases studied were in the past few years nominated or even
winners of a prestigious entrepreneurial prize in their geographical region which is also based on
positive financial results. By means of these case studies, information is gathered that is used to answer
the research question at hand. Considering the total number of case studies being 16, caution is
necessary when analyzing the data due to the fact that with more than 10 cases it quickly becomes
difficult to cope with the complexity and volume of the data (Eisenhardt, 1989).
Crafting Instruments and Protocols
Since there is pre-existing knowledge on the concepts under investigation, a semi-structured interview is
the appropriate way of conducting the interviews. With this knowledge in mind, an interview guide for
the semi-structured interviews was developed by the investigators (appendix 2). The principles used in
the interview guide in order to unfold the business models at the case study companies are derived
from Chesbrough (2007, p. 13). In this paper a summary is given about what the typical functions are of
a business model (as shown in Table 8). The resulting questions for the interview can be seen in
appendix 2.
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Articulate the value proposition, that is, the value created for users by the offering

Identify a market segment, that is, the users to whom the offering is useful and for what purpose
Define the structure of the value chain required by the firm to create and distribute the offering, and
determine the complementary assets needed to support the firm’s position in this chain. This includes
the firm’s suppliers and customers, and should extend from raw materials to the final customer
Specify the revenue generation mechanism(s) for the firm, and estimate the cost structure and profit
potential of producing the offering, given the value proposition and value chain structure chosen
Describe the position of the firm within the value network (also referred to as an ecosystem) linking
suppliers and customers, including identification of potential complementors and competitors
Formulate the competitive strategy by which the innovating firm will gain and hold advantage over
rivals

Table 8 Business model functions (Chesbrough, 2007)

Despite the fact that it is important that all key propositions will be talked about during the interview,
there must also be enough space for the investigation of other issues. During the interviews multiple
investigators were present and complete coverage of the gathered data was transliterated. This
transcription is checked by the other investigators and feedback towards the interviewee is given to
expand reliability of the interview results.
An empirical multiple case study design fits the aim of this research. For this research 16 semi-open
interviews were conducted. The open semi-structured interviews, which lasted for about 1.5-2 hours
were geared towards identifying the construct that were defined in the conceptual model. During the
interviews there was room for additional information from the interviewee. All interviews were tape
recorded and fully transcribed. To get the most reliable and objective information on the subject to be
studied the CEO/owner was selected for the interviews. In some of the cases this was not possible,
which resulted in an interview with a person who had a management function within the company.
Besides the selection on qualitative information, the use of the Organizational Culture Assessment
Instrument (OCAI) is used to control quantitatively the strategic focus. More about this assessment will
be explained later on in this chapter. The qualitative data are useful for understanding the rationale or
theory underlying relationships revealed in the quantitative data or may suggest directly theory which
can then be strengthened by quantitative support. In this research the quantitative data should support
and strengthens the construct validity of the unit of analysis by triangulation (Eisenhardt, 1989).
Entering the field
For conducting the interview the method describes by van Aken et al. (2006) is used. Van Aken et al.
(2006) describe several steps to conduct an interview. First there is set up one or more overall research
questions. This is already done in previous chapters. When this is done informants have to be selected.
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In this research, when possible, the CEO/owner was selected as mentioned above. Subsequently an
interview guide is constructed. This guide is set up based on the conceptual model. Each of the
constructs is discussed in the interview. The questions are based on relevant literature known about this
constructs. Important literature in this context is for example Tracey & Wiersema (1993), Quinn &
Rohrbaugh (1989), Porter (1985), Jones (2007) and Osterwalder (2005). The result is an interview guide
for conducting a semi-structured interview, having a list of specific questions (appendix 2) but leaving
sufficient room for additional information.
Analyzing Data
The next step in the approach of Eisenhardt (1989) is about analyzing the data. Eisenhardt (1989)
defines this step as the heart of building theory from case studies, but it is also the most difficult and the
least codified process of the process. Eisenhardt (1989) defines two important steps for analyzing the
data: within-case analysis and searching for cross-case patterns.
Analyzing within-case data
To become intimately familiar with each case as a stand-alone entity a within-case analysis is conducted
(Eisenhardt, 1989). This process allows the unique patterns of each case to emerge before researchers
push to generalize patterns across cases. In addition, it gives researchers a rich familiarity with each case
which, in turn, accelerates cross-case comparison.
Searching for cross-case patterns
To overcome premature and false conclusions, which are a result of information processing biases, it is
important to look at the data in many divergent ways. The tactics explained by Eisenhardt (1989)
improve the likelihood of accurate and reliable theory. Also, cross-case searching tactics enhance the
probability that the researchers will capture the novel findings which may exist in the data (Eisenhardt,
1989). Eisenhardt (1989) explains three tactics to search for cross-case patterns.
1. One tactic is to select categories or dimensions, and then to look for within-group similarities
coupled with intergroup differences. Eisenhardt (1989) argues dimensions can be suggested by
the research problem or by existing literature, or the researcher can simply choose some
dimensions. In this literature the dimensions that can be found in the conceptual model are
based on existing literature.
2. A second tactic is to select pairs of cases and then to list the similarities and differences between
each pair. In this research the case are differentiated on the strategic focus of the organization.
Pairs to be studied can formed by two cases with the same strategic focus and when necessary
and desirable pairs can be formed by two cases with different and even opposite strategic
focuses. Following the reasoning of Quinn & Rohrbaugh (1983) and Hardjono (1995) it is
expected that there will be some similarities between adjacent focus areas. However it is not
expected that there are similarities between aspects of the strategic focus areas which are
stated in opposite places in the framework develop by Quinn & Rohrbaugh (1983).
3. A third strategy is to divide the data by data source. However, in this research the main data
gathering method is dept-interviews. Supported by a small quantitative questionnaire. This
tactic exploits the unique insights possible from different types of data collection.
To conduct these steps two approaches are used: the grounded theory approach and the template
approach. The two approaches are described below.

44

Grounded Theory Approach
The grounded theory approach is a structured approach for the exploration of unfamiliar territory (Van
Aken et al., 2006) and is used to analyze qualitative data. Qualitative data, in the form of words rather
than numbers, are a source of well-grounded, rich descriptions and explanations of processes occurring
in local contexts (Miles & Hubermann, 1984). This is necessary, because the research is about an
unfamiliar area. The purpose of the method is to develop a theory (Strauss & Corbin, 1990).
The grounded theory approach aims at the development of concepts and relationships between
concepts (Van Aken et al., 2006). In other words the research needs a research question that will give
the researcher the flexibility and freedom to explore a phenomenon in depth (Strauss & Corbin, 1990).
An underlying assumption for this approach is that all of the concepts pertaining to a given phenomenon
have not yet been identified, at least not in the population or place. If so, then the relationships
between the concepts are poorly understood or conceptually undeveloped (Strauss & Corbin, 1990). The
research question in a grounded theory study is an open and broad statement that indentifies the
phenomenon to be studied (Strauss & Corbin, 1990). In other words, it tells you what specifically it
wants to focus on and what you want to know about the subject. The grounded theory approach
consists of three different steps: open coding, theoretical or axial coding and selective coding (Strauss &
Corbin, 1990 and Van Aken et al., 2006). The interviews are coded by two students who work in pairs to
enhance the reliability and internal validity of the research.
Coding
Coding represents the operations by which data are broken down, conceptualized, and put back
together in new ways and it is the central process by which theories are built from data (Strauss &
Corbin, 1990).
Open Coding
Open coding is the part of the analysis that pertains specifically to the naming and categorizing of
phenomena through close examination of the data (Strauss & Corbin, 1990). During open coding the
data are broken down into discrete parts, closely examined, and compared for similarities and
differences, and questions are asked about the phenomena as reflected in the data (Strauss & Corbin,
1990). In open coding breaking down and conceptualizing the data is the first step of the analysis
(Strauss & Corbin, 1990). Breaking down and conceptualizing is in this context defined as taking apart an
observation, as sentence, a paragraph, and giving ranch discrete incident, idea, or event, a name,
something that stands for or represents a phenomenon (Strauss & Corbin, 1990). Once the phenomena
in the data are identified, then the concepts can be grouped around them (Strauss & Corbin, 1990). The
process of grouping concepts that seem to pertain to the same phenomena is called categorizing
(Strauss & Corbin, 1990).
Important is to name a category in such a way that it is easy to remember, think about it, and most off
all begin to develop in analytically (Strauss & Corbin, 1990). Miles & Huberman (1984) suggest giving the
code a name that is closest to the concept it is describing. There are several ways of conducting the
process of open coding. For the analysis of the first few interviews line-by-line analysis is used. This
involves close examination, phrase by phrase and even sometimes single words (Strauss & Corbin,
1990). Generating your categories early through line-by-line analysis is important, because categories
also become the basis of the theoretical sampling (Strauss & Corbin, 1990). In this research doublecoding is used. Double coding is defined as two researchers code the same data set and discuss their
initial difficulties. It is also named as investigator triangulation which increases construct validity (Yin,
1994). In this way the definitions will be sharper and more reliable (Miles & Huberman, 1984).
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Axial Coding
The second step of the grounded theory approach is called axial coding by Strauss & Corbin (1990) and is
called theoretical coding by Van Aken et al. (2006). In the continuation of this research the definition of
Strauss & Corbin (1990) is used. Strauss & Corbin (1990) define axial coding as a set of procedures
whereby data are put back together in new ways after open coding by making connects between
categories. This is done by utilizing a coding parading involving conditions, context action/interactional
strategies and consequences. In axial coding the focus is on specifying a category (phenomenon) in
terms of the conditions that give rise to it; the context (a specific set of properties) in which it is
embedded; the action/interactional strategies by which it is handled, managed and carried out; and the
consequences of those strategies. There have to be kept in mind that though open and axial coding are
distinct analytic procedures, the researcher alternates between the two modes when actually engaged
in the analysis (Strauss & Corbin, 1990).
Selective Coding
The last step in the grounded theory approach is selective coding (Strauss & Corbin, 1990 & Van Aken et
al, 2006). Selective coding is about the process of selecting the core strategy, systematically relating it
to other categories, validating those relationships, and filling in categories that need further refinement
and development (Strauss & Corbin, 1990). In other words, selective coding is about the task of
integrating the categories in a grounded theory. There are five several steps through which the final
theory is accomplished. These steps are: explicating the story line, relating subsidiary categories around
the core strategies by means of paradigm, relating categories at the dimensional level, validating those
relationships against data and the last step is about filling in the categories that may need further
refinement and/or development (Strauss & Corbin, 1990). These steps are not necessarily taken in linear
sequence nor are they distinct in actual practice. It is for explanatory purposes that we distinguish
between them and in reality the researcher will moves back and forth between them (Strauss & Corbin,
1990).
Locke (2001) describes how to deal with the grounded theory approach in management research. In
contrast to Strauss & Corbin (1990), Locke (2001) describes four stages to come up with a grounded
theory. These four stages are:
Stage 1: comparing incidents applicable to each category
Stage 2: integrating categories and their properties
Stage 3: delimiting the theory
Stage 4: writing the theory
Although these stages are different from the steps defined by Strauss & Corbin (1990), the content of
how to approach to problem is nearly the same.
Template approach
The grounded theory approach starts with an open perspective and does not presuppose much
theoretical pre-understanding. In contrast, the template approach does utilize existing concepts and
theories. The template approach assumes that the researcher knows in advance in which phenomena
they want to create new insight (Aken et al., 2006). The conceptualization of these phenomena is the
template for analyzing the data. This approach also makes use of coding techniques but instead of
defining themselves it uses existing codes. If one has coded with these existing codes, all parts of the
interviews that are relevant for a particular code can be placed in a cell or matrix. If different aspects are
analyzed at the same time, different persons or groups may be placed in the rows and different aspects
in the columns. The cells of such a matrix contain information about a particular person or group with
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regard to a particular phenomenon. In this way the researcher is forced to display data in a systematic
way which enables a more structured and valid analysis (Aken et al., 2006).
Although the grounded theory approach does not make use of prior theory the approaches are
combined in this study to analyze the data. Yin (1984) specified a strategy for the use of priori theory for
the design of case studies. Locke (2001) argues that the grounded theory approach could be used to
extend previous theory. In this research the previous research is about the constructs in the conceptual
model. All these constructs are carefully grounded in research, which is a requirement when using
previous theory (Locke, 2001). Rather the relationships between these construct are not grounded in
research and are an important topic in analyzing the data. In other words, the template approach is used
to define the constructs in the conceptual model and the grounded theory approach extends this
constructs with relationships. This is done with caution, because the grounded theory approach
normally doesn’t make use of existing constructs or codes.
Organizational Culture Assessment Instrument (OCAI)
As mentioned above this research uses also the organizational culture assessment instrument. The four
strategic focus areas identified are used as selection criteria. In addition to the selection of the expert,
the OCAI will be used in validating the strategic domain of the selected organization. This instrument
developed by Cameron & Quinn (1999) is based on the CVF and makes use of a questionnaire based on
six items. These six items are derived from research based on the CVF which is again developed out of
the effectiveness criteria from Quinn & Rohrbaugh (1983). The six items measured are:
1.
2.
3.
4.
5.
6.

Dominant characteristics
Organization Leadership
Management of employees
Organizational glue
Strategic emphasis
Criteria of success

Each person interviewed should fill in the questionnaire by distributing 100 points over the four sub
questions related to the particular item. For more detailed information of the questionnaire and the sub
questions per item, see appendix 1.
Based on the qualitative expert and quantitative OCAI data a more reliable and valid picture of the
strategic focus related to the company will be obtained.
Shaping Propositions
Here the remaining steps from the Eisenhardt’s (1989) framework will be elaborated on. Shaping
propositions is the process of sharpening constructs. Sharpening constructs contains two steps: refining
the definition of the construct and building evidence which measures the construct in each case
(Eisenhardt, 1989). This occurs through constant comparison between data and constructs so that
accumulating evidence from diverse sources converges on a single, well defined construct. In this way
the researchers are attempting to establish construct validity. This can be done by making a tabulation
of the different sources of evidence with the help of coding procedures. Hence, a clear overview of the
evidence found in the different cases can be depicted. The way of working is also defined in the
grounded theory approach (Strauss & Corbin, 1990). The goal is to find logic across cases and increase
replication. Discussions on conflicting literature can result in sharpening the found constructs. This
discussion is part of the enfolding literature part, together with comparisons of similar literature which
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improves the generalizability and the conceptual level of the results. The final step in this framework is
reaching closure; this will be the conclusion chapter and summarizes the results from the research.
Enfolding literature
Eisenhardt (1989) defines enfolding literature as the comparison of the emergent concepts, theory, or
hypothesis with the extant literature. This step is behind the scoop of the research.
Reaching Closure
In line with the previous step, this step is behind the scoop of the research. Further research could be
used to extend this research with the last two steps of approach of Eisenhardt (1989).
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6. Data and Results
In this Chapter the 16 companies are discussed into depth based upon the research questions at hand
and according to the method described in Chapter 5. The results of the OCAI-analyses
OCAI analyses can be found in
Appendix 3. Per individual company a brief summary of the activities and some of the key figures are
given followed by an analyses of the business model of the company. A summary of that analyses is
given in terms of the Osterwalder (2005) business model conceptualized representation and the liquidity
situation is also discussed accordingly. Finally the asset management configuration of the company is
given and is depicted
ed into a figure. The sequence of the companies that took part in this case study
analyses is given in Figure 16.

Operational
Excellence

Product
Leadership

Customer
Intimacy

Resource
Enrichment

•SAM Precision
•Janssen Erdbeer
•NoCore

•Vision Dynamics
•Ebben
•Fluxana
•Thissen

•Plastic Team
•Derks Schilders
•VTS
•Imagro

•Ureco
•Wolters
•Apollo Milch
•Brakel
•Klimatech

Figure 16 Case study companies according to strategic focus
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6.1

Operational Excellence

SAM Precision
SAM Precision is a supplier of high-end machined materials to other companies; they offer high quality
goods despite the product complexity demanded by their customers. Today, about 20 employees are
active in the company, ranging from production employees to the owner/general director.
SAM Precision has a high problem solving capacity and focuses on precision (tolerances) and
manufacturability. These values are created by a state-of-the-art machine plant and, moreover, highly
trained personnel in terms of technologies and material knowledge and skills, these capabilities are the
reason they are on top of the market. The owner and CEO of the company deliberately chooses fresh
out of school new employees above well experienced ones since they are more up to date with the
newest technologies available in the market. With the help of training and courses they are able to
switch with their customers when it comes to their demands, co-development is an exponent of this
approach. Due to its high state of automation in the production process, a flexible capacity was and is
created, furthermore, single piece production has become possible, and the factory can keep on
producing during the nighttime. This last point is of major importance since revenue is based on
production hours, 40 production hours a week is not enough to be profitable and sustaining its high
investments in the production facility. For instance, an investment of 500.000 euro in a new machine
must be returned and product cost prices should concurrently stay low. Hence the focus on efficiency in
the production process, thus planning the customer orders to maximize production hours and machine
productivity. In order to spread risks, customer segments are diverse to cope with abrupt market
segment changes. SAM’s operating in, for instance, both packaging equipment and semiconductors
proves this point, when one of these segments is sky high another might be plummeting. This spread is
the reason why SAM still exists according to its owner and founder, focusing on two or three clients in
order to serve them optimally would have ruined the long-term perspective of the company. In terms of
costs, the investments in new technologies and machinery is extensive (annual depreciation costs), a
cost which is by far larger than the personnel costs. In this day and age, however, the customer
requirements on paperwork and reporting on the quality and tolerances has grown dramatically,
imposing a large costs in overhead. Nevertheless, these requirements have not been compensated in
the price asked, thus resulting in a reduction in margin the last years. SAM constantly tries to behold a
strong cash position in order to withstand sudden problems or setbacks in the company’s order wallet. A
trend seen today is that the company regains market share in comparison to the ‘cheaper’ foreign
countries due to its excellent reliability, deliverability (e.g. housed close to customer), and great quality
standards compared to those competitors in this specialist niche market. An obvious hierarchy where
the owner is visible and in evidently in charge of the organization, this clear hierarchy is extrapolated in
the entire workforce. The employees have clear goals of what their tasks are but are also trained to
assist colleagues when their help is needed, thus they are trained specific tasks but can also cooperate in
performing multiple tasks. The planning of the production facility is explained on a daily basis with
employees, no room for sudden emergency orders is available so every employee knows what he or she
should do that day. These facets are the reason why the employees of SAM precision hardly ever change
employer and have a high degree of involvement in the organization. In Figure 17 the business model
configuration following Osterwalder (2005) is depicted combined with the four assets proposed by
Hardjono in 1995 as is discussed above.
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Figure 17 Business Model and Asset Configuration SAM Precision
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By continuously investing in their machine park, the production facility and its personnel, SAM tries to
stay in front of their competitors in terms of precision, tolerances and deliverability. Moreover, SAM
attempts to create the smallest price for the product offered to their customers. Here typical efficiency
problematic is becoming clear, striving for operational excellence SAM fits with the suggested black hole
approach. By having a flexible workforce that is able to work several machines and by letting the
machines work all night long a high degree of productivity is reached. Besides this productivity, a greater
capacity and more machine hours per week are generated, resulting in an earlier return on investment
and thus a lower cost price for the goods produced. Due to the internal focus on control, planning is of
importance, with the help of the automated machine park the production facility is currently capable of
producing 600 hours per week. This together with the options on varying in batch size from single pieces
to serial production, deliverability and quality is pulling customers towards SAM. The center of gravity in
the SAM internal process is on the capabilities building block as is shown above. The other building
blocks try to reinforce this building block, for instance by the outsourcing of simple capacity to stay
focused on the qualities of the organization on high precision parts production. Another reinforcing
strategy it the co-development with customers to anticipate on possible errors in the product design
which, in run, would result in useless production and loss of capacity and per unit profit. These practical
ideas are very useful for other companies active in similar markets. Cost savings are made by using
suppliers to cut costs, since they buy over a million in raw material, several suppliers are used to reduce
the costs, of course keeping in mind the trustworthiness and deliverability of those suppliers, hence the
company goal of controlling costs and thus improving efficiency. Here the successful management of the
cash position becomes evident; it is for these reasons that this company is selected for this research.
The discussion on material assets give structured ideas for practical use and improvement of the cash
position of operational excellent companies (e.g. risk spread by being active in multiple markets in order
to strive as a company despite troubles in one specific market segment in which the customer is active).
The large investments in the production facility in order to control costs per product are the reason why
the material assets are leading in the operational excellence strategic focus of the company. Small prices
need to be offered to the customers in order for them to choose SAM as their supplier. The second most
important asset the company incorporates are the commercial assets, in particular the branding of the
specialist knowledge, product quality/reliability, deliverability, and the ability to produce a variety of
batch sizes in order to improve market share is a quality SAM precision incorporates very well. The same
can be said for executing transaction and accessing markets by means of experiences to market via the
network of the company. This commercial asset will reinforce the internal organization and the material
assets, since entering new markets or expanding the customer base in which SAM is already active will
result in an improved revenue and will maximize profits. The other assets are aimed with the same goal
but have less influence on the organization as a whole. The company has and will always stay focused at
this assets according to the black hole approach. In contrary to what Hardjono (1995) suggested, there
are signs of bureaucracy, these are however, pushed into the organization by customer demanding
certain paperwork to fit their standards instead of those standards offered by SAM. In order to
overcome these problems the level of cooperation between the customer and SAM needs to improve,
SAM wishes the relationship to be based on trust, trust in the offered product qualities, and deliver
abilities and so on. The customer has procedures to exclude any room for varieties. Here the need to
come to mutual solutions becomes evident. Thus, there is no danger to the company focusing too long
on efficiency like in an operational excellent organization, since these circumstances can be overcome
rather easily while still centering on the material assets of the organization.
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Janssen Erdbeer
Janssen Erdbeer is a strawberry plant grower which sells its plants in different size pots, selling 10-12
million plants and owning approximately 50% of the market in Germany. Selling these potted strawberry
plants to large construction markets and store chains like Aldi and Lidl. Currently four people with
permanent employment are working in the production facility, added with an average occupation of 15
Polish employees; depending on the season between the number of Polish employees varies between
10 and 40. The placement of purchase orders at Janssen is reliant on if the customers have promotions
with the strawberry plants or if they don’t. This makes a huge difference in the sales and, thus, a great
dependence on these customers is posited.
The assets of the company are within the material factors, important is that the company gets the jobs,
but more important is that it can get the job done, and, of course, making a profit on it as well.
Important here is the efficiency of the organization, the owner strives to achieve this by rationalizing
technologies in the company’s production process, creating bigger production productivity. Moreover,
the large capacity generated by continuously expanding the production facility, results in a small price
production. These huge investments in the production process, like building new flower sheds, are
necessary to control costs and enhance efficiency of the total plant. The flexible workforce is used to
divide the dynamic pressure on production which is generated by the fact that the customer’s request
large quantities of plants at total random times. However, 50% of the flowers grown are sold before the
start of the growing process, a risk in this situation might be the fact that 60% of revenue comes from
three to four major customers. This gives the customers a great deal of negotiations power, if Janssen
looses one customer the initial costs would still be the same, then after getting rid of employees the
interests on the expensive investments still have to be paid. The organization tried to anticipate on the
expensive building activities by delaying the supplier payments pending after the investments have been
made. Another interesting point in this company is that the deals go by an intermediary in the form of
the flower trade, hence the trade facilitates the transport and the payment terms between the grower
and the buyer. Here risks of bad debts are excluded since the actual deal is made with the flower trade,
which, in turn, checks for cash of the customer. Sometimes certain customers try to make a deal around
the flower trade, Janssen recognizes that in these situations he has to be aware of the risk of bad
creditworthiness of the customer. Therefore, these deals are not made without the intervention of the
flower trade. Besides the trade, which is thus also serving as a distribution channel, Janssen aims to sell
products by more outrageous promotional activities. For instance, sending premiums to several
potential customers, hoping that they would become interested in the product offered. Other channels
used are visiting or displaying at flower shows or conferences, or by simple telephone calls and email
traffic in order to reach these potential customers. The employees from abroad are staying in houses
provides by Janssen near or at the production facility, this generates involvement form these employees
and they are willing to assist if emergent orders need to be dealt with immediately. It also gives the
owner of the company a good overview of the employees. The recruitment of these people often goes
via former employees, where, for instance, nephews or uncles are advised to come and work for
Janssen. This creates group cohesion and synergy within the employees and between them and the
organization. They are very passive in their operations, no instructions means no activity from them, this
results in the fact that the owner continuously stays on top of the process and intervenes when he finds
necessary. Hence, it is very obvious for everybody employed who is in control in the form of hierarchy.
Below the configuration of the business model in combination with the asset configuration is shown in
Figure 18 which serves as a bird’s eye view of the company’s internal process.
Focus, the center of gravity, is thus on the capabilities of the company since it is important to optimize
the capabilities in such an efficient manner that a small price can be offered to the customers.
53

Customers who, in most cases, base their choice of supplier on the price tag at hand, in turn, attracting
the potential customers in the market. In this way a company is able to capture a bigger market share
and increase the revenue of the company. If costs are controlled, the margin of the company will
increase, which has a direct positive effect on the cash position of the company. This company exhibiting
signs of this process resulting in a strong financial management position. Also, the lowest costs, while
meeting quality standards, will increase bargaining power which can result in better credit agreements.
In terms of the approaches suggested earlier, the black hole approach becomes obvious. Janssen has
made a substantial investment in its production facility, its sheds and machinery. Reasons for these
investments is becoming very competitive thru the price setting of the company’s products, striving for
the most efficient production facility in the industry. Developing new machinery with the help of new
technologies in order to eliminate production steps performed by humans, which are time-consuming
and thus costly for the process; contribute to the operational excellent view point. Here partnerships are
started with engineering agencies in order to create these machines, thus the building block partnership
is designed to reinforce the capabilities of the company. All forces are pulled inwards, partnerships with
machinery suppliers are used for development leading to more efficient production, and supplier’s
money is used to finance investments. Workforce is flexible; both in size and tasks they are capable of
performing. Here, the other building blocks reinforce the capabilities block and thus the competitive
position of the company in the market. Given the methods used by Janssen, a practical view and
pointers are given for other operational excellent organizations. On the other hand, the company also
strives for innovating and custom made solutions to the customers demand, for instance, newly
designed pots have been constructed and different color plants have been placed in one pot due to a
request by the customer. These activities are time consuming and thus costly for an organization that
should strive for efficiency and lowest cost price. In a sense Janssen is also striving to be product leader
and resource enriching and it seems as the company, its owner, is pursuing multiple strategies at once
which is problematic.
The large investments in the production facility in order to offer the lowest unit-price to Janssen’s
customers are the reason why the material assets are leading in the operational excellence strategic
focus of the company. Small prices need to be offered to the customers in order for them to order to the
specific company. Of course the quality and the reliability of the company must be good, so the
flexibility and the large capacity of the company is well known in the market in order to get orders,
hence the secondary importance of the commercial assets. These commercial assets are strengthening
the material assets, since without the power to enter new markets or generate new customers or the
ability to take care of current customers in such a way that the next time they are in need of strawberry
plants they will think of or immediately go to Janssen for their order. This asset in combination with the
other important assets like the organization’s ability to allocate tasks to the employees in such ways that
the cost price of the goods produced decreases and an obvious hierarchy to manage the employees and
customers strengthens the material asset. Janssen exhibits no signs of the suggested bureaucracy by
Hardjono (1995), since the start of the company, no shift in focus has been made, and there has been a
continuous focus on the material assets in order to outperform competitors on economies of scale with
consequently the lowest unit price offered on the market.
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Partnerships
INFRASTRUCTURE
MANAGEMENT

Customer Relationship

Flower Trade,
Engineering agencies
for improving
production facilities

PRODUCT

Flower Trade
Intermediary

Value Proposition

Capabilities
Efficient working
process, innovation,
Technical rationalization,
large capacity, workforce
flexibility

Flower Trade, Email,
Phone, Flower
Show/Trade,
premiums

Revenue Streams

Cost Structure
MATERIAL ASSETS
Flower shed, Facilities
for Polish employees,
machinery

Cash Flow
Extra delay in payment
due to building new
sheds, sells via Flower
trade,

Market Share
OwnsPartnerships
50% of the market
and is increasing capacity,
Outsourcing
simple from
dependent
onoforders
3 orproduction
4 large customers
(risk), sells via intermediary

Clear Goals
Direct control of the
employees, keeping them
occupied
Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

construction markets
like Intratuin, Aldi &
Lidl chains

Channels

Strawberry grower, small
price production, Value
creation by growing,
intellectual property,
owns 50% market

Strategic Plans
Growing in capacity to
produce cheaper, develop
new products to create
value for customer

Customers

Strawberries in a pot,
Promotions by
customer

Value Configuration

CUSTOMER
INTEFACE

COMMERCIAL
ASSETS
Experience
Customers will always
want the products
because consumers want
strawberry plants is
owners philosophy,

SOCIALIZATION
ASSETS
Clear Hierarchy
Owner visible in the
operational process, clear
who is in control, Foreign
employees passive and
awaiting instructions

Price
Large capacity to generate
lowest unit-price, new
Co-Development,
order to
features developed
request,
customer
wants
increase
margin
supplier close by,

Organizational Cohesion
Relatives and family
members from foreign
countries live together at
the production facility
Branding, Network

Inventiveness
Rationalizing
with the
Production hours Technologies
(max 600 a
week),
help of engineering
Norms and Behavioral
Codes
agencies to work more
Employees are relatives
efficient
of each other, control by
owner because they live
at facility

INTELECTUAL
ASSETS
Synergy
Employees willing to help
the company by working
additional hours because
they live at the facility

50% sold before growth,
60% on 3-4 large
customers (Aldi, Lidl,
German Building Chain),
10% margin, 3.5-4.5 million

Figure 18 Business Model and Asset Configuration Janssen Erdbeer
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NoCore
NoCore delivers software solutions for companies, mainly cleaning companies, in this market about 400
of the 500 companies associated in a Dutch industry society work with NoCore’s software solution.
Unfortunately, the big 5 in this society do not make use of NoCore’s products and services. Since a few
years, NoCore decided to extrapolate its services towards the employment agencies market. Currently
about 80 people are under employment, varying from being responsible for the customer relationships
to actual software programmers.
NoCore tries to convince its potential customers of the money they can save when using their product
and service, when for instance, a company can generate 500 euro in one month with the help of the
software, the price of the software becomes three times the money saved. Due to several acquisitions
of other companies, mainly competitors, NoCore was able to merge the development strengths of each
individual company with those of NoCore, thus operating more efficient in the production process. The
company is continually updating its software with the help of their own programming specialists and
market knowledge. These skills and knowledge together with the efficiently structuring of the
production process, stress the focus on this building block capabilities in the business model. According
to its owner, in a niche market like this, you need 60% of the market to be profitable. Thus the
importance of economies of scale becomes very apparent in this market and consequently for the
organization. Most customers choose to rent the applications; the majority does this for a period of
three years. It is, however, common that these contracts take much longer since they cannot work
without the software anymore. Another option for the customer is to buy the application, resulting is a
large cash inflow and smoothing the investment made in the development by NoCore. When the
application is let, it takes much longer to return the investment, it is, however, responsible for larger
returns and a better continuity on cash income. The costs of the rent is dependent on the volume of the
customers use, if for instance, the company shrinks from 200 to 150 employees, the rent will decline in
parallel as well, and vice versa. This way the customer is almost never willing to shed its software
application when in bad weather, on the other hand, when the sun is shining NoCore will profit
considerably from this construction. The customers co-develop with NoCore, having a focus group of the
largest customers; new ideas are generated and tested. Besides this contact with customers, NoCore
also invites them over to the office and discusses the characteristics of the market, sometimes NoCore
serves as a mediator between two cleaning companies, one eager to sell the company, the other
wanting to buy a cleaning company. This way, NoCore generates a lot of market information which it
uses to serve the market accordingly. The programmers involved in the development of the software
applications are required to upgrade their knowledge skill to the newest technologies, if not they are
replaced within the company to another function. When the knowledge is not in house, employees find
the people or companies that incorporate that specific knowledge themselves. For instance some old
classmates or former colleagues which have specialized in that specific field. Here the employee
involvement is obvious. Since the owner has a financial background he is not capable of directly leading
this process, therefore someone that has the necessary knowledge base is trusted to run this
operational process where lots of freedoms for the programmers exists to develop new features and
test out new technologies. The owner is the face of the company and stays in control of the bigger
picture by analyzing the markets and discussions with entrepreneurial friends from outside the
organization as a sort of sounding board and advisory board. This is on a strategic long term perspective
and not on the operational level since these entrepreneurs are operating in totally different markets but
do understand the skill of being an entrepreneur. The discussion on the internal process of the company
and the asset configuration is summarized and represented with the help of Osterwalder’s (2005)
business model configuration and the Hardjono assets in Figure 19.
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Partnerships

Customer Relationship

Microsoft,
INFRASTRUCTURE
MANAGEMENT

PRODUCT

Co-Development,
strategic users Group,

Value Proposition

Capabilities

Value Configuration

Cleaning companies,
Employment Agencies

Channels
Network, industry
society

85-90% Market Share,
serving needs, complete
package, Focus on niche
market, flexibility
application,

Revenue Streams

Cost Structure
MATERIAL ASSETS
Acquisitions, Overhead,
Personnel costs, building,
hardware and software

Market Share
OwnsPartnerships
85%-90% of the
market and 60% is absolute
Outsourcing
of simple
necessary
to be
profitable,
newproduction
markets entry

Clear Goals
Employees are encouraged
to think of new features
and the use of new
technologies
Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

Strategic Plans
Acquisition of competitors,
Develop new products to
create value for customer
and conquer new markets,
advise from other
entrepreneurs

Customers

ERP ICT solutions

High technical knowledge,
specialty (niche), market
knowledge, innovative
power, cheap
programming abroad

CUSTOMER
INTEFACE

Cash Flow
Rents deliver enormous
investment risks, however,
larger returns and cash
continuity, no finance wit
working capital, external
finance

COMMERCIAL
ASSETS
Experience
It is difficult for the
customers to change or quit
the application, therefore
long relationships exist and
market knowledge created

SOCIALIZATION
ASSETS
Clear Hierarchy
Owner delegates to
knowledgeable people and
keeps the bigger picture in
tact

Renting software(3 year
but in fact for life), selling
software applications,
Service contracts, Updates,
Flexible rent

Price
Rent or sell of
components of the
Co-Development,
order
software application,
Long
request,
customer
term rent
morewants
profit but
supplier
closelonger
by,
ROI takes

Organizational Cohesion
Programmers help the
organization when they
need a specific
knowledge or skills to
Branding,
find it, Network

Inventiveness
New Technologies and
with
Production hours cooperation
(max 600 a
week),
supplier(Microsoft) and
Norms and Behavioral
Codes
customer for product
Employees are willing to
improvement
help another and
knowledge is shared

INTELECTUAL
ASSETS
Synergy
Employees willing to help
the company by finding
solutions and new
technologies to stay on top
of the market

Figure 19 Business Model and Asset Configuration NoCore
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Combining the forces of different companies by acquiring them into the NoCore business resulted in an
improvement of both development power as in efficiency. This economy of scale is the bases of the
successful financial position of NoCore, hence the selection of this corporation for this research. Big
investments in the production facility have been made to lower the production price of the service
provided. The center of gravity for this organization is in the building block capabilities, aforementioned
investments and focus on controlling costs or the operation are apparent and particular features of the
operational excellent organizations. The black hole approach becomes evident here, also in using, for
instance, the network of the programmers to enhance the knowledge base of the company. By
recruiting those programmers or just by making use of their services. This way adjustments to the
software are made and thus improving the product characteristics. Today, NoCore is developing a new
base for their software grounded in Microsoft technology, this big force in software industry is used to
create openings internationally with the help of their contacts. All forces used serve the common goal of
being more efficient with the resources, resulting in bigger margins and more customers. Another point
worth mentioning to support this claim is the outsourcing of programming activities to cheaper
countries, to lower production costs. The continuous improvement of the software package, the long
term relationship with customers, and the custom made solutions does show facets of other strategies.
These are subsidiary to the methods used to suck all surrounding forces to the company in order to be
more efficient and are reinforcing the most important building block of the internal process, the
capabilities, to the next level. This strengthening creates the competitive advantage which NoCore has
over their competitors and by continually improving will lead to a long term successful flow of cash.
The large investments in the production facility by means of knowledge acquiring and acquisition of
competitors to increase volume and market share in order to control costs per product are the reason
why the material assets are leading in the operational excellence strategic focus of the company. Small
prices need to be offered to the customers in order for them to order to the specific company, in fact, at
least 60% of the market needs to be captured to become profitable. The market of the company is well
known in order to survive, hence the secondary importance of the commercial assets, serving as a
reinforcement of the material assets. Also, NoCore has close contacts with its customers and new ideas
and cooperation follow from these relationship, most important is the market knowledge gathering.
Other important factors are the ability and freedom of the programmers to use outside companies for
specific knowledge chosen by those same programmers, and the fact that the owner delegated the
operational part of the organization due the lack in software programming knowledge, the first
argument being a clear social asset and the second an obvious intellectual asset management issue. The
company could hire personnel to do this programming but this would, in the long run, be more costly
than the approach used here. This decision is, thus, again based on strengthening the material assets. In
this organization, no form of rigidness or bureaucracy, as argued by Hardjono (1995) exists; the
company has and will keep on focusing on controlling the costs. This is especially true since the
CEO/owner has a financial background.
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6.2

Product Leadership

Vision Dynamics
Vision Dynamics focuses on business consultants, PhDs, which learn to become entrepreneurial skilled
developers. They are seconded to big organizations like TNO and ASML where they experience working
together in teams and further enhance their entrepreneurial capabilities. Besides that, they get the
opportunity to start up companies based on their newly developed ideas within the holding of Vision
Dynamics. The company has grown to 40 people at the top of their operations several years ago, but is
now slunk to 20 employees due to the credit crunch and its aftermath.
Vision Dynamics sells its offering with the help of the network of the owner; this network has been
running for a decade and is based on earlier experiences with each other and mutual trust. The
employees are all well educated as they hold their PhD diploma. Here the focus on the value proposition
within this organization becomes very obvious. Without the network these people would not as easily
get their jobs in big companies like ASML and TNO. The profit made from lending its employees to other
companies, 30% of revenue, is used to experiment with new technologies in order to develop
intellectual properties and even start up own companies within the holding. Currently none of the startup companies are generating profit, nevertheless, in the past profits have been made using this method.
Several intellectual property rights have been requested and acquired during the past 10 years; these
IP’s should serve as the basis of the new startup companies. Employees should generate money in 70%
of their activities being consultants and in the remaining 30% they are able to develop experimental
techniques using their knowledge and creativity, or attend business related classes or courses.
Partnerships with TIAS Nimbas business school is used to enhance the fore mentioned entrepreneurial
and business knowledge and skills of Vision Dynamics employees. Other universities, or professors, are
being used to create awareness in the scientific field from which future employees are generated. The
choice between investing in these best ideas for start-up or cash payment to all employees is left to the
workforce itself. The owner does not see himself as the leader but more as a facilitator in the entire
process. Also, these contacts serve as sparring partner for creative new ideas and are important for the
owner in breeding market insights. By creatively using government grants for new business ideas, Vision
dynamics is always capable of generating sufficient cash for company continuation. In Figure 20 the
business model configuration following Osterwalder (2005) is depicted as is discussed above including
the asset configuration.
The entrepreneurial PhD business consultants offered by Vision Dynamics is the main reason why this
company is successful, thus proposing value to its customers is the center of gravity in this organization.
As stated before, the network is a key factor in the existence of the company, without it there would not
be a continuous revenue stream which could lead to negative consequences for the company in the long
run, hence the importance of the distribution channel of the organization. Creativity is also crucial in this
company, without the opportunities for the workforce to startup new companies, there would be no
room for these creative thoughts. Relentlessly pursuing new solution to the problems that their own
latest product or service has just solved and thus continuously creating new markets is what the
company strives for, as a true product leader befits. By doing contract work at the customer, enough
cash is generated which, in turn, is used by the employees of Vision Dynamics to further develop their
ideas. This argues in favor of the claim that employees are enjoying a great deal of organizational
flexibility. When the choice of a new start up is made, time, money, and effort are combined to reach
the ultimate goal of a profitable company. Just like in the solar system approach the planets are kept on
a certain distance, the same gravitational force is held with the customers, the employees, and partners
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like universities. All should benefit the company in its goal which is creating more valued entrepreneurs
for the market.
The intellectual assets are the starting point of the desired asset configuration, the high degree of
knowledge offered to the customers, new product ideas are generated as well for startup purposes in
order to guarantee survival as a product leader company. Without the assets on new knowledge or skill
creation and the organizational readiness to cope with continuous innovations and the creativity in
finding new customers would be useless. This could, in turn, be inverted as well, without the necessary
socialization and commercial assets, an outstanding presence of intellectual assets would be useless. For
instance the cohesion between the members to give up their bonuses in order to start up companies
and the continuous search by these employees for these business opportunities stresses the point of the
importance of the socialization assets in the case of product leaders. Furthermore, without the network
of the owner, the company would not be able to place employees at customers, thus the knowledge of
the organization can be the best in the business, without the proper network this would not be utilized.
In all the assets reinforce the main asset, in this case the intellectual asset, in order to grow as a
company and become more competitive. This is in line with the arguments of Hardjono (1995), however,
the other claim of this author relates to the ever changing focus of the organization as time goes by.
Here, a mismatch between that statement is obvious; the company has and will stay focused on the
intellectual part of the organization.
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Partnerships

Customer Relationship

TNO, ASML,
Universities, TIAS
Nimbas

INFRASTRUCTURE
MANAGEMENT

CTO, Long term, trust,
CUSTOMER
INTEFACE

PRODUCT

Value Proposition

Capabilities

Customers

Business consultants
(contracts), idea
development and startups

PhD educated
employees, technical
knowledge

Value Configuration

Channels
Network

Entrepreneurial skills,
experimental technologies,
Intellectual Properties, 70%
business consultancy, 30%
experimenting, MBA class

Revenue Streams

Cost Structure
MATERIAL ASSETS
60% direct costs, Low
Overhead, Personnel
costs, building rent and
laboratory

Cash Flow
90% of profit spend on
start up technologies, No
profit taxes, creative use
of grants to double
investment potential

Market Share
ThreePartnerships
large customers,
number of consultants
Outsourcing
of simple
changes
in time,
finding
production
customers
for new product
ideas

COMMERCIAL
ASSETS
Experience
Network of owner is used to
enter or capture the market,
mutual trust is important
feature

Clear Goals
Employees are encouraged
to think of business ideas
for new companies

SOCIALIZATION
ASSETS

Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

Strategic Plans
Entrepreneur development of
workforce by TIAS classes,
start-up companies,

TNO, ASML, Fei

Clear Hierarchy
Owner more facilitator
than authoritarian leader

Figure 20 Business Model and Asset Configuration Vision Dynamics
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Price
Consultants are seconded
and startup companies
Co-Development,
order
funded by these
revenues
request, customer wants
supplier close by,

Organizational Cohesion
Workforce behind
initiatives of start-up,

Branding, Network

Inventiveness
Employees are
Production hours motivated
(max 600 a to develop
week),
new ideas for start-ups,
Norms and Behavioral
Codes
solving problems at and
Employees are willing to
together with customers
help another and
knowledge is shared

INTELECTUAL
ASSETS
Synergy
By brainstorming with
entire workforce best ideas
for startup are appointed,
Profit is invested in startups and not paid on
initiative of employees

Net profit 30%, 100%
business consultancy, 0%
experimenting and startup, approximately 1.5
million euro/year

Ebben
Ebben is a tree grower with 150 years worth in experience, a true family company employing 60 people
depending on the season. The last years the company has grown considerably, from a 7 million turnover
7 years ago to 15 million this year, half of which is generated by sales abroad. The company pursues the
goal of acting as a trendsetter in the market, by anticipating on what the future will bring. Besides the
tree grower business, Ebben has three garden centers in their holding.
Ebben tries to position itself as a knowledge center, when a potential customer comes into contact with
the company, a landscaping architect gets involved to best suit the customer’s wishes. For instance,
advice on the tree selection is given based on the desired color schemes requested by the customers.
This approach is ventilated with the help of books designed by the company, visits, presentations on
conferences, and supporting sustainability events. The aforementioned argues in favor of the focus
being on the value proposition of the product leader in terms of business model configuration. Out of
the box ideas, like contacting polo clubs or the millionaire fair are also used to reach potential
customers. This is a shift towards individual selling and not to B2B selling; this is done for publicity and
networking reasons. Another point Ebben is focusing on more and more is after sales, with their 20
salespeople a lot of improvements are and can still be made. Ebben has long relationships with their
customers, a trend that is often done today is ‘contract growing’, where Ebben grows the tree for three
or four years before the tree is actually planted in the designated place. Holding an environmental
approval mark in terms of sustainable growing of trees, delivers an added value compared to smaller
tree growers. These smaller companies do not have this certificate and, therefore, municipalities are
obligated to buy such trees at Ebben due to governmental regulations regarding sustainability. The cost
structure is relatively straight forward, aside from the large transport costs, and the larger overhead
costs compared to smaller competitors. The pricing strategy is dependent on the market and on the
knowledge of the seller, what price can be asked for that specific order is an outcome of these
understandings. This becomes especially interesting when, for a certain order, trees are bought at
competing tree growing companies. These companies can act as customers of Ebben one day and as
supplier the next; therefore they can also be seen as a partner of the firm. Reasons may differ from the
price given by the competitor being smaller than the cost price for own grown tree calculated by Ebben,
to simply not having enough trees to suffice the order request by the customer. Keeping an
entrepreneurial and innovative approach on the whole company, it focuses on the value proposition
within the internal process of the organization. When 30-50% of the business is with governmental
institutions, there is a good base of continuity in income, they do, however, mostly pay too late. Below
the configuration of the business model is shown in Figure 21 which serves as a bird’s eye view of the
company’s internal process together with the distribution of the assets.
Ebben tries to create new markets by for instance; contract selling, attracting customers by B2C selling,
new exotic tree breeding, or by demonstrating their products in out-of-the-box ideas like with the help
of a landscaping architect. Ebben’s most important building block in relation to the business model is the
value proposition, here the difference or competitive advantage is created compared to the competition
in the market. In all this value proposition is the center of gravity in the organization of this product
leader company. These attributes of Ebben are the reason they focus on product leadership, with the
corresponding approach of the solar system. Ebben being the heaviest luminary with their market
leadership, results in other planets, or companies, to circle around it. An example is making use of
smaller tree growers products or services when needed by Ebben for a certain project. Creativity within
the entrepreneur is also the reason why they often move first in the market, for instance the color
schemes wished for by customers and Ebben’s assistance in developing the plan, or the big attention
towards sustainability resulting in being the only tree grower with the right certifications for
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governments to buy their trees. Thus customers are more or less dependent on the products of Ebben,
thus acting as smaller planets circling the sun. Overall the external focus of the company is of major
importance, especially their value proposition; here a great amount of flexibility is necessary as well. The
company is currently also focusing on reducing costs in their process, an attribute belonging to the
operational excellence strategic focus, it is however important to the company that these costs do not
get out of hand, making it of subsidiary importance compared to the product leadership strategy it is
pursuing. Due to this strategy and the use of the other building blocks of the internal process, Ebben is
found to be a very successful company in relation to its financial position.
The intellectual assets are the starting point of the desired asset configuration, the high degree of
knowledge offered to the customers, Ebben perceives itself as a knowledge center for their customers.
For instance, new product ideas like foreign tree growing are experiments of the company, and the use
of landscaping architects to assist the customer in their choices is incorporated in order to guarantee
survival as a product leader company. Without the assets on new knowledge or skill creation and the
organizational readiness to cope with continuous innovations and the creativity in finding new
customers would be useless. The company has a great market share and creates power towards
competitors (buying power) and towards the customers demanding a great number and variety of trees,
here only one supplier needs to be used instead of several suppliers. This power has influence on both
the prices given to competitors as asked to customers. This could, in turn, be inverted as well, without
the necessary socialization and commercial assets, an outstanding presence of intellectual assets would
be useless. The company has not shifted its phase over time as is claimed by Hardjono in 1995. It is
focused on continuously offering the best proposition to its (potential) customers and has done so as it
grew like is discussed by Greiner (1979) over time.
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Partnerships

Customer Relationship

Competitors
INFRASTRUCTURE
MANAGEMENT

PRODUCT

Helping with solutions,
long term relations,

Value Proposition

Capabilities
Landscaping architect,
Product knowledge,
entrepreneurial skills, ICT
order system, ISO
certified

CUSTOMER
INTEFACE

Customers

(large) trees

Municipalities
(government),
Contractors,
Developers,
Competitors

Value Configuration

Channels
Tree books, flyer, website,
(international) conferences,
out-of-the-box ideas like
polo clubs, individual selling
to broaden network,
sustainability projects,

Growing trees, Market
leader, sustainability,
entrepreneurial spirit
(innovative), knowledge
transfer

Revenue Streams

Cost Structure
MATERIAL ASSETS
Personnel costs,
Transport costs,
Growing costs,
Overhead

Market Share
Largest
in the market,
Partnerships
creating power towards
Outsourcingand
of simple
competition
customers
production

Clear Goals
Sale of the trees

COMMERCIAL
ASSETS
Experience
Family company with great
experience and customer
base

SOCIALIZATION
ASSETS

Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

Strategic Plans
Position as knowledge
centre, rare tree growing,
certifications to attract
certain customers

Cash Flow
Trees only grow in
value , governments
always pay but late
(30-50% of business)

Clear Hierarchy
Owner creative and great
entrepreneurial skills

15 million (half
abroad), contract
growing, Price
dependent on market

Price
Due to power in the
market strong position
Co-Development, order
request, customer wants
supplier close by,

Organizational Cohesion
Creative thoughts
carried out by
employees
Branding, Network

Inventiveness
Landscaping architect,
designed
to
Production hours books
(max 600
a
week),
appeal to customer,
Norms and Behavioral
Codes
millionaire fair
New ideas are
implemented, used to
these propositions

INTELECTUAL
ASSETS
Synergy
Company focused on being
the best and the most
innovative, organization is
well equiped to cope with
these circumstances

Figure 21 Business Model and Asset Configuration Ebben
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Fluxana
Fluxana analyses objects for the industry with the help of X-ray techniques, finding out what the
ingredients of the specific object are. They also manufacture material suited for the customer’s
demands. Starting 8 years ago Fluxana now has 21 people working for them turning over about 3 million
a year. The company leaped into a market gap where no company existed that explained and
demonstrated to potential customers how they could use this technology in favor of their operations.
There are some companies that try to copy the concept of Fluxana but by continuously adding new
products and new ideas give them a unique position in today’s market.
Customers are in the global producing industry with products like cement, steel, glass, ceramics, and
petro-chemical. Besides these kind of companies, Fluxana also delivers services to authorities like the
police, thus, one might argue that they have a very broad customer base. Companies looking for
methods to control quality exchange their knowledge and skills on user meetings, and it is in these
meetings full of potential customers where Fluxana presents her solutions. Another channel is the
internet; customers are searching for solutions to their problems and contact Fluxana for solutions. A
dealer network exists in several countries that act as a re-seller of the Fluxana products. There are also
three sales people active in the worldwide market, they are not just salespeople as they have to monitor
the market as a whole. These distribution methods are of key importance in the business model of
Fluxana, without proper channels, no customers would be contacted and no products or service would
be sold. Newsletters are sent to the customers and visits to the company are made possible where
customers and Fluxana exchange information. For the most part the decision makers are the contacts
with which they do business, since sales people do not have the necessary technological background for
this. Price is not an issue for these people as for the service being so special and unique. The knowledge
and skills of the products Fluxana produces themselves or act as a dealer for large producers are
capabilities that add value for the customers because we deliver solutions to them. Quality is of great
value for the company, therefore an ISO certification is being administered currently. By working with
customers and finding solutions to their problems, the knowhow existing within Fluxana is growing.
Furthermore, due to the fact that the customers come to them for solutions, Fluxana stays on top of
market changes. With this knowhow, Fluxana is about 5 years ahead of potential competitors aspiring to
do the offer the same sort of services and products; this first mover advantage creates opportunities in
returning good margins. Service is provided to the customer guaranteeing them assistance if needed,
here the long term relationship between the customer and Fluxana becomes evident; they benefit and
learn from each other. In all the center of gravity in the Fluxana organization lies in the value proposition
towards the customers. Fluxana asks customers to pay in advance and if they are reluctant the option
for receiving a bank guarantee is given. Here the customers are warranted that they either get the
service or product they ordered and if irregularities do occur the customer is guaranteed a complete
money back refund by the bank. The discussion on the internal process of the company is summarized
and represented with the help of Osterwalder’s (2005) business model configuration and the asset
distribution by Hardjono (1995) in Figure 22.
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Partnerships
Producers, re-sellers,
INFRASTRUCTURE
MANAGEMENT

PRODUCT

Value Proposition

Capabilities

Customer Relationship
Potential customer
meetings, Decision makers,
CUSTOMER
Working together on
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users, meetings, internet,
re-sellers (dealer network,
sales people, newsletter,
invites to Fluxana
Revenue Streams

Cost Structure
MATERIAL ASSETS
Cash Flow
25% discount to re-sellers,
advanced payments by
customers, bank guarantees
in return, 10% bad debt,
Always 100.000 in cash

Market Share
OnlyPartnerships
company offering
solutions and knowledge in
of simple
the Outsourcing
market segment
production
(monopoly)

COMMERCIAL
ASSETS
Experience
Customers by up selling and
cross selling, re-sellers

Clear Goals
Stay on top of market with
knowledge and solutions

SOCIALIZATION
ASSETS

Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

Strategic Plans
Knowledge centre, Top
segment and certification
(ISO)

Clear Hierarchy
Owner leading and
motivating to stay on top
of market

Price
Price is not an issue
because customers need
Co-Development,
order
the information
and can
request,
customer it
wants
only generate
via
supplier
Fluxanaclose by,

Organizational Cohesion
Wanting to generate
knowledge

Branding, Network

Inventiveness
Knowledge generation
finding
Production hours by
(max
600 a solutions for
week),
customers and, in turn,
Norms and Behavioral
Codes
this is used for other
New ideas are
companies
implemented, used to
these propositions

INTELECTUAL
ASSETS
Synergy
Company focused on being
the best and the most
innovative, organization is
well equipped to cope with
these circumstances

20% own producer,
dealer , 25-50%
margin, 3 million euro
a year

Figure 22 Business Model and Asset Configuration Fluxana
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Fluxana is continuously developing new knowledge and skills which they can offer to their customers,
these customers keep and are deliberately held close to the company due to these developments, and
its corresponding value added attributes. The center of gravity lies in the value proposition of the
company due to its best in the market techniques and features. The customers do not want to miss new
innovations that would, in turn, benefit their competitors. In a way all customers and potential
customers levitate around Fluxana and are kept on the required distance by Fluxana’s ‘gravitational’
force. The co-development with customers and the resulting new ideas are marketed to other potential
customers quickly to benefit from the time and resources invested in the open innovation. After an
innovation is made, new solutions for customer problems are solved and perhaps new problems arise
from the solution, here, the continuous pursued of new solutions to problems is becomes obvious. And
the other building blocks are thus reinforcing the value proposition of this product leader company.
Sometimes the solutions are the replacements of the earlier developed solutions by Fluxana, but the
uninterrupted search for new markets or creative new solutions for the market show the drive to stay in
front of the competition. Hence, the clear product leader strategy with its corresponding solar system
approach. As stated before, in the building block configuration of the business model, the block value
proposition is of most importance.
Fluxana is a knowledge centre and therefore the intellectual assets are the starting point of the desired
asset configuration, the high degree of knowledge offered to the customers, new product ideas are
generated as well innovative solutions for the customer problems. It is, however, important that the
employees act as a team to reach the goal of being on top of the market in terms of knowledge, hence
the socialization asset is also important since it strengthens the intellectual assets and thus the
competitive position in the market in which Fluxana is active. Another important facet is the methods
used to enter new markets or further develop the share it currently has in its market, here these abilities
reinforce the intellectual assets since the knowledge gained by adding new customers and solving their
problems by assisting them are used to further develop the abilities and knowledge base of the
company. It is with these facets which improve the intellectual assets of the company and these can and
will be used to acquire new customers active in the same market as the current customer or they might
be active in a entirely different market and thus this market can be entered. The price that can be asked
and the margins that are parallel to the price are a result of the aforementioned configuration. In all the
company stays focused on the further development of their intellectual assets when it surpasses the
growth phases as described by, amongst others, Greiner in 1979. This is contra dictionary to what
Hardjono (1995) argued that companies would change their focus over time.

Thissen
Thissen Hydrokultur is a interior plant grower and seller to garden centers and direct sales to offices.
These plants are delivered together with Thissen’s Hydrokultur product which takes care of the plant for
a longer period of time concerning water supply and residuals care. Operating from three different
locations and occupying 24 employees Thissen revenues between the 2.3 and 2.8 million euro a year,
15% of this turnover is due to servicing activities. Customers of the Hydrokultur product are also
competitors in selling interior plants.
This company tries to sell its products based upon the proven power that the presence of interior plants
on the work floor provides better workforce motivation and that, in turn, will result in an improvement
in employee productivity. Based upon this principle and the fact that its Hydrokultur unburdens the
maintenance of the plants, Thissen tries to attract customers. Here the most important facet of the
internal process of Thissen becomes clear, the value configuration. In order for this message to come
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across the distribution channels chosen are important, hence, the awareness of this information does
not grow in the potential customers by itself. By physically showing the product to its potential
customers and explaining the benefits, Thissen expects to increase sales. The company’s competitors in
the business of interior plants use the Hydrokultur product as well, further broadening the awareness of
the effects accompanied by the plants presence in offices. In a sense, the products and services are
pushed onto the market, 80% of the revenue is generated by Thissen comes from 20% of their
customers. Personnel costs are 30% of Thissen’s cost structure, another important cost factor are the
heating costs. Which are much more expensive in Germany than in surrounding countries, therefore,
alternative heating sources have been found to serve as a control on costs. The personnel are flexible as
is the entire production process, where the actual value is added to the product during the growth
process of the plants. The quality of the end product is another great value adder, the Hydrokultur being
the best product in the market. Additional service can be purchased, like watering the plants, this is
partly outsourced, and depending on the service required, to other companies specialized in this area.
The owner has the most important knowledge only by himself, the rest of the company is structured by
having two experts that control their part of the business, both master educated. The workforce,
although flexible, has not become one big happy family. This would be to great of a compliment, they
do, however, show great productivity and so one presumes they are quite happy with the operation.
The owner is a good listener to its workforce but in the end he is the one calling the shots in the
organization. If he wants something to be done without the support of his employees it is still going to
happen. Most of the time these situations are solved with a good conversation between the people. The
previous elaboration on the company’s internal process is illustrated in Figure 23, following the business
building blocks suggested by Osterwalder in 2005 and the asset configuration of Hardjono (1995).
As mentioned the value proposition of Thissen suffers the greatest importance, as for their customers
they need the Hydrokultur product for their plants simply because it is the best product available. In a
way, Thissen juggles with their competitors and customers like in a solar system, keeping them close but
distant at the same time, without collisions with or between competitors. Although they only have 10%
of the market, they are very influential in the market due to their Hydrokultur product. Creative
entrepreneurial activities like with the promotional bus are important for the company or the
supporting activities where the effects on workforce productivity are stressed. Also new plants are
tested at the company in order to enter new markets or simply to stay in front of the competitors. Also
partnerships are made to take care of the plants, and other plant growers. These building blocks
reinforce the value proposition of the company.
The knowledge of the owner in terms of product knowledge and the resulting best in the market
product is what is most important in this company, therefore the intellectual assets are the starting
point of the desired asset configuration. New product ideas like the use of different plants and service is
provided to the customer to best take care of the products. These solutions are generated in order to
guarantee survival as a product leader company. Employees are consulted and have the ability to
develop or improve the product or the organization, but in the end the owner is the one holding the
risks of enterprising and has, therefore, the final say in what will happen. The workforce is flexible in its
operation but cannot be seen as a big family, these last points are of socialization matter and have
importance to the company building on knowledge. The material assets results from the fact that the
company has the best product in the market and can therefore afford to price the products in such ways
a good margin can be made. The fact that the product improves productivity tot the employees working
near the plants is the selling point used to potential customers. This message is delivered with the help
of different media like magazines or product presentations. Hence the commercial assets come in play
where the market share and the ability to conquer new markets is the goal of these actions.
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Partnerships

Customer Relationship

Interior plant growers,
outsourcing service

INFRASTRUCTURE
MANAGEMENT

PRODUCT

70% contact with owner,
30% sales and purchase
departments, negotiate
when problems arise

Value Proposition

Capabilities

Customers

Long lasting Interior
plants, hydrokultur

Workforce/
production flexibility,

Value Configuration

CUSTOMER
INTEFACE

Other interior plant
growers (competitors),
Interior designers,
garden centers, offices
Channels

Best product, Quality
and Service, Value
creation by growing,
10% market share

Competitor-colleague,
Promotion bus,
International Landscaping
Organization,

Revenue Streams

Cost Structure
MATERIAL ASSETS
30% Personnel costs,
Heating,

20% customers 80%
revenue, 2.3-2.8
million, 15% service

Cash Flow
Linking length of an
external loan to the time
of depreciation, no profit
taxes, local supplier but
10-15% more expensive

Market Share
10% Partnerships
market share,
demonstrating product
Outsourcing
of simple
creates
new clients
and
production
improves
market share

Clear Goals
Best quality to stay on top
of market with knowledge
and solutions
Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

Strategic Plans
Best product quality,
informing potential
customers of added value
for employees

COMMERCIAL
ASSETS
Experience
Proven power of productivity
increase is presented

SOCIALIZATION
ASSETS
Clear Hierarchy
Tasks are divided to
experts they are in control
of their parts, Owner last
call if necessary

request, customer wants
supplier close by,

Organizational Cohesion
Flexible workforce, not a
´family´ but good
productivity
Branding, Network

Inventiveness
Delivering service to
Production hours customer
(max 600 a to bind them,
week),
new plants tested,
Norms and Behavioral
Codes
important knowledge
New ideas for product
only at owner
use are implemented,
workforce can give input,
owner decides what
happens

INTELECTUAL
ASSETS
Synergy
Product for sale is the best
in the market in terms of
quality, makes the
workforce proud

Price
Best product in the
market gives good price
Co-Development,
and margin order

Figure 23 Business Model and Asset Configuration Thissen
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6.3

Customer Intimacy

Plastic Team
Plastic team is a distributor of plastics, buying large volumes from big worldwide plastic producers and
keeping these materials on stock in order to sell the product to their customers in Germany. Of course
value is added to the product as it is cut into the size demanded by the customer and delivered
wrapped. 14 people are currently working at the company started by five colleagues in 2006. Last year
turnover was 7.5 million euro and growing this year to approximately 10 million euro, 20% of which is
based on contracts, the rest is considered daily business and orders.
By giving advice to customers about the best material to use, and thus solving their problems, Plastic
Team generates orders from these same people. Hence the focus on the customer relationship building
block in the business model. Besides this consulting part of the business, Plastic Team co-develops with
its potential customers as well. Of course, these consultations do not cost the customer money and is
perceived as part of the manufacturing part of the business which consists of 30%, compared to 70% in
distribution. While adding more value for the customer in the manufacturing process, this results in a
higher profit margin on the goods sold. In the plastics market there are three fields in which to operate;
building, advertising, and industry. Plastic Team decided to operate only in the last two markets,
because the building market was collapsing the time the company was starting up. In total about 1000
potential customers exist in Germany, Plastic Team start their new customer acquisition process by a
research on potential customers and try to get an appointment with them thru phone calls and
information packages. From there on the potential customer tries to find references in their network to
see if Plastic Team delivers good quality product for a reasonable price, and, last but not least, if they
deliver on time. Finally a long term relationship will arise if the things are done right, after that, Plastic
team tries to use its customer base to broaden their scope, both internally within the customer as with
other potential customers. Sometimes the plastic producers are contacted to develop, or innovate
towards new products, these wishes come from the end-user, our customer, thus partnering with their
suppliers. In Figure 24 the business model and asset configuration is depicted as discussed here.
Focusing on the customer relationship, the center of gravity of the internal process of this business,
Plastic team tries to enter potential customers by giving them advice on how to solve problems with
polymers and then explaining that they could also deliver the service, these are capabilities the company
has used to configure value for the customer, thus, these building blocks are reinforcing the center of
gravity. Or by co-developing with their customers, which means they already infected the customer with
their interests or products and services. In the long run, Plastic team tries to infect the customer in such
a way that it will not be easy for them to switch to another supplier, due to the customization of the
type of material used in combination with the shapes it was cut into. Besides, creating dependency at
their customers, Plastic team also tries to use the current customers to further evolve and transfer its
offerings to other potential customers, showing competitors of customers what they have done for that
specific company. This method of distributing the ‘virus’ to other potential customer or markets is also
reinforcing the customer relationship building block, since the customer base is enlarged or deepened in
order to generate more revenue from the company. A small footnote should be made in the fact that
plastic team uses suppliers and their internal knowledge base to configure value for the customers,
properties belonging to companies pursuing the resource enrichment focus, this is, however, far less
important than the before mentioned attributes clearly stressing the customer intimacy strategic focus.
It is a very clear proposition of this research where these parts of the internal process are optimally used
to spread and intensify the virus at the customer and thus extrapolating business at existing customers
or starting up business at entirely new customers or even in new market segments.
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The combination of the five owners and their ability to generate products and services for their
customers that are specific for the demands and wishes of the customer is the strength of the company,
the commercial assets are thus most important here. Especially, since the organization is equipped to
enter new markets and have close relationships with their customers to best help them in their wishes
and demands. When they have acquired a new customer, Plastic Team is able to keep the customer for
a longer period of time due to smart entrepreneurship (infection) and building up trust. Operating in a
niche market where product and material knowledge are necessary gives the company intellectual
assets. Without this knowledge the customer would not be acquired, thus, this intellectual asset is
strengthening the commercial power of the organization. Third important in the asset configuration of
companies striving for customer intimacy is the material asset. This asset is developed by the
dependency of the customer on the offerings of the firm, creating more dependent customers will lead
to an increase of the revenue and the profits, thus creating cash. In all the arguments about
effectiveness mentioned by Hardjono (1995) are found to be valid, nevertheless, the suggested market
myopia or tunnel vision of an organization operating in customer intimacy has not been found. This
company, although relatively young of years, has continuously focused on the same customer
relationship. The claims that the organization changes phases over time meaning that the organization
doesn’t know how to walk alternative paths or simply doesn’t even see them (Hardjono, 1995) is found
not to be the case in the Plastic Team company.
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Partnerships

Customer Relationship

World Wide plastic
producers

INFRASTRUCTURE
MANAGEMENT

PRODUCT

Product advise
(Consulting), CoDevelopment, Research
by phone and visits, long
term,

Value Proposition

Capabilities

Customers

Tailored plastics

Product knowledge

Value Configuration

Cost Structure
MATERIAL ASSETS

Market Share
WithPartnerships
products delivered
customers need to come
Outsourcing
of simple
back,
production

Clear Goals
Deliver time, product
quality, customer comes
back, one market segment
operational
Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

Strategic Plans
High product knowledge
to advise and produce,
for customers these
products are unique and
follow up orders are
placed

Advertising and
Industry, 1000
potential customers in
Germany
Channels
References, Network,
Information packs, Direct
contact, Make use of
current customers, expand
product range within
customer

Product quality,
Delivery time, Product
price, innovation

Machinery, Raw
material; stock (1
million euro),
personnel

CUSTOMER
INTEFACE

Cash Flow
Linking length of an
external loan to the time of
depreciation, no profit
taxes, local supplier but 1015% more expensive,
capital 150.000
COMMERCIAL
ASSETS
Experience
Advising potential customers
and later taken in their
orders, co-development, use
customer base to acquire
new customers

SOCIALIZATION
ASSETS
Clear Hierarchy
5 owners each with other
specialty in the
organization

Price
Competitive price despite
simple production steps
Co-Development,
order
still good margin
request, customer wants
supplier close by,

Organizational Cohesion
5 owners all working for
company and own
benefits
Branding, Network

Inventiveness
Development of new
Production hours products
(max 600 a for client
week),
specific demands
Norms and Behavioral
Codes
Internal communication
between owners

INTELLECTUAL
ASSETS
Synergy
Co development with
worldwide suppliers

Revenue Streams
70% Distribution, 30%
Manufacturing (margin 2324%), 7.5 million euro / year
and growing to 10-12 next
year, 20% contracts- 80%
daily business

Figure 24 Business Model and Asset Configuration Plastic Team
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Derks schilders
Derks is specialized in painting industrial facilities, particularly for those organizations acting in either the
pharmaceutical business or in the food industry. Growing from 12 people in 1985 to 45 in 1996, today,
however, Derks has 15 employees. Besides this niche market, Derks also serves the normal house
painting industry with a couple of employees. After the bankruptcy, owner Derks has restructured his
company majorly, bad employees were dropped and responsibilities were placed downward towards
the employees doing the actual work, the painting.
Derks customers are those with high technological demands for their paint in terms of hygiene and
protection, which can be found in laboratories and at universities. With the help of the skills and
knowledge of products (e.g. paint) to be used and the procedural measures the painters have to take
into account, Derks positions a unique combination of added values to its customers. Therefore there is
no competition in the offerings of Derks in today’s market. For instance the hygienic paint jobs, where
certain proteins or bacteria may not stick to the environment, here the specialty of Derks is necessary.
To execute this work, the employees need to understand the protocols required for the tasks and
execute them accordingly. Most important here is the fact that Derks advices customers or potential
customers on which technologies to use, or how to create a better work atmosphere with the help of
cheerful color schemes, or how they can create long term profit from the paint investment, and on how
flexibility in the operating methods of the painter can give added value to the customer (e.g. shorter
production facility downtime due to painting maintenance). The contacts within the customers
organization differs from the technical experts to the human resource employees, both groups vary a
great deal in their opinion of the work done by Derks. This difference takes, in turn, specific approaches
when speaking to them, emphasizing either the benefits for the workforce or the advantages for the
machinery and factory. Trust, however, is very important, for instance, when the team makes a big
mistake the insurance is not able to cover all costs. Since the customers are large companies the damage
would run in the millions, an amount not payable by Derks and a claim would automatically result in the
bankruptcy of the company. Thus, in order to work together the customers should trust Derks not to
make mistakes. The revenues are based on the hours worked at a certain project or the contracted
amount, depending on the difficulty, material and, of course, personnel requirements. Long term
contracts are difficult in this business, most of the time the customers do not want to commit
themselves to such an agreement, what happens is that a co-working arrangement is disclosed in order
to state each other’s willingness to cooperate together. Within the house painting projects, a monthly
payment is asked and periodical checks are done so that the customer does not have to worry about its
paint job. In total all overhead and material costs may not exceed 11 euro per declarable hour, where a
10% profit on revenue is normal for Derks. The house painting business is only there due to historical
reasons and due to the fact that it keeps the name of Derks known in the region, mouth-to-mount
advertising is thus of major importance for Derks. An important partnership exists with two friends who
both own a painting company, employees are exchanged temporarily when projects ask for, for
instance, more manpower. This emphasizes the workforce flexibility, also, employees have the
responsibility of mapping out their own working hours best suited for the customer at hand. Innovations
are also coming from suppliers, working together in finding the best solution for a problem Derks
encountered at their customers. Below the configuration of the business model (Osterwalder, 2005) and
asset configuration (Hardjono, 1995) is shown in Figure 25 which serves as a bird’s eye view of the
company’s internal process.
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Partnerships
Two painting company
owned by friends of
Derks, suppliers for
innovations

INFRASTRUCTURE
MANAGEMENT

PRODUCT

Value Proposition

Capabilities

Customer Relationship
Suggest improvements
(Technologies, work
CUSTOMER
atmosphere, Hygiene,
INTEFACE
Flexibility, Long Term profit),
Long term Co-working mutual
willingness to cooperate, trust
Customers

Industrial specialist
painter

Workforce procedural
skills and knowledge,
Product Knowledge,
workforce flexibility
Value Configuration

Channels

Technological demands,
involvement due to;
responsibly lies with
employees , Innovative
techniques

House painting
activities, Branding,
Mouth-to-Mouth,
entrepreneurial
associations
Revenue Streams

Cost Structure
MATERIAL ASSETS
85% Personnel costs, `15%
overhead, materials (e.g.
paint), and Cars; not more
than 11 euro / hour

Cash Flow
Hours worked exceeds of
10-15% of contracted, After
bankruptcy cash flow better
in order, pay for mistake
means bankruptcy, 10%
profit

Market Share
WithPartnerships
products delivered
customers need to come
Outsourcing
of simple
back,
small player
but very
production
exclusive
offering

COMMERCIAL
ASSETS
Experience
Specific potential customers
with ditto needs are advised
and solutions offered to
acquire them as customer

Clear Goals
Product quality, high
procedural standards, time
schedules

SOCIALIZATION
ASSETS

Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

Strategic Plans
High knowledge gives
added value to customer

Pharmaceutical
companies, Food
industries, laboratory,

Clear Hierarchy
Owner responsible and
close to employees,
employees lots of
freedom in their
operations

Pay by the hour worked,
Co-working arrangements
for projects, contracts
with consumers with
monthly payment,

Price
Niche market with
procedures and product
Co-Development,
order in
knowledge results
request,
higher customer
marginswants
supplier close by,

Organizational Cohesion
Employees speak their
mind and have the
freedom to plan their
own work
Branding, Network

Inventiveness
New solutions developed
(paints or
Production hours for
(maxcustomers
600 a
week),
planning or procedures)
Norms and Behavioral
Codes
Internal communication
between owner and
employees very open

INTELLECTUAL
ASSETS
Synergy
Co development with
suppliers and customers
and employees

Figure 25 Business Model and Asset Configuration Derks
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The relationship with the customers of Derks is of most importance, and is the center of gravity of their
internal process, it is crucial that a considerable amount of trust exists between the companies, and,
above all, Derks convincing power towards the customers must be great. Else no customer would try or
test the solutions provided to the customer. Most of the time the (potential) customer doesn’t even
know of the improvements that Derks can offer, stressing the value of a good customer acquiring skills.
In terms of the business model the customer relationship building block is the most important, this is in
compliance with the suggested approach for companies with a customer intimacy focus. Here the
methods used by Derks can be compared with a virus, Derks first needs to get into contact with the right
carrier, or company that can be infected with the offerings of Derks. When this carrier is found a lot of
effort will go into the actual contamination of the ‘victim’. Hence the numerous contacts and the
importance of the persuasive power of Derks. By pointing out the advantages that the customer can
gain from the cooperation, the offerings are infected in the company processes. Here the capabilities of
Derks and the configuration of value by means of these knowledgeable capabilities are used to reinforce
the customer base and thus the customer relationship building block. After successful infection the
offerings are being spread into other divisions or other facets of the company in which Derks can place
its services. When all this has resulted into a success, Derks tries to infect other companies of suitable of
carrying the offers presented by Derks, this distributing of the offering is thus strengthening the
customer relationship block. In finding the right mixture of skills and knowledge with suits the possible
victim, Derks combines its capabilities, like in the thunderstorm approach to a well defined offering,
therefore, the value configuration block is also of relevance but is subordinate to the customer
relationship building block.
The commercial assets are most important here, this is in line with what Hardjono (1995) suggested in
his paper. Derks visits and advises potential customers to generate new customers and offers them very
knowledgeable service that no other painting company can offer in order to make the customer as
dependent as possible. Operating in a niche market where product and material knowledge are
necessary gives the company intellectual assets. It is due to these intellectual assets that Derks can offer
unique solutions to the potential customer, entirely custom made solutions strengthen the commercial
assets since the market share is enhanced or entirely new markets are conquered or created. Third
important in the asset configuration of companies striving for customer intimacy is the material asset.
This asset is developed by the dependency on the specific service by the customer, creating customers
that will return to Derks and this will lead to an increase of the revenue and the profits, thus creating
cash. Also, because of its exclusivity, larger profit margins are accounted for. The market myopia or
tunnel vision proposed by Hardjono (1995) meaning that the organization doesn’t know how to walk
alternative paths or simply doesn’t even see them is not found in this organization which exists for a
very long period of time.

VTS
VTS is in the international logistic service, with over 60 trucks they mainly transport medications, in this
niche market special requirements, like cooling facilities, for transport are necessary. In total about 115
people are working at the company, 77 in the Netherlands and the remainder in Poland. Yearly revenue
is about 18 million euro and increases 20% every year, also during the crisis.
In the logistics sector the focus is on efficiency normal, however, in the niche market in which VTS
operates the focus is more on serving your customers appropriately and as they wish for. It is important
for the customer that its transporter is reliable, they don’t want their medications on the street or
ruined during transport, that would be devastating for their business. Thus, trust and confidence are
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important factor in the relationship with the customer. These emotions are generated by the
performance given in the past by VTS and their continuous upgrading of knowledge and materials like
trucks. These updates are demonstrated to the customers during periodic internal audits held at the
office in Boxmeer. This has resulted in the fact that customers come to VTS instead of VTS trying to
acquire new customers, VTS is thus the favorable supplier of logistics to these customers. Nevertheless,
the customer tries 4-5 different suppliers they trust after which they make a choice, price is important
too off course. They do, however, never let VTS down when it comes to orders in the long run, a true
long term relation is a fact in this market segment. Hence the focus on the customers and customer
relationship in the internal process, the business model. The price is based on the costs made for
transport, truck, trucker, overhead, diesel, toll and so on, on top of this cost price a margin is placed
dependent on the risk and what VTS is reasonable to ask. In order to completely occupy capacity, VTS
also makes simple from A to B transports without the sophisticated requirements they are specialized in.
When capacity is reached and there are still orders to be handled another transporter is utilized for
these transports, thus outsourcing to gain capacity. 57% of the revenue is generated by the 10 largest
customers, 76% by the 20 largest and 84% by the 30 largest companies. At 100 customers the revenue is
at 97%, thus indicating that the 30 largest companies, pharmaceuticals, is a reasonably base on which
the business is spread in terms of risk of losing a customer. The discussion on the internal process of the
company is summarized and represented in Figure 26.
Due to operations in a niche market, VTS has long term relationships with their customers. Here the
customer relationship building blocks importance is most obvious, hence the fact that this building block
is the center of gravity in this particular customer intimate organization. These operations consist of the
infection of the customer with the services provided and continuously innovate in such a way that the
customer will not change its transporter. After being used to the offerings, the customer can no longer
do without VTS and is structurally reminded of this fact by visits to the VTS company and the other way
around. Before this phase of trust and confidence typical to the virus approach is reached, VTS first has
to prove its methods to its potential customers, the actual infection. This is done based on the specialist
knowledge and offering of the VTS company, using its capabilities to configure value for the customer,
thus using these building blocks for the benefits of the customers. Starting off with one local customer
VTS has extended its customer base considerably by using the existing client and continuously
demonstrating the successful relationship at conferences and potential customer’s offices, thus using
the distribution channel building block to enhance the customer base and relationship. Concluding from
the aforementioned the importance of the customer, more detailed, the customer relationship is of
crucial importance for the company’s survival and growth.
The commercial assets are most important here, this in accordance with the claims made by Hardjono
(1995), the skills needed to generate new customers and to make the customer as dependent as
possible on the offered product are commercial tasks. The focus of VTS is thus on acquiring new
customers, increasing market share (not on short term success), or entering new markets. Operating in a
niche market where product and material knowledge are necessary gives the company intellectual
assets. This knowledge is used in the product or service offering to acquire new customers, thus
enhancing the commercial assets of the organization. Third important in the asset configuration of
companies striving for customer intimacy is the material asset. This asset is developed by the
dependency of the customer on the offerings of the firm, creating more dependent customers will lead
to an increase of the revenue and the profits, thus creating cash. Signs of the suggested market myopia
or tunnel vision have not been found, and in the past nor in the near future is there any evidence of
changing from effectiveness to efficiency as proposed by Hardjono (1995) in its four phase model.
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Partnerships

Customer Relationship

Outsourcing simple
transport when
capacity Is reached,
Shell, Volvo etc.

INFRASTRUCTURE
MANAGEMENT

PRODUCT

Periodic visits, Internal
audits at VTS, Showing
quality and care, Trust,
Confidence, long term,

Value Proposition

Capabilities

Customers

Specialized transport

Knowledge of
specialized transport,
ICT solutions (tracking
and measurements)
Value Configuration

Large pharmaceutical
companies,

Channels
Retired owner
network, Branding,
Image, Conferences

Cooling installations on
trucks, specialized
requirements, innovations,
reliability, performance,
Niche market,

Revenue Streams

Cost Structure
Trucks, Cooling
installations,
warehouse, office,
personnel (Office and
Truckers), Diesel, Toll

Market Share
NichePartnerships
market, few
competitors,
Outsourcing of simple
production

Clear Goals
Reliability, High quality,
new Technologies, gain
trust from customer
Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

Strategic Plans
Serving customer as they
wish for, reliable

CUSTOMER
INTEFACE

MATERIAL ASSETS
Cash Flow
Financial lease for
trucks,

COMMERCIAL
ASSETS
Experience
Demonstrate added value by
new technology regularly,
Great image and owner
boosting network, customers
come to VTS

SOCIALIZATION
ASSETS
Clear Hierarchy
Office workforce with
team leader and owner as
end responsible, and
truck drivers

Figure 26 Business Model and Asset Configuration VTS
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Price
Niche market with
technology features and
Co-Development,
order in
knowledge results
request,
higher customer
marginswants
supplier close by,

Organizational Cohesion
Truck drivers very
individual oriented,
office working together
and helping each other
Branding, Network

Inventiveness
New solutions developed
(Cooling
Production hours for
(maxcustomers
600 a
week),
systems or tracking
Norms and Behavioral
Codes
systems)
Internal communication
between owner and
employees very open

INTELLECTUAL
ASSETS
Synergy
Co development with
suppliers to help customers
before they even ask for it

18 million a year, yearly
increase 20%, 30 customers
84% of revenue, Cost price
transport + margin, 75%
Pharmaceutical,

Imagro
Imagro is a creative and strategic solutions and advising agency specialized in the agricultural and food
industry. In total 36 employees are active for the company.
The strong points of Imagro are in the combination of strategic and creative solution finding for
customers, knowledge and skills, in turn, are evidently important and these result from a high state of
involvement of the employees with the market segments in which they are active. Customers feel free
to come and go to Imagro as they please, they do visit regularly in practice. By working together with
competing but complementary advising agencies, Imagro tries to create synergy between the specific
core capabilities of the partnering companies, area of expertise are, for instance, communication or
strategic goal setting. With out of the box ideas in these fields combined with their experience Imagro
has a unique market position in the advising business. The office is designed to promote creative
thoughts of the employees, there is for instance a big tree house build in the office together with a full
service bar, here customers can come in and have a drink or they can even spend the night in the tree
house. Customers are not specifically acquired, of course there are folders and the website to promote
the company, but due to its specialist knowledge in the agro business segment the customers
automatically come to Imagro when they need something. There are communication experts that are
busy with the customer management and relationship. The desired service provided by Imagro does
occasionally clash with the amount the customer wants to pay for the services. Here a conflict arises in
terms of quality and price of the offering, an important issue when acting as an advising agency. The
previous elaboration on the company’s internal process is illustrated in Figure 27 following the business
building blocks suggested by Osterwalder in 2005 and Hardjono in 1995.
Imagro is operating in a niche market, with their specialist knowledge the customers, or potential
carriers of the virus, come automatically towards the company. Since they require the knowledge and
skills provided by the company they open themselves to be infected. After the infection, Imagro tries to
sell more and more products and services to the customer by arguing it to be a complete package. Of
course the customer cannot change his promotional campaign every day of the year so they are hooked
on the services and products provided by Imagro. Moreover, at conventions or other meetings of the
sector, competitors are introduced with the services given by Imagro and they, in order to keep up with
competition, are potential new customers and will thus carry the virus onwards to other ‘victims’. In all
the customer realation ship building block of the internal process is found to be of the most importance,
while the other blocks are helpful in strentening the competitive advantage and financial results.
The commercial assets are most important here, the generation of new customers is one where the
customer comes to Imagro due to its specialist knowledge and creativity. Here the organization makes
the customer as dependent as possible on the offered product and service. Operating in a niche market
where market knowledge is necessary gives the company intellectual assets. Third important in the
asset configuration of companies striving for customer intimacy is the material asset. This asset is
developed by the dependency of the customer on the offerings of the firm, creating more dependent
customers will lead to an increase of the revenue and the profits. The company complies with the claims
made by Hardjono (1995) in terms of the commercial assets being focused upon, however the four
phase model which suggests the company to change phases before falling into a tunnel vision or market
myopia are not present in the company, they have and will stay focused on effectiveness and their
commercial assets.
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Partnerships

Customer Relationship

Stand builders,
complementary
advising agencies

INFRASTRUCTURE
MANAGEMENT

PRODUCT

Treehouse, open door
policy, Bar,

Value Proposition

Capabilities

Customers

Strategic and
creational services in
agriculture and food

Creative workforce,
Photo service,

Value Configuration

Provinces, and
municipalities
(government), Food and
Agricultural companies,
Channels
Website, Photo site,
Network, folder,
Specialist customer
comes automatic

Creativity, Strategic
thoughts, out-of-thebox, Specialized,
involvement, niche
market

Revenue Streams

Cost Structure
Personnel costs, Low
overhead,

Market Share
WithPartnerships
products delivered
customers need to come
Outsourcing
of simple
back, small player
but very
production
exclusive
offering

Clear Goals
Creativeness, customer
return, trust and good
customer relationship
Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

Strategic Plans
Creative solutions finding
for customer

CUSTOMER
INTEFACE

FINANCIAL
ASPECTS

Projects, Contracts

Cash Flow

COMMERCIAL
ASSETS
Experience
Very specific market,
customers come to Imagro
instead of actively acquiring

SOCIALIZATION
ASSETS
Clear Hierarchy
Small company each
employee with specific
knowledge

Co-Development, order
request, customer wants
supplier close by,

Organizational Cohesion
Work close together to
share knowledge and be
more creative
Branding, Network

Inventiveness
Every concept developed
is unique
Production hours for
(maxcustomer
600 a
week),
Norms and Behavioral
Codes
Customer is king,
cooperation betwen
employees

INTELLECTUAL
ASSETS
Synergy
Co development with
suppliers and customers
and employees

Price
Specialist creative advise
results in larger margin

Figure 27 Business Model and Asset Configuration Imagro
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6.4

Resource Enrichment

Ureco
Ureco is a company involved in asbestos removal, after calamity repair and recovery work,
reconditioning, and cleaning activities, thus cleaning in the broadest sense. For 95% insurance agencies
are the ones that enable Ureco for the task, not in the first place competing on price. The past five years
the revenues have tripled and several new employees had to be hired.
Ureco goes for quality and long term satisfaction with her customers. Serving this goal are the numerous
ISO certifications which they earned over the years. In order to stay up to date with today’s businesses,
Ureco lets its employees take courses in order to gain in knowledge and skills; here the focus on the
configuration of value becomes clear. Since, Ureco combines its strengths into a unique and total
solution to the customer, offering either cleaning, repairing, reconditioning or removing asbestos, or a
combination of the aforementioned 24/7 a year. Usually the price is based on the company’s quotation
and the customer can choose to or not to use the services of Ureco. It does, however, also occur that
some insurance experts have gradually learned to place trust in their relationship with Ureco that they
enable them to do their work and let the price be on costing terms. The insurance company is the one
paying the bills, nonetheless, sometimes certain parts of the repairmen or service delivered by Ureco
are under insured by the end-user. This might result in the fact that these activities need to be paid by
the actual client receiving the service of Ureco, resulting in a risk for Ureco’s cash flow. Costs that occur
at Ureco are personnel costs and material costs, among the employees are those that deal with the
customers, others are the cleaning personnel, and people in the back office. All employees have
specialist knowledge in their field, therefore clear goals and hierarchy exist in this company, every
employee is very much aware of his or her duties. Investments for the future need to be approved by
the holding company in which Ureco operates, therefore, if approved by them the necessary cash will
come from there, this might slow down the growth of the company since it takes up considerable time
to convince holding responsible from the urgency and necessity of the investment. In Figure 28 the
business model configuration following Osterwalder (2005) and the asset distribution by Hardjono
(1995) is depicted as is discussed here.
The importance in the combined skills of Ureco offered to its customers is crucial, no two projects are
the same and a custom made solution has to be generated, implying both the importance of the value
configuration building block as well as the resemblance with the thunderstorm approach. The total
solution offered to its customers is not a singular contact with the customer. Since the one paying the
bills is not the one receiving the work or service from Ureco. The place where the actual work is
performed is most likely to be unique in terms of contact. Insurance agencies are the prime customers
of Ureco and with some of the experts responsible for contracting the right company for the task at
hand has build a relationship with the contact of Ureco based on trust. This long term relationship is of
importance for the continuation of the company, a facet belonging to the customer intimacy strategic
focus. However, since this relationship is generated from earlier experiences with the work of Ureco,
and is thus based on the quality delivered and the price asked in those times, still, the facet most
important for Ureco lies in delivering this quality for the right price. Moreover, these relationships are
only sporadically found in the company claiming a low level of significance. In all the other building
blocks are designed to reinforce the center of gravity, the value configuration, in order to outperform
the competitors. The specific knowledge from the capabilities together with the relationship between
the organization and the insurance agents enables Ureco to deliver the right value configuration, its
unique solution, to the customer.
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Partnerships

Customer Relationship

Machinery rent, 3
specific employment
agencies, Insurance
agencies

INFRASTRUCTURE
MANAGEMENT

PRODUCT

Telephone
consultations, trust
insurance experts,

Value Proposition

Capabilities

Customers
Individual or company
with calamity or
damage via Insurance
agencies, Salvage
Foundation, RGN,

Repair and recovery,
cleaning, reconditioning
after calamity, and
asbestos removal

Specific knowledge
and skills, ISO
certifications

Value Configuration
Total Solution: Repair,
Cleaning, Reconditioning,
Asbestos removal, courses
employees, Quality,
Holding Rentakil, 24/7,
flexibility

CUSTOMER
INTEFACE

Channels
Insurance experts,
Holding

Revenue Streams

Cost Structure
MATERIAL ASSETS
Personnel costs,
Machinery,

95% insurance,
costing, quotation,

Cash Flow
Risk of under
insurance with endcustomer , investment
by holding

Market Share
Broad
service base is
Partnerships
unique in the business,
Outsourcing
of simple
belongs
to larger
mother
production
company

Clear Goals
Aware of duties in specialist
knowledge fields

Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

Strategic Plans
Deliberate attention
towards product/service
mix

COMMERCIAL
ASSETS
Experience
Knowledge of market and
personal relationship with
principal, known quality

SOCIALIZATION
ASSETS
Clear Hierarchy
Clear task separation,
mother company in
control

supplier close by,

Organizational Cohesion
Flexible workforce,
expert knowledge,
willing to be available
24/7
Branding, Network

Inventiveness
Keeping close contact
principal
Production hours with
(max 600
a
week),
Norms and Behavioral
Codes
Helping the organization
service customers (e.g.
24/7)

INTELECTUAL
ASSETS
Synergy
Expert knowledge and
availability 24/7 workforce

Price
Known quality and broad
service base unique mix
Co-Development,
order
gives good price
and
request,
margincustomer wants

Figure 28 Business Model and Asset Configuration Ureco
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The employees and their willingness to cope with whatever the organization asks from them is crucial in
this organization, hence the socialization assets are most valuable as is proposed by Hardjono (1995).
The clear goals and hierarchy ensure the company’s long term success in the market. For instance the
compliance with the 24/7 availability for certain members of the workforce strengthens the group
feeling. Working together as a group in developing the right and unique solution to the customer’s
problem is most evident. Besides these assets the methods for finding new customers, the commercial
assets like the close contact with the principal in order to receive the next order and the material gains
due to the higher margins calculated (gain in material assets) for the unique mixture of services offered
at known quality (intellectual assets involvement) are also important in the asset configuration of the
resource enriched company. Hence, improving the social assets by creating synergy between the
employees searching for and relating with (potential) customers, sharing and generating knowledge, and
enhancing the revenues and other material assets. In all this company follows the arguments made by
Hardjono (1995) concerning the focus of a resource enriched organization in terms of the socialization
asset will be strong when the organizational goals are derived from the shared values of the employees,
reflected in the mission statement. This should lead to a strong group-feeling. The limits for change are
defined by the mission statement, which is formulated on the level of the intellectual asset. When an
organization stays to long in the phase of flexibility, this will eventually result in anarchy. This anarchy
phase does not occur and has not occurred in this organization and is found to be a false preposition
with respect to the four-phase model proposed by Hardjono (1995).

Wolters
Wolters GmbH not only offers trucks to its customers, but offers a complete package including service
and custom made truck parts. In total, Wolters employs 100 people in four different locations. It is a
true family company and has changed considerably over the years; from being a tractor seller to the
company it is today.
The customer pays rent for the total solution offered by Wolters, this rent differs from client to client.
The customer comes to Wolters because the solution they are looking for is nowhere else to be find, it is
a unique concept. If problems do arise for the customer using the offering of Wolters, there is a 24 hours
service system that guarantees the problem of the customer to be solved. Hence the focus on the
building block value configuration, combining all facets of the company to generate a unique and total
solution for the customer. Customers can be anyone in need of a car or transport, ranging from a small
bakery to the very large companies having dozens of trucks running for them. This policy also accounts
for risks to be spread when the customers operate in different market segments, so if one segment is in
trouble Wolters would not immediately be sucked in as well. A fixed monthly price is paid to keep the
trucks going, other revenue streams is the sale of parts, in total 7500 customers are served. The
duration of the contracts is about 4 or 5 years resulting in a continuous revenue stream, on the other
hand, major investments need to be made to acquire the trucks. Here external finance is necessary and
the company lives of the difference it makes between bank payments and rent incomes. Partnerships
with both truck producers as with parts for trucks producers have been developed to strengthen the
business concept offered to their (potential) customers. This together with the four interacting
companies belonging to the Wolters group, each delivering a specific service or offering, amplify the
importance of a well defined collaboration; claiming the importance of the value configuration building
block once more. Here the cost structure becomes obvious as well, each firm having their own
personnel and material costs, thus the buying of people, and the buying of material (parts and trucks). In
order to buy the trucks major investments are necessary, resulting in the acquisition of money to
finance these investments. Buying money externally, external financing, costs the company money in
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terms of interest. Below the configuration of the business model in combination with the distribution of
the company’s assets is shown in Figure 29 which serves as a bird’s eye view of the company’s internal
process.
The company tries to addict its customers by giving them long term contracts and after the contract is
over the customer will most likely extend its relationship with Wolters since there is no other supplier
delivering the same offering as Wolters. This looks like the virus approach discussed in a previous
paragraph, it is, however, not the main focus of the company. As stated a unique solution is provided to
the customer, combining the facets within the four different firms in the Wolters company, here the
true value adder is presented and this is more in line with the thunderstorm approach. Customers
receive a total solution to their specific problem and are struck with the services of Wolters as with
lightning. All necessary forces are thus merged in order to let the metaphorically lightning strike on the
customers company. Hence, the center of gravity in this resource enriched organization is within the
configuration of value building block. Here, the forces are combined to deliver the unique and custom
made solution for the individual customer. The combination of truck and service and the price
calculated give this one of a kind offering. Other building blocks, like the capabilities with the knowledge
and service points, or the partnerships with several truck manufacturers is used to generate more
competitive advantage in the configuration of value. In all, other building blocks are used to reinforce
the center of gravity.
The socialization assets are most valuable in presence, this is in line with the proposed focus by
Hardjono (1995), since the organization must have strong organizational goals and the employees
should all contribute to reaching these objectives. Working together as a group in developing the right
and unique solution to the customer’s problem is most evident. Besides these assets the knowledge and
skills present in the organization, the intellectual assets and the material gains due to the higher margins
calculated for the unique solutions are also important in the asset configuration of the resource
enriched company. These assets contribute to strengthening the socialization asset, which, in turn, is
responsible for the competitive advantage of Wolters. According to Hardjono (1995) an organization
that stays too long in the phase of flexibility, as is the this will eventually result in anarchy. This anarchy
phase does not occur and has not occurred in this organization and is found to be a false preposition
with respect to the four-phase model proposed by Hardjono (1995).
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Partnerships
Within holding renting
and service company
working together, IVECO,
FIAT, 3-4 custom part
builders

INFRASTRUCTURE
MANAGEMENT

PRODUCT

Customer Relationship
Customer comes to
Wolters, 10 employees
working as contacts for
customers , customer
dependent on Wolters

Value Proposition

Capabilities

Customers

Custom made Trucks
with complete service
package

Technical knowledge
and skills, workforce/
production/service
flexibility

CUSTOMER
INTEFACE

Anyone in need of a
car or transporter or a
part, 7500 in total

Value Configuration

Channels

Total Solution: service,
custom made parts, 24
hours system, Image

Branding

Revenue Streams

Cost Structure
MATERIAL ASSETS
Buying people
(service, mechanics),
Buying trucks, Buying
money

Cash Flow
Risk spread by having
customers in different
market segments,
continuity due to contracts,
external finance buying
trucks, credit reform check

Market Share
OnlyPartnerships
those seeking the
unique solution, variety of
Outsourcing
of simple
market
segments
active

COMMERCIAL
ASSETS
Experience
Those in need of the unique
offering are probed

Clear Goals
Best product and service for
customers, each company
delivers specific service

SOCIALIZATION
ASSETS

production

Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

Strategic Plans
Total solution for
customer and best
service

Clear Hierarchy
Clear task separation into
four companies

Complete price: Rent,
Sale of parts, 4-5 year
contracts

Price
Unique concept, service
contracts gives good price
Co-Development, order
request, customer wants
supplier close by,

Organizational Cohesion
Flexible workforce,
expert knowledge,
willing to be available 24
hour service
Branding, Network

Inventiveness
Custom made solutions
customer,
need for
Production hours every
(max 600
a
week),
creative minds
Norms and Behavioral
Codes
Helping the organization
service customers (e.g.
24 service)

INTELECTUAL
ASSETS
Synergy
Expert knowledge and
availability 24 hour service
workforce

Figure 29 Business Model and Asset Configuration Wolters
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Apollo Milch
Apollo Milch trades in dairy products, mainly milk (95%), to match European supply and demand. When
a firm has a deficit in dairy, Apollo matches it with a dairy company with abundance in milk and enables
the transport, in the end taking a profit. In total 24 people are working at Apollo Milch, nine of them
being traders, each trader having 2 people as back office support. The margins are generated not by its
revenue but by the money made on a movement, or a transport. About 200 movements per week are
made, changing from 400 at the peek to 5 movements in the crisis period, important is thus the fact that
the margins are not based on revenue but on these movements.
Apollo matches the shortage in dairy in the one place with abundance in another, facilitating the
logistics and thus taking away the problem for both the supplier and the customer of the dairy. Here the
importance of the value configuration becomes clear; Apollo mobilizes its market knowledge and its
network in transporters to deliver the products necessary. This total solution is the added value of the
company, whereas the customer could choose to do the trade themselves but this is done only
sporadically. This is due to the fact that this trading does not happen continuously for an individual firm,
making it too time consuming and expensive for the organization. It would need the capabilities Apollo
incorporates as linguistic power to deal with numerous countries around the world in the correct way,
and market knowledge developed over the years. Dairy firms could be both customer and supplier, even
a role as competitor is possible when they take matters into their own hands. Orders are on the spot
thus no guarantees of customers coming back or long term relationships, they do have a high branding
value in the market resulting in trust from customers and suppliers. Innovations and thinking with
customers are also important facets of the company, again focus on configuring value, for instance
turning residual dairy product into a profitable product for the customer. As a trading company
dependent on the supply and demand cycles, the power balance is continually shifting towards the
supplier or to the customer. This is, of course, based on the abundance or the shortage of dairy. The
costs of this firm are for 75% accountable to personnel costs, this could be in the form of normal salary
but also in the form of added bonuses. Here, it is important to note that when business goes down,
Apollo also has a decline in personnel costs due to these bonuses that don’t have to be paid. Another
risk controlling method for this company lies in the fact that the company has a well based liquid
position, also due of the large holding corporation behind Apollo. This cash base creates great trust for
potential customers to do business with Apollo. The liquid position is harmed by the major difference in
payment periods internationally, Apollo sometimes has to wait 180 days to be paid, thus, in a way,
acting as financer for their customers. The discussion on the internal process of the company is
summarized and represented with the help of Osterwalder’s (2005) business model configuration and
the Hardjono (1995) asset distribution in Figure 30.
In the constructed replication of the business model of Apollo, the focus on the building block value
configuration is obvious as stated before. Other building blocks do enact with the configuration of value
as described above. Looking at the proposed thunderstorm approach discussed earlier this combining of
forces is similar to what happens in a storm cloud, when the necessary forces are combined lightning
will struck. The relationship with customers is on the spot, this means when supply and demand meet an
interaction will occur when the price is right. Here the emphasis on the random occurrence of thunder
in a storm. Continuously the market, or the sky, is scavenged to enable the ideal circumstances to set
up a deal between supplier, customer and Apollo. A clear customized solution to the problem is
provided by Apollo, a total solution including the distribution part of the project. This is the same with
the lightning bulbs discussed in the approach for resource enriched companies, lightning does, in this
case often strikes more with the same customer. In fact, an actual relationship is build with the
customers since they are in the network acting as a customer one day and as a supplier the next. Here
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the reinforcement of the center of gravity building block of the Apollo organization becomes obvious,
the customer relationship block is used to further develop the unique solutions offered numerous times,
the company is learning from its past and makes use of this information.
Working together as a group to best serve demand and supply of customers and suppliers at once to
com with complete and unique solutions matching both parties is the concept of Apollo. Here the
socialization assets are most valuable in presence, since the organization must have strong
organizational goals and the employees should all contribute to reaching these objectives and they are
rewarded as a team in terms of their bonuses. The team consisting of traders back office personnel
responsible for the planning and such. Besides these assets the methods for finding new customers, the
commercial assets, are prominent. The fact that just a few companies are enrolled in this trading, and
the fact that those with oversupply want to sell their product always know how to find Apollo claims
that this is successful enough for a 40-50% market share. Also the material gains in terms of margin on
the prices asked are important in the asset configuration of the resource enriched company. Here the
margins are on the actual transport and not on the products transferred, thus each transport gives profit
no matter what the turnover is of the load. As is suggested by Hardjono (1995) resource enriched
organizations will focus on the socialization assets, another suggestion made for these flexible
companies is that when it remains for too long in that phase, anarchy will arise in the end. At Apollo
Milch this anarchy phase is proven to be irrelevant in the past and in the current, resulting in a
falsification of the suggestions made in the four-phase model of Hardjono (1995) where organizations
need to transfer from phase to phase in order to cope with the risk of, in this case, anarchy.
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Partnerships

Customer Relationship

Transporters, Dairies,
sister companies

INFRASTRUCTURE
MANAGEMENT

PRODUCT

Small companies
directors, large purchase
and sale departments ,
relationship management
(CRM system),

Value Proposition

Capabilities

Customers

Dairy trade matching
supply and demand

Market knowledge,
Trading and planning
power, Linguistic
power,
Value Configuration
Dairy trading, Combining supply
and demand and linking it with
transport, service, sharp price,
innovating to help customers,
ERP system, market leader (4050% of market)

Dairies, other dairy
Traders

Channels
Network, branding,
Phone, Email

Revenue Streams

Cost Structure
75% Personnel costs (salary
and bonuses), building
rent, computers,
insurances (e.g. credit and
transport)

Market Share
Few Partnerships
companies are active in
this market, market leader
Outsourcing
of simple
(40-50%
of market)
production

Clear Goals
Trader has objectives and
back office responsible for
aftermath, bonus strategies
for employees by clear
Precision, manufacturability,
goals
Problem solving, top of
market, single piece
production possible,

Strategic Plans
Mobilizing knowledge of
market by employees

CUSTOMER
INTEFACE

MATERIAL ASSETS
Cash Flow
Good liquid position results
in trust customers, finance
gap due to different
international payment terms,
profit related bonuses,
investment by holding

COMMERCIAL
ASSETS
Experience
Supply and demand are
combined as added value for
both, market knowledge

SOCIALIZATION
ASSETS
Clear Hierarchy
1 trader assisted by 2
back office, CFO, CEO and
mother company

95-5% in Liquid-Powder,
payment on delivery, spot
selling, Margins on
transport movements

Price
Margin on physical
transportation , not
Co-Development,
order
revenue or costs
request, customer wants
supplier close by,

Organizational Cohesion
Bonuses are given and
traders with back office
are hereby stimulated,
trust by clients due to
Branding,
Network
large cash
position

Inventiveness
Sometimes trading /
Production hours speculating
(max 600 a on price is
week),
part of doing business,
Norms and Behavioral
Codes
residue product to
Linguistic power and
valuable products
other improvements
stimulated

INTELECTUAL
ASSETS
Synergy
Expert knowledge and
availability 24 hour service
workforce

Figure 30 Business Model and Asset Configuration Apollo
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Brakel
Brakel deals with raw aluminum and processes it into profiles for glass roofs, or smoke / heat drain
devices that typically sit in roofs or walls. In total 350 employees work at Brakel, the production facility
holding employs 85 of those. Brakel aluminum produces 30-40% of its devices for the three sales
companies belonging to Brakel group, one of which is also housed in the Netherlands, the others are
located respectively in Belgium and Great Britain. The remainder is sold to value added resellers all over
Europe.
Brakel offers a total solution for the customers’ demands and problems. Focusing on preventing
casualties in a fire, thus playing on the emotions of the customer, while competition focuses on saving
the building. This solution is found by combining the knowledge in production techniques and the rules
and regulations given for smoke / heat draining. Moreover, Brakel relieves its customers by making sure
the necessary safety or quality certifications are present on the offered products. The end result is a
custom made solution for the customer and a very low cost of ownership for the customer, an
important value adder in today’s market. This combination is most important for Brakel, hence the focus
on the configuration in the internal process, the business model. In order to sell these products, Brakel
tries to lobby with the end-user, or strives to co-develop with architects. Since the building cost of a
system offered by Brakel’s is more expensive than that of normal systems (e.g. Sprinkler systems),the
long term lower cost of ownership and playing on emotions is emphasized in the sale. So if it were up to
the contractor none of these systems would be incorporated in the building, unless specifically
demanded by the principal, due to these higher initial purchase costs. Fire departments are invited to
demonstrate the capabilities of the systems, hoping that they will argue in favor of Brakel's systems
when they are consulted as building fire experts for building that will be constructed in the future. Profit
margins are dependent on the offering; a product has a lower margin than a project, in turn, a project
has a smaller margin than a complete concept given to the customer. Brakel does not accept payment
discounts anymore, a measure assigned by the holding CRH. Nevertheless, a well constructed balance in
geographical distribution as well as in business activities is presented, resulting in a decline in company
risk when, for instance, one business activity declines. The costs of the organization are ordinary,
production costs personnel costs, and raw material costs are the most important. The credit
management system is well developed with a computer system generating bills and thus minimizing the
time spends on administration. Furthermore, Brakel uses pre-billing to cash as much of the total
amount as possible before actually making costs itself, this is possible due to milestone agreements
made during the contractual discussions. This has resulted in a working capital of 0%, while other
companies hold 10-15% working capital. The building and construction market segment is one of
conservatism, if there are innovations they are more stepwise than radical, for instance, minor esthetic
modifications on a sunroof. There are, however, partnerships with suppliers to develop a solution for a
specific problem, also co-development with architects might result in new insights or products. The
previous elaboration on the company’s internal process is illustrated in Figure 31, following the business
building blocks suggested by Osterwalder in 2005 and the Hardjono (1995) asset configuration.
In summary the center of gravity for Brakel is on the configuration of value for their customers,
combining necessary capabilities towards a unique and total solution for the customers. Here the
resemblance with the thunderstorm approach becomes obvious. The projects or concepts are
specifically designed for the problems at hand and are likely never to be used in this form again, just as
lightning would never strike twice at the same point. Furthermore, not only the capabilities of the
internal process are used, partnerships reinforce the value configuration mechanism in these situations.
Besides the configuration of value it is of importance that potential customers are aware of the solutions
offered by Brakel, hence the importance of the distribution channels. These lobbying and promotional
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activities claim that Brakel has, besides the resource enrichment approach a concurrence with the
product leader strategic focus. It is clear that the building blocks that do not serve as the center of
gravity do have force on the configuration of value, therefore, these blocks are reinforcing the value
configuration of Brakel, resulting in an advantage compared to their competition.
The entire organization is working together to offer the best solution to the problems and demands of
the customer, these solutions are a combination of the skills and knowledge within the organization. The
socialization assets are most valuable in presence as is proposed by Hardjono (1995), since the
organization must have strong organizational goals and the employees should all contribute to reaching
these objectives as is the case at Brakel. The skills and knowledge Brakel harbors in their organization in
terms of production, design, and technology is crucial for the offering of the unique solutions towards
customers, these intellectual skills combined result in the customized solution offered. Here, the
reinforcing of the socialization asset which makes sure that the knowledge and skills are optimally
combined to create the competitive advantage desired. Besides these intellectual activities the price is
also important, since Brakel offers three levels of products the margins are very diverse as well. The
offering of a concept solution is most profitable, here the importance of the ROI for the company that
enrolls her entire workforce is crucial, therefore the methods for a successful and fast return are
evident, hence the importance of the material assets as a driving force in order to maximize potential. In
all the company has not shifted from phase to phase as proposed by Hardjono (1995), the anarchy
problematic as described resulting from a too long stay in the flexibility phase is not found.
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Partnerships
INFRASTRUCTURE
MANAGEMENT

Customer Relationship

Architects, supplier
involvement (e.g. solar
cells)

Capabilities
Technical knowledge and
skills, also on smoke / heat
drain rules and regulations,
planning power, service and
maintenance, calculations,
convincing power,
Value Configuration
Total Solution: service, custom
made aluminum profiles and glass
roofs/ heat drain devices, and
maintenance Holding CRH, low
cost of ownership, certifications,
employee involvement

PRODUCT

CUSTOMER
INTEFACE

Value Proposition

Customers
Brakel sales companies,
value added resellers
(VAR), contractors,
building owners
(investors), governments

No casualties in fires;
aluminum profiles for
glass roofs, or smoke /
heat drain devices
Channels

Lobbying with architects,
or end-users, promotions
to 2500 architects, Fire
departments

Revenue Streams

Cost Structure
Production costs, Raw
materials, Employee costs
(service and maintenance,
production, back office,
purchasers and sellers)

Market Share
Few Partnerships
companies are active in
this market, market leader
Outsourcing
of simple
(40-50%
of market)
production

Clear Goals
Combine knowledge to
service customer and
generate low cost of
ownership
Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

Strategic Plans
Offering total solution to
demands and problems,
low cost of ownership

Selling; phone calls,
meetings and
appointments

MATERIAL ASSETS
Cash Flow
Risk spread by having 4 different
business activities, and in
geographical distribution, No
earlier payments with discount,
rolling average control, ICT credit
management, pre-billing
COMMERCIAL
ASSETS
Experience
Lobbying with principals on
emotion, fire departments,
able to enter markets

SOCIALIZATION
ASSETS
Clear Hierarchy
Production facility and
trading companies with
holding group on top, last
can cause difficulty

Product (20% margin),
Project (30% margin),
Concept (40-50%
margin)

Price
Lowest cost of ownership
for customer, productCo-Development,
order
project-concept
in up
request,
customer wants
going margins
supplier close by,

Organizational Cohesion
Combining knowledge in
production techniques
and rules and regulation
given for smoke /heat
Branding, Network
draining

Inventiveness
Making sure safety or
are
Production hours quality
(max 600certification
a
week),
present for customer
Norms and Behavioral
Codes
Openness, everybody
knows each other by
name

INTELLECTUAL
ASSETS
Synergy
Co development within
company and with other
company

Figure 31 Business Model and Asset Configuration Brakel
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Klimatech
Klimatech is a consultancy company focusing on installation engineering for buildings, water and air
transport are the key specialties of the company. It operates on project base in a B2B market. Currently
it has only one personnel member which is also the owner of the company. Revenues are approximately
150.000 euro per year divided into 70% large projects and 30% small projects.
Focus is on the configuration of value since it is there that the value for the customer is created. Special
knowledge about, for instance, environmental friendly installations and heat exchangers is combined
within this company to deliver an added value, a total solution. With this discipline single time
customers are reeled in to deliver the service/product on project base. Parties like installation
companies and architects serve not only as partners but as customer and channels for distribution. Here
the flexibility, objectivity and the interdependence of the organization plays an important role. Projects
are landed due to open tenders and enlistments, where the bills are based on an hourly fee. Due to its
small size, Klimatech has a small cost base in terms of overhead, only the absolute necessary costs are
made, for instance car and computer investments. This company strives to pay as less profit tax as
possible and has low overhead costs, the only important costs are that of the salary of the owner. The
assets of the company are in the knowledge base of the owner, his technological experience and skills,
combined with flexibility in operations serve as the backbone of the configured value. When the owner
is not capable of doing specific tasks or when there is limited time, these activities are outsourced to
relevant parties, a partnership with these people or enterprises exists. A representation of the
company’s business model and asset configuration is portrayed in Figure 32.
This combination of skills knowledge and partnerships lead to the desired custom made solutions asked
for by the customers, thus combining several, both internal and external, capabilities and in turn
configuring value for the customer. Hence, the center of gravity begins the value configuration building
block in the internal process of Klimatech. This demonstrates the similarity with the thunderstorm
approach developed in previous paragraph as being a metaphor for the resource enrichment strategic
focus. The owner specifically claimed that the firms hardly ever work for the same principal, stressing
the randomness of work relationships. Nevertheless, being a specialist company in the installation
branch does not automatically mean that customers will fall into Klimatech´s lap, with the help of the
distribution channel potential customers are confronted with the services of Klimatech, therefore this
facet is of importance for the company´s continuity. Here, the reinforcement of the value configuration
building block with the help of other blocks becomes evident.
The socialization assets are most valuable in presence, as is suggested by Hardjono (1995), since the
organization must have strong organizational goals and the employees should all contribute to reaching
these objectives. Working together as a group in developing the right and unique solution to the
customer’s problem is most evident. As discussed, the resemblances are found with the business model
building block value configuration. Besides these assets the methods for finding new customers, the
commercial assets and the material gains due to the higher margins calculated for the unique solutions
are also important in the asset configuration of the resource enriched company. For companies as
flexible in their offerings the risk of staying too long in that phase of flexibility according to Hardjono
(1995) anarchy is the result. The Klimatech company has not experienced any form of this anarchy and
has and will continue to operate as a resource enriched organization. Hence, the prepositions related to
the four in a falsification of the suggestions made in the four-phase model of where organizations need
to transfer from phase to phase in order to cope with the risk of, in this case, anarchy.
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Partnerships

Customer Relationship

Outsourcing specific
activities, architect,
installers,

INFRASTRUCTURE
MANAGEMENT

PRODUCT

Single Project by
Principal, Customer
input

CUSTOMER
INTEFACE

Value Proposition

Capabilities

Customers

Project based
engineering and
installation solutions

Technical Knowledge,
flexibility, specialties,
independent,
objective
Value Configuration

Channels

Installation engineering
consultancy, water and air
transport, energy
efficient, Environmental
friendly

Project Principals, open
tender, entrepreneurial
prize, Installers, business
clubs, Professional
literature
Revenue Streams

Cost Structure
MATERIAL ASSETS
Low Overhead Costs,
Car, Software,
Personnel costs

Cash Flow
Proven liquidity, No
profit taxes,
Government
payments, bailiff

Market Share
Not willing
to grow due to
Partnerships
changing function (expert
Outsourcing of simple
to manager)
production

Clear Goals
Advising within the
company’s specialist
knowledge

COMMERCIAL
ASSETS
Experience
Lobbying with principals or
open tenders, networking

SOCIALIZATION
ASSETS

Billing by the hour,
project based, 70-30%
ratio on large-small
projects, 150.000
euro/year

Price
Billing by the hour or
project based, high
Co-Development,
margin due toorder
low costs,
request,
customer
wants
therefore
competitive
supplier
price close by,

Organizational Cohesion

Clear Hierarchy
Owner is only employee
Branding, Network

Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

Strategic Plans
Offering total solution to
demands and problems

Installers, government,
architects, developers,
(private) building
owners

Inventiveness
Development of new
Production hours products
(max 600 a for client
week),
specific demands
Norms and Behavioral
Codes
Openness and honesty
towards clients

INTELLECTUAL
ASSETS
Synergy
Co development with
engineering agencies and
namedropping due to
quality work done earlier

Figure 32 Business Model and Asset Configuration Klimatech
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7. Discussion
In this chapter the results from the 16 analyzed companies will be discussed in order to answer the
research questions at hand. Structure of this chapter is based on the four strategic value disciplines as
discussed in relation with the suggested approaches coinciding the focuses in strategy by the
companies.
The discussion takes into account the three sub-question is proclaimed for this research, the questions
were as follows:
-Where should the center of gravity in a business model design rest, given the value discipline chosen by
the company?
- Given the center of gravity; how will the other parts of the internal process configured and what will be
the reinforcing mixture in required assets?
-What will be the outcome for the earning model i.e. the costs, revenues, cash of the company, and other
assets?
First a more generalized view of the internal process is given per strategic focus and the operations
regarding this choice are reflected upon. After which the center of gravity in the business model is given
in terms of the building block as an answer to the first sub-question. From this reference point the
relationship between the different building blocks within the internal process is elaborated upon, on
how these building blocks can reinforce the centered focus area of the business model as an answer to
the second sub-question. Here the financial part of the business model is discussed as well, including the
added cash flow building block to give insights on the third sub-question. To complete the picture the
assets and the configuration and the way the strategy reinforces the assets is talked about in the end of
each value discipline.

7.1

Operational Excellence vs. Black hole approach

The companies investigated all have made a substantial investment in its production facility. Either for
generating more production capacity in order to create the possibility of smaller cost prices for their
products (economies of scale) in line with Treacy & Wiersma (1992), Porter (1980), and Gerstberger
(2007), or for generating a more state-of-the-art machine factory that enables the producer to better
serve their customers in terms of accuracy and batch sizes resembling arguments from Cameron& Quinn
(1999), and Gerstberger (2007). Here the importance of manufacturing efficiency is clear (Hardjono,
1995), where the focus is on being low-cost producer to become very competitive thru the price setting
of the company’s products. Striving for becoming the most efficient production facility in the industry,
and thus creating bargaining power as being the best priced producer in the market. This way using all
available resources for the efficiency of the company in order to create a larger market share (Chin &
Pun, 2000). Other important areas are volume maximization, as mentioned before, and the
management of the company assets. The employees, for instance, serve as a flexible unit which can be
attributed to the different tasks needed to serve customers. Hence creating and using the workforce as
a flexible matter which is used whenever and however the company demands it. Hence creating larger
productivity of both the employees as well as for the production facility, again reinforcing the overall
efficiency of the company. So, planning of operations is of great importance for a company using the
black hole approach, in order to tune all matters circling the company in such a way that costs are
controlled and, moreover, profits can be accounted for. Expanding capacity could also be reached by
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acquiring companies and using their facility for this purpose. Besides the efficiency goal, in this day and
age it is also important for bringing in customers to well manage the quality of the product and
deliverability issues. Here, again the importance of investing in the production facility, producing quality
products and the planning of the entire operations including personnel becomes obvious. It is also
important to stress the use of suppliers when it comes to controlling costs, not merely by investing in
the facility efficiency can be gained, well structured contracts or strategic use of relationships with these
suppliers will also result in lower purchasing prices. Other cost savings as producing in cheaper countries
are opportunities for which the company should be on the lookout for. In all the entire internal process
is used to improve the efficiency by controlling costs, thus the building blocks of which the internal
process consists are used to reinforce the center of gravity, in the case of operational excellent
organizations their capabilities. The main points found have great resemblance with the quoted authors,
they do, however, as stated, not explain the more practical configuration of the internal process and the
way that all facets within the internal process enforce the center of gravity. These insights are explained
based on the models provided by Osterwalder (2005) and Hardjono (1995) as is done per individual
company in the previous chapter.
Below a description of the relationships between the building blocks of the internal process is given
including the asset configuration for the operational excellence value discipline. All building blocks are
designed to reinforce the centered capabilities block. A summary of the following is shown in Figure 33.
Infrastructure
Value configuration: Offering the smallest price to the customer, low unit costs according to Gerstberger
(2007), by investing in production facility to generate larger capacity or by investing in machinery which
produces more efficient, Delivering desired product quality or variable quantity, or as Gerstberger
(2007) calls it consistent, reliable, dependable service at appropriate quality, also by investments in the
production facility, Delivering the product on time (deliverability) by having an efficient and accurate
planning system as Cameron & Quinn (1999) proclaim it to be controlling the process by detecting errors
with the help of proper measurements and then applying quality tools for systematic problem solving.
Quinn & Rohrbaugh (1983) found that information management and communication are the means to
develop the end result of stability and control of the process. Furthermore, methods to attain the
necessary standards required by customers, for instance, small geographical distance between the
company and its customer might decrease the possible troubles in shipping the goods; creating a larger
degree of delivery reliability, by attaining a large market share in the market segment the company can
become powerful in the price setting and customers cannot go by the operational excellent producer,
This often means specializing in a specific market segment to serve the customer optimally, A great side
issue is the problem solving capacity and service based on product and production knowledge offered in
this specialized niche market segment
Capabilities: focus on this building block within business model as described above The most important
building block in the case of operational excellence would be that of capabilities due to its internal focus
on value creation. Since operational excellence is about being efficient and providing customers with the
best total cost, the focus lies on controlling the internal processes. Like Porter (1980) suggested creating
a low-cost position, the company needs to construct efficient scales facilities and a robust pursuit of cost
reduction in all areas. Thus the ability of executing a pattern of actions with minimized costs that creates
value for the customer. The effects of this focus on the other building blocks are discussed. The remaining
building blocks in the business model should reinforce the center of gravity, the capabilities building
block.
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Newest technologies and machinery ensure the cheapest cost price by increased capacity or
improvements to the efficiency due to these technological investments and the demanded quality by the
customer, also it increases the flexibility of the organization to meet the ever increasing demands of the
customer in terms of deliverability. The last point can also be improved by a better planning power of the
organization, not only machine wise but also by the employees, these employees can be trained to work
all machines so that they can be used at all necessary production steps, other methods on how to bring
down costs is by bringing production facilities abroad where labor is less expensive, the other way
around is also possible by bringing in cheap labor to the production facility, risk here is the reliability of
the employee and the quality it produces since they too have to learn how to work in production,
especially when operating complex machinery, mergers and acquisition can increase capacity as well and
bring down the unit cost prices of the organization. As Treacy & Wiersma (1992) suggested operating
lean and efficient by optimizing the business processes is obvious
Partnerships: Using partners to the company’s advantage as Hardjono (1995) suggests to develop
collaboration, by outsourcing simple production to producers less specialized in the market segment
that are offering smaller prices for the product than is possible when manufacturing internally, Also by
using the specialist knowledge of partners like engineering agencies or universities to enhance the
internal knowledge on production or production facility machinery
Product
Value proposition: offering the product at the smallest price, combined with optimal delivery conditions
and quality guarantees
Customer Interface
Customer Relationship: delivering the products with the required terms and condition (e.g. quality
certificates and warranties) creates trust and a better relationship with customers, acquiring study
groups with lead customers to generate market info and improved customer relationship. Gerstberger
(2007) claimed the importance of consistent, reliable, dependable service at appropriate quality and
Quinn & Rohrbaugh (1983) argued to manage information and improve communication in an
operational excellent organization. One step further would be to co-develop products or solutions for
the customer, geographic location between production facility and customer also determines the level
of contact between company and customer; The customer wants his supplier ‘close’ to its own
organization, not only in terms of contact but also geographically to ensure deliverability and when
problems do arise short lines to deliberate on the problem’s solution
Customers: those customers seeking for the smallest price product and lowest total costs, a good spread
in customers concerning their operating market segment reduces the long term risk for the organization
due to periodic rises and falls of those market segments, having only one or just a few lead customers
increases this risk as well when these customers change supplier or face economically harsh times. The
customer needs to be part of the process in order to fasten and smooth the paperwork and such. Hence,
a trust situation has to occur that the customer does not need to check the ordered products. Again the
importance of communication and information sharing as suggested by Quinn & Rohrbaugh in 1983
becomes evident in this matter
Distribution Channels: using the network of the company where the high distribution intensive market
like proclaimed by Gerstberger in 2007 for an operation excellent organization, and its smallest price for
good quality image to reach customers and increase market share (market share dominance), network
could be competitors of customers or by attending specialized meetings or conferences where potential
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customers might be present. Suppliers in the network are exploited to the limit in order to receive the
best possible prices. The suppliers are raw material suppliers which can be bought at several locations,
of course, bearing in mind the desired quality and deliverability issues.
Material Assets
Cost Structure: control costs optimally (Porter, 1980, Hardjono, 1995, Gerstberger, 2007) with low
overhead costs (Treacy & Wiersma, 1992) and efficient and flexible workforce planning for operating
machinery or other production activities, balance between low cost production of required quality and
delivery conditions; companies could choose to use cheap foreign labor by means of exporting their
production facilities to low salary countries or using cheap foreign employees to work in the production
facilities; creating risks for the quality and delivery aspects, creating a most efficient organization by up
scaling to a larger capacity; this could involve mergers or acquisitions of other companies enhancing
production capacity
Revenue Streams: increased capacity and sales numbers in order to compensate for low unit-product
profit margins, increase market share in order to increase revenue, create continuous revenue streams
by spreading risks by keeping a widespread customer base active in several industry segments, use
different revenue strategies; for instance both selling the products and simultaneously renting the
products or services generating a basic continuous revenue stream
Cash Flow: well manage cash to keep opportunities on investing in the production facility open, large
investments in production facility could be made with both external cash as well as with working capital,
use intermediaries that guarantee payments to reduce risks of bad debts, keep cash flow to cope with
setbacks or invest in necessary new technologies or extra production capacity, spreading risks by being
active in different markets and keeping reasonable customer base. The companies under research have
been selected based upon their sublime efforts in cash flow management, hence the ideas and
suggestions made are all in line with the outcome of a successful management strategies concerning the
cash flow position of the operational excellent organization. If all building blocks are designed to
reinforce the material assets and in the end the cash position of the company, this would be an
improvement towards the earning model of the organization
Commercial Assets
Market Share: by investing in the production facility, and consequently lowering the unit cost price of
the product, market share will increase and due to the economy of scale profits will increase as well.
Gerstberger (2007) referred to this topic as market share dominance. Deliverability and reliability of the
product and the company will boost the image of the company and will, in turn, increase the market
potential. It is important to inform and show potential customers these facts and figures concerning
quality, deliverability and reliability in order to acquire these companies to the customer base. Here
Gerstberger (2007) mentioned the consistent, reliable service at appropriate quality
Experience: By continuously demonstrating and performing to the requirements (deliverability, quality,
reliability, and price) customers will start to trust the organization and orders will become the standard
at the customer. A long term relationship is created and steady income generated boosting the material
assets. In these terms, Cameron & Quinn (1999) argued the detection of errors, measurement, process
control, applying quality tools, and systematic problem solving as being the experience of the company
in terms of being operational excellent. In all these actions are important to build a long term
relationship with the customers and to enter new markets or generate new customers for the company
based on its image or goodwill
96

Price: Due to investments large capacity is created where economies of scale are targeted, in result
generating the lowest unit-price (or low unit costs by Gerstberger in 2007) where there is still room for
profit margins. New features or techniques developed or incorporated in the product to increase added
value for the customer and thus the price to be asked and in the end the profit margin
Socialization Assets
Clear Goals: The work is very straightforward which means strict borders between the specific tasks of
the employee. The employee knows his task and is responsible for that task, there is, however, room for
the employees to induce improvements or creative solutions to problems. Therefore the employees do
have a say in the operational process. These arguments will both improve productivity and thus the
lowering of the unit cost prices. As Hardjono (1995) describes the building of experience by employees
including management of being an important facet in the operational excellent organization
Clear Hierarchy: Owner/ CEO very much in control of the entire process, clear overview of the company
and delegates specific tasks in which he or she is less capable. Hardjono (1995) claims that the
assignment of roles for employees and the clear separation of responsibilities for the organization.
There is no room for doubt or error and therefore clear control over the process is necessary to keep the
lower educated employees active. Cameron & Quinn (1999) argue that due to error detection, quality
tools, and systematic problem solving activities the process is improved in terms of control, this, in
compliance with the statements of Quinn & Rohrbaugh (1983) claiming evidence for stability and
process control
Organizational Cohesion: The tasks that need to be performed are relatively easy, therefore, it would be
an advantage when several employees can perform different tasks. Here, the feel for helping and
assisting one another is evident and when certain tasks are overloaded help is nearby. Collegiality and
mutual trust is generated and productivity goes up. As Hardjono (1995) describes the development of
collaboration, both internal as external
Intellectual Assets
Strategic Plan: Increase capacity to create economies of scale and to drop unit price. Develop new
products or product features to create more added value to the product for customer where a larger
price can be asked in the market. Another quick method to increase capacity and to conquer new
markets is the acquisition of competitors or other companies that are beneficial for the organization,
could also be for new product features or knowledge for new product development
Synergy: Employees are willing to help the company by finding solutions and new technologies to stay
on top of the market and to improve productivity, also willing to educate themselves so that they can
either grow in the organization or address other functions when temporarily demanded from them. A
good result from a synergetic organization is that employees hardly or not at all change between
organizations
Norms and Behavioral Codes: Employees are willing and obliged by the management to help another in
busy or difficult times, here the maximum use of employees (productivity) is harbored. Also the
knowledge is shared or improved in order to facilitate aforementioned
Inventiveness: Acquiring smart and state of the art machinery within the production facility or start up
an alliance with another company to improve capacity and specialist production options, where new
features and improved product quality and reliability can be reached. It might also be helpful in terms of
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the batch sizes the facility can manage, for instance several companies, potential customers, desire their
components just-in-time meaning that smaller batches or even singular product production is a must for
the organization. This is an added value that can be translated into a larger margin on the product. This
is a form of cooperation, another form is with both customer and supplier for product improvement,
where new techniques are implemented or desired by the market again giving competitive advantage
and a boost in material assets
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Partnerships
INFRASTRUCTURE
MANAGEMENT

Customer Relationship

-Outsourcing simple production
to companies that perform at
better total costs
-Using not in-house specialist
knowledge from Universities or
engineering agencies

PRODUCT

-Delivering according to
requirements
-Customer focus groups
-Short communication lines
-Efficient transactions

Value Proposition

Capabilities
-Knowledge and skills
employees / technologies /
market / planning)
-Efficient production facility
-Large capacity
-Flexible production batch
sizes

Customers

-Lowest unit-price or best total
cost price in the market
-High product quality &
reliability
-Deliverability (convenient and
timely

-Those seeking best
quality/price/deliverability
products
-Active in several market
segments to reduce risks

Value Configuration

Channels

-Investing in machinery
-Increasing capacity
-Planning to increase
deliverability
-Large market share
-Problem solving capacity and
service

-Network (customers,
suppliers or competitors)
-Company image
-Traditional promotional
activities (e.g. conferences)

Revenue Streams

Cost Structure
-Invest in skills workforce to
increase flexibility and
productivity
-Invest in production facility to
increase productivity and capacity
-Cheap labor or production
abroad

Market Share
-Economy of scale and lowest unit
Partnerships
cost price
-Invest
in deliverability
and
Outsourcing
of simple
reliability
improvements
production
-Show/ demonstrate new
customers these facts and figures

Clear Goals
-Tasks are divided very clear

-Employees have a say in the
process / room for creativity
and improvement
Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

MATERIAL ASSETS
Cash Flow

-Low margins large volumes
-Wide spread customer base
-Varied revenue strategies

-Invest with working capital
and/or external capital
-Intermediaries to guarantee
payments
-Spread risks in different market
segments
--Cash for quick response

COMMERCIAL
ASSETS
Experience
-Continuous top performance
creates trust at the customer
-Demonstrate continuous
investments and
improvements

SOCIALIZATION
ASSETS
Clear Hierarchy
-Owner delegates to
knowledgeable people and
keeps the bigger picture in tact
-Clear who is in control

Price
-Large capacity to generate
lowest unit-price
-New features developed
to
Co-Development,
order
increase margin
request, customer wants
supplier close by,

Organizational Cohesion
-Cooperation and employees
able to perform multiple
tasks (assisting busy
coworkers)
Branding, Network

Inventiveness

Strategic Plans

-Acquiring smart and state of
the art machinery to improve
Production hours capacity
(max 600and
a specialist
week),
Norms and Behavioral
Codes
production options
-Cooperation with supplier and
-Employees are willing to
customer for product
help another

INTELLECTUAL
ASSETS

-Acquisition of competitors

-Develop new products to
create value for customer and
conquer new markets
-Increase capacity

CUSTOMER
INTEFACE

Synergy
-Employees willing to help the
company by finding solutions
and new technologies to stay
on top of the market
-Employee not change
company

-knowledge is shared
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Figure 33 Internal Process Operational Excellence

improvement

The blue figuration in Figure 34 shows the presence of the assets in the organization. The large
investments in the production facility in order to control cost
costss per product are the reason why the
material assets are leading in the operational excellence strategic focus of the company. Small prices
need to be offered to the customers in order for them to order to the specific company. Of course the
quality and thee reliability of the company must be good, so the routines of the company should be well
known in the market in order to get orders, hence the secondary importance of the commercial assets.
Consequently the other important assets belong to the organization’s
organization’s ability to allocate tasks to the
employees in such ways that the cost price of the goods produced decreases. An obvious hierarchy
could manage these capabilities. This reinforcing of the leading asset, material assets, is the result of the
strategic focus
us strived for by the company, the other three assets add value to this asset which in turn
becomes even stronger. This is in accordance with Hardjono’s
’s (1995) claims that each strategic focus
mentioned should flourish in a certain asset configuration. Therefore the competitive position of the
organization in the market improves due to the added value created by this reinforced asset. The
intellectual asset is of least importance for the operational excellent organization, in the discussion
above this becomes
comes even more clear with the lack of empirical research that is allied with this asset. In
the discussion the typical features discussed in this paper are not very relevant in the discussion on
intellectual assets of a company. As the companies have grown from start-ups
ups towards medium sized
organizations they encountered several phases as is described in the context of this paper in Chapter 2
(Greiner, 1972, and Churchill and Lewis, 1983). Over this period of time the companies under
investigation did not shift their orientation over time with a certain rhythm or asset. For operational
excellent organizations; The underlying principle of efficiency is the extent to which actual efforts
correspond to planned efforts. For the material asset this results in tthe
he control of costs, measured in the
profit of the organization. The result for the commercial asset can be seen in the increase in experience
and consequently routine in the organization. One way to aid this process is to learn from partners by
engaging in
n alliances and joint ventures or by contracting suppliers. For the socialization asset, the
results become visible in the form of the allocation of the tasks, responsibilities and authorizations,
leading to a certain hierarchy. Insight and self-knowledge
self
lead to co-operation,
operation, leading further to
synergy of the intellectual asset. The danger for an organization of focusing too long on efficiency, is that
it will lead to bureaucracy. Here the arguments of Hardjono (1995) are contradicted as he claimed that
organizations
ganizations needed to exchange one asset for another (see paragraph 4.3). In all a company does not
need to shift focus on a specific asset in time it merely has to organize the company in such a way that
the leading asset is continuously improved creating more added value.

Intellectual Assets

Product and production knowledge and skills, insight

Socialization Assets

Allocation of certain tasks to employees, hierarchy in workforce
and co-operation

Commercial Assets

High degree of market knowledge and involvement the market ,
network

Material Assets

Control over costs, high investments in production leads to many
customers , small prices can be offered and increase in revenue /
profits

Figure 34 Asset Configuration Operational Excellence

100

7.2

Product Leadership vs. Solar system approach

Product improvement, product embellishment, product development or product enhancement are
important, thus making the product better and better is key strategic skill. Or as Treacy & Wiersma
(1992) refer to as state-of-the-art products and services by continuously improving own offerings.
Creativity is also crucial in this company, without the opportunities for the workforce exploit their
creativity these creative thoughts would be deserted, resulting in the end of new idea development.
Hardjono (1995) also stressed this point of creativity by means of lateral thinking and taking risks when
designing and acting upon sales opportunities. Relentlessly pursuing new solution to the problems that
their own latest product or service has just solved and thus continuously creating new markets is what
the company strives for. Gerstberger (2007) found it to be of importance to constantly innovate in order
to stay ahead of competition and to deliver the best product or service in the market. In the solar
system approach the planets are kept on a certain distance, the same gravitational force is held with the
customers, the employees, and partners like universities. All should benefit the company in its goal
which is creating more valued entrepreneurs for the market. Continuously developing new knowledge
and skills which they can offer to their customers, these customers keep and are deliberately held close
to the company due to these developments, and its corresponding value added attributes. Like Porter
(1980) suggested creating industry uniqueness by, for example, design or brand image, technology
features, customer service, dealer network and other dimensions. The customers do not want to miss
new innovations that would, in turn, benefit their competitors. In a way all customers and potential
customers levitate around the product leader and are kept on the required distance by the company’s
‘gravitational’ force. The co-development with customers and the resulting new ideas are marketed to
other potential customers quickly to benefit from the time and resources invested in the open
innovation. After an innovation is made, new solutions for customer problems are solved and perhaps
new problems arise from the solution, here, the continuous pursued of new solutions to problems is
becomes obvious. Sometimes the solutions are the replacements of the earlier developed solutions by
the organization, but the uninterrupted search for new markets or creative new solutions for the market
show the drive to stay in front of the competition. Cameron & Quinn (1999) mention this last argument
and refer to it as continuous improvement of the product or service.
Networking is used by all the companies under research (as is by the authors discussed in this paper),
here knowledge is gained about the market conditions. Besides this search for trends, companies active
in the product leader strategic focus use their network to promote solutions developed for problems in
the market. Therefore, keeping their competitors, clients, potential customers, suppliers, and
complementors in the surroundings of the organization, in order to ‘control’ the complete market
environment. So when opportunities for the product leader arise in the market, they can immediately
act upon it. Also, creative out-of-the-box ideas are used by the organizations to further broaden their
customer base and demonstrate their ideas and solutions. From promotional activities like visiting or
giving presentations at specific conventions to physically demonstrating the products at the objective
customer, and from phone and email traffic to co-developing solutions with the potential customer.
Other methods of keeping the customers close is by responding to market changes like new
governmental regulations, when these alterations occur, one must act immediately in order to create
competitive advantage and a unique value for your customers. As Hardjono (1995) refers to as seeing
sales opportunities, and Treacy & Wiersma (1992) claim the importance of commercializing new
products quickly. Thus, the company needs to monitor and try to have power over all moving objects in
its surroundings, including governmental institutions. Cameron & Quinn (1999) submitted the terms
anticipate needs and surprise and delight in this context.
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Below a description of the relationships between the building blocks within the internal process is given
for the product leader value discipline. All building blocks are designed to reinforce the centered value
proposition building block together with the asset configuration. A representation of the following is
depicted in Figure 35.
Infrastructure
Value configuration: Facilitating quick commercialization of new ideas or product improvements, as
proclaimed by Treacy & Wiersma (1993). Combining capabilities to find solutions for customers a great
amount of entrepreneurial skills is necessary here, also creativity must be encouraged to develop new
ideas (Hardjono, 1995) or by experimenting with new developments in order to come to the right new
solution (Cameron & Quinn, 1999), this requires a certain amount of freedom for the employees to
actively strive for creativity within the firm again claiming the need for a companywide entrepreneurial
spirit, new ideas or innovative (technology) developments need to be protected by intellectual property
rights, the knowledge transfer between colleagues is crucial in development plans and creative solution
finding, the organization should be organized in such a way that employees brainstorm and discuss
certain ideas with each other further encouraging creativity and innovative thoughts
Capabilities: Creative solution finding power of the employees, This requires a high level of knowledge
and skills in the area of operation (i.e. technological knowledge and skills or market and industry
knowledge), here education and time specifically arranged for this knowledge and skill building should
be accounted for by the organization like the opportunities of employees to take additional courses on a
specific area or to visit specialized meetings or conferences to do so, Organizational readiness for quickly
launching new products on the market is crucial for a product leader (flexibility as argued by Quinn &
Rohrbaugh in 1983) and thus the employees should harbor this entrepreneurial skill in quickly switching
when an market opportunity arises (workforce flexibility), ICT solutions where the knowledge and skills
are shared between employees is shared is an important capability of a product leader, this in turn
creates the need for employees to well document their findings or product knowledge that other
employees can quickly make use of this information, Another documented knowledge or skill is the use
of intellectual properties so that competitors cannot (freely) make use of the generated knowledge of
the organization, other method to outperform the competition is by offering ISO certified products or
services which gives the organization an added value compared to competition.
Partnerships: In sourcing knowledge and skills for offerings development for instance using engineering
agencies or universities to generate or add knowledge to the company, in turn, when harboring
specialist knowledge might lead to outsourcing of less specialist knowledge or skills for instance product
after service, Co-development or setting up alliances with other organizations to create new markets,
might even be competitors, knowledge sharing, open innovation, Use products of competitors or other
firms to sell total solution to customer generating an extra profit on those products as well. Hardjono
(1995) refers to this statement as lateral thinking, while Cameron & Quinn (1999) refer to this as
creative solution finding
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Partnerships
INFRASTRUCTURE
MANAGEMENT

Capabilities

Customer Relationship

-Outsourcing service
-Using not in-house specialist
knowledge from Universities or
engineering agencies
-Co-develop or alliance with
others to create or enter new
markets

-Creative solution finding power
employees
-High level of (product and market)
knowledge and skills
-Training and education
-Knowledge sharing (ICT structures)
-Guaranteed quality (ISO certifications)

PRODUCT

Value Proposition

Value Configuration

CUSTOMER
INTEFACE

Customers

-Continuously improving product /
service
-Continuously developing new
product /service
-Able to launch new products
quickly on the market (first mover)

-Those seeking best products
/ services (first mover / early
adopters)

Channels

-Creating entrepreneurial
environment
-Workforce communication
-Encourage creativity
-Combining capabilities
-Flexible organization able to
respond quickly when
necessary

-Demonstrating added value of
best product
-Earlier customers are potential
new customers
-Networking and specialist
magazines, conferences and
meetings

Revenue Streams

Cost Structure
-Research & development costs
-Acquiring new technologies and
intellectual property rights
-Invest in knowledge and skill
generation (education and training)
-Promotional activities

Market Share
-Finding new customers for new
Partnerships
product/service/features
-Niche market/only supplier,
Outsourcing of simple
pushing product
production
-Large player with knowledge
generated power to supplier and
customer

Clear Goals
- Stay on top of market with

continuous knowledge
generation and development
of business solutions
Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

MATERIAL ASSETS
Cash Flow
-Invest with working capital and/or
external capital
-Linking depreciation to ROI
--Cash available for quick response
on R&D or market generation
-Advanced payments for singular
clients

COMMERCIAL
ASSETS
Experience
-Continuous top performance
creates mutual trust
- Network of owner/ company/
customer is used to enter or
capture the market (re-selling
& up-selling)

SOCIALIZATION
ASSETS
Clear Hierarchy
-Owner delegates to
knowledgeable people and
keeps the bigger picture in tact
- Owner creative and great
entrepreneurial skills

-High margins small volumes
-Premium pricing
-Beholding and generating
revenue from intellectual
property rights

Price
- Best product in the market
gives good price and margin
-Knowledge nowhere
Co-Development,
order else to
be found (knowledge
request, customer wants
monopoly)
supplier close by,

Organizational Cohesion
-Employees all striving for
best product and best
solution design and
development
Branding, Network

Inventiveness

Strategic Plans
INTELLECTUAL
ASSETS

- Knowledge centre

-Top segment and certifications
-Continuously develop new
products to create value for
customer and conquer new
markets

-Close relation to generate
market knowledge and
opportunity finding
-Regular meetings and re-contact
-Long-term based on trust to
distribute new ideas (first mover)
-Cooperation

-Knowledge generation by
solutions
for customers
Production hours finding
(max 600
a
and, in turn, this is used for
week),
Norms and Behavioral
Codes
other companies
-Employees are willing to
help another
-knowledge is shared

Synergy
-Employees willing to help the
company by finding solutions
and new technologies to stay
on top of the market
- Being best makes the
workforce proud

Figure 35 Internal Process Product Leadership
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Product
Value proposition: focus on this building block within business model Product leaders being externally
oriented which means the focus lies on the value capturing aspect of the business model, on the product
offering to be more specific. Thus continuously offering product improvement (Cameron & Quinn, 1999,
and Treacy & Wiersma, 1992; Continuous improvement), product embellishment (Hardjono, 1995, and
Porter 1980; design), product development or product enhancement are important, thus making the
product better and better for the customer and launching it quickly (Treacy & Wiersma, 1992;
Commercialize new product quickly, Quinn & Rohrbaugh, 1983; readiness) , even when the new solution
surpasses the old product or service making it superfluous. The company strives to continuously stay
ahead of competition (Cameron & Quinn, 1999; create new standards), by outperforming them in the
product service offered (Porter, 1980; Industry uniqueness). By having the right certifications, potential
customers (i.e. governmental institutions) are required to buy products beholding those certifications
giving a better profit margin since not every competitor has these ISO certifications for instance. The
focus of this value discipline lies on the value distribution, which describes exactly that what is additional
value for the customer is offered. The effects of this center of gravity on the other building blocks are
discussed below. All other building blocks should enhance the value propositions of the product leader.
Customer Interface
Customer Relationship: close relationship in order to enhance market knowledge and finding problems
where solutions can be created for by the company, customer contact is crucial in this matter, regular
meetings and re-contact reinforces the relation, Long term relations based upon trust are crucial for
good relationship also important for distributing new product ideas or solutions, seeking first movers,
like Cameron & Quinn (1999) argued to anticipate on the needs of customers or the market as a whole.
Thus, when good relations exist with (potential) customers they are more eager to share their problems
for which they are seeking a solution, also they are more willing to take the first steps in acquiring the
new product or service, this way both the supplier and the customer are facilitated, again resulting in an
improvement of the relationship and longer term ‘cooperation’, when problems do occur between the
organizations the mutual trust and willingness to cooperate on a long term bases is important for
clearing the air
Customers: Those first movers or early adopters’ organizations wanting to stay ahead in their market by
using the state-of-the-art offerings of a product leader. Porter (1980) stressed the importance of the
customer service and the contact with the dealer network
Distribution Channels: pushing the offering into the market, showing potential customer the added
value of the product or service, make use of earlier customers by offering newer and better products to
them. Like stated before Porter (1980) referred to this point by stressing the importance of the dealer
network, other facets mentioned by him were the brand image the company has. Thus using their
available network, specialist meetings and conferences to gain market or industry knowledge or to
demonstrate the company’s abilities, also using salespeople and internet or specialist magazines to
show off the products or services to potential customers
Material Assets
Cost Structure: Development costs by for instance acquiring new technologies or intellectual property
rights, also by working together with universities or other knowledge institutions (market) Research
costs which are audited by an external agency, investing in knowledge and skills generation of personnel
like courses or knowledge sharing ICT solutions, promotional activities via the distribution channel in
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order to push the products to the potential customers. Porter (1980) claims that product leader
organizations do not have a primary focus on costs
Revenue Streams: High margins due to high product value for customers, specialty / uniqueness of the
offering, prices are thus dependent on availability of comparable products or services on the market or
the need for the specific product within certain market segments, having the intellectual property right
or being the only or one of the few ISO certified producers of a specific good or service creates higher
profit margins to the organization
Cash Flow: Keep considerable amount liquid in order to be capable of quickly reacting to market
changes, R&D investments or promotional activities to create new markets, linking the duration of the
loan at an external source to the time it needs to depreciate, giving discounts to certified re-sellers of
the product reduces profit margins but increases number of sales, since co-development does occur at
product leader organizations the customer with which is cooperated can be asked for advanced
payment for instance guaranteeing that specific customer singular use of the product or service
developed for a specific period of time, much of the profit margin is spend on the development of new
technologies or products by continually reinvesting in the organization. The companies in this research
haven chosen for their success in managing their cash, they have been awarded with prestigious awards
on their entrepreneurship. As claimed by Porter (1980) the costs are of less importance but the margins
for these companies are substantial resulting in profit
Commercial Assets
Market Share: Based on the knowledge and skills of the company, new products/ services/ features for
the products are developed and created. The key to increase market share is to find new customers for
these new product/service/features. Since most product leaders operate in a niche market or are the
only supplier delivering the solution (monopoly), pushing the offering to the potential customers is
crucial, thus demonstrating and helping these customers to mend their problems or show productivity
increases for instance to persuade the customer into buying. Porter (1980) referred to brand or
company image and dealer network to sell products. When the company is a large player in the market
with high levels of product and market knowledge, power generated towards both supplier and
customer resulting in good buying prices and conditions and in good profit margins in the sales process
to the customer
Experience: The continuous development of new products or replacements of own products, all
delivering a top performance for the customer time after time creates mutual trust between the parties,
hence if the organization has a new offering the customer is easily willing to participate in the trial of the
product or service or is even willing to buy the offering immediately from the company. This way the
customer will stay in front of its competition with an competitive advantage. This argument is most used
to sell the product to competitors of the client or suppliers or customers of the client (cross-selling and
up-selling). In the end it is the knowledge generated by the relationship between customer and
company that results in the right choice of which idea to develop into a physical product. Hence, the
focus on intellectual assets in the organization
Price: Product leaders use their intellectual knowledge to offer the best products in the market this
results in good prices and profit margin. Also, the contact with the customers gives the company the
opportunity to further increase market and knowledge of the customer to further develop solutions or
to improve the product as a whole. This, in turn will result in good prices offered and mutual trust
between the parties. Sometimes, price is not an issue for the customer, since the customers need the
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information / knowledge/ skills offered and cannot go to a competitor simply because there isn’t any.
Here the price of the offering can be anything the company feels it can ask for the product
Socialization Assets
Clear Goals: Stay on top of market with continuous knowledge generation and development of business
solutions, employees are urged and motivated to act in this matter. They are probably also very willing
to pursue these goals, else they are not fit to be employed at a product leader. Flexibility is important in
a product leader organization, as is stressed by Quinn & Rohrbaugh (1983), and the ability to anticipate
on needs by creative solution finding and surprise and delight according to Cameron & Quinn (1999)
Clear Hierarchy: Owner delegates to knowledgeable people and keeps the bigger picture intact,
employees are very skilled in specific areas of the company’s product, and this knowledge is combined
to deliver the solutions offered to the client. Here it is important that there is a clear hierarchy
structured since most specialists need direction in terms of managing their operations. Here the leader
comes into play, the leader should facilitate the creative process and unburden the specialist in doing his
primary task. The owner’s creative and entrepreneurial skills are leading the company towards the next
step, in terms of customers, markets, and offered solutions. The employees are the ones actually
developing the products, most of the time
Organizational Cohesion: All employees are motivated and trust each other to deliver the best product
or service in the market. The solution that the team delivers continuously makes them feel proud of the
team and the company, while still wanting to improve the last delivered product. As Treacy & Wiersma
(1992) discussed the importance of the business and management processes to be engineered for speed
Intellectual Assets
Strategic Plan: The organization often proclaims to be a knowledge centre, in a way this is true, on the
other hand the customers want the products resulting from the knowledge centre. The fact remains that
knowledge of the employees and within the organization (Routines and procedures, ISO certifications,
and/ or Intellectual Property rights) are ways to become operational in the top segment of the market,
or even introducing a complete new market while you’re at it. The plan is to continuously develop new
and / or improved products to service your customers, this is in line with what Treacy & Wiersma, 1992,
Porter, 1980, Quinn & Rohrbaugh, 1983, Hardjono, 1995, Gerstberger, 2007, and Cameron & Quinn,
1999 proclaim in their research
Synergy: Employees willing and able to help the company by finding solutions and new technologies to
stay on top of the market, often brainstorming techniques are used and, of course, the client in is
involved in the process to best fit his or her requirements. In the end the mere fact that the company
outperforms its competitors, if there are any, creates a form of pride and team spirit within the
organization
Norms and Behavioral Codes: Employees are willing to help another to come up with the best solutions,
in this process knowledge is shared and the combination of specialists is what delivers the unique one of
a kind offer to the customer, fitting the needs and wishes perfectly
Inventiveness: Knowledge generation by finding solutions for customers and, in turn, this knowledge is
used for other companies and their problems. The employees are very resourceful in their quest to aid
the customer. New knowledge is used and generated at the same time, continuously developing the
organizational intellectual assets
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The blue inverted triangle in Figure 36 shows the presence of the assets in the organization. The
intellectual assets are the starting point of the desired asset configuration, the high degree of
knowledge offered to the customers, new product ideas are generated as well in order to guarantee
Treacy & Wiersma, 1992, Porter, 1980, Quinn & Rohrbaugh, 1983, Hardjono, 1995, Gerstberger, 2007,
and Cameron & Quinn, 1999 survival as a product leader company. The authors focused on creativi
creativity
(Hardjono,
Hardjono, 1995), on continuous improvement (Cameron & Quinn, 1999, and Treacy & Wiersma, 1992),
on flexibility (Quinn & Rohrbaugh, 1983), and industry uniqueness (Porter, 1980), and constant
innovation (Gerstberger, 2007), all of these features of product
uct leadership are grown in the intellectual
assets of the business configuration. Without the assets on new knowledge or skill creation and the
organizational readiness to cope with continuous innovations and the creativity in finding new
customers would be useless. This could, in turn, be inverted as well, without the necessary socialization
and commercial assets, an outstanding presence of intellectual assets would be useless,
useless thus the
socialization assets reinforces the intellectual assets and the overa
overallll competitive advantage of the
organization.. Therefore the distribution in the company presence, is as shown above, it is, however,
more a combination of the three in order to create material assets. This enhances the intellectual asset
for the organization
ion giving a better added value for the potential customers and those who are already
in the customer portfolio. This together with a better competitive position in the market will lead to
better profits and an enhanced cash position. The four-phase-model suggested by Hardjono (1995) is
based, is that organizations are striving to increase the total competencies in a continuous process of
exchanging one asset for another. Ideally, an organization should keep all four goals in balance at the
same time. Balance
ce can only be reached by shifting the attention in time from one goal to another with
a certain rhythm. Therefore choose one of the strategic orientations for a certain period, being either
effectiveness, efficiency, flexibility or creativity. For product leaders the phase of flexibility is found by
Hardjono (1995) where as the result of an internal orientation and an orientation on change, can be
defined as the ability of an organization to renew and change itself. This ability comes mainly from
realization
on of the potential within the organization. Increase of the flexibility on the level of material
asset can be reached through reallocation of budgets. For the commercial asset, redesigning processes,
leading to new working methods will result in increased flexibility. The socialization asset will be strong
when the organizational goals are derived from the shared values of the employees, reflected in the
mission statement. This should lead to a strong group-feeling.
group feeling. The limits for change are defined by the
mission statement, which is formulated on the level of the intellectual asset. When an organization stays
to long in the phase of flexibility, this will eventually result in anarchy. As in the operational excellent
organizations, the claims of Hardjono (1995)
(1995) concerning the exchange of focus on assets are not
validated in this research. Over time, as the companies grew, they stuck with their strategy and its
corresponding focus in both the internal process (the business model) as in the focus in its assets.
assets

Intellectual Assets

Knowledge creation by the members of the organization by
solving problems for, and together with customers, new product
ideas are generated

Socialization Assets

Organizational readiness for continuously innovating in terms of
new business development

Commercial Assets

Creativity in finding new customers for new product ideas,
Networking capabilities

Material Assets

New ideas and solutions lead to new markets and/or new
customers which,107
in turn, should deliver an increase in liquidity

Figure 36 Asset Configuration Product Leadership

7.3

Customer Intimacy vs. Virus approach

In this model the important facet is that the company needs to understand its user group’s needs better
than any of its competitors do. Thus, the company striving for customer intimacy firsts needs to get into
contact with the right carrier, or company that can be infected with its offerings. Like Hardjono (1995)
suggests focusing on selling in order to generate revenue and on concurring markets. When this carrier
is found a lot of effort will go into the actual contamination of the ‘victim’. As Gerstberger (2007) argues
in favor of the customer contact, and Cameron & Quinn (1999) claims the importance of involving both
customers and suppliers, and on creating partnerships with these parties. Hence the numerous contacts
and the importance of the persuasive power at the companies under research. By pointing out the
advantages that the customer can gain from the cooperation, the offerings are infected in the company
processes. Treacy & Wiersma argue for customer loyalty and offering customer lifetime value by making
the internal processes inferior to the customer’s requirements. Methods used for ‘infecting’ new
customers are for instance by giving them advice on how to solve problems within their organization or
operations, and then explaining that they could also deliver the service. Another method is codeveloping with potential customers, here the customer is already infected by the services of the
company. Gerstberger (2007) refers to this as step-by-step customer relationship building by high
degrees of customization, and the high demand for co-development. In the long run, customer intimacy
companies try to infect the customer in such a way that it will not be easy for them to switch to another
supplier, due to the customization of the product or service, or for instance the type of material used in
combination with the company’s knowledge and skills. Besides, creating dependency at their customers,
the virus also tries to use the current customers to further evolve and transfer its offerings to other
potential customers that are suitable for carrying the virus. In all the importance of the fine definition of
customer segment (Treacy & Wiersma, 1992) is relevant for customer intimate organizations, although
there are those that can operate in different markets since their demands are more or less the same. An
example of this transfer is showing direct competitors of infected customers what they offerings have
turned out to be successful for that specific company and showing them benefits in order to convince
the potential new customer. The company must anticipate new or emerging needs from this user class,
in advance of its competitors, in order to modify current products or offer new products more
frequently than its competitors do. Therefore, upfront user knowledge is a key strategic capability.
Cameron and Quinn (1999) call this measuring customer preferences and Quinn & Rohrbaugh (1983)
discuss this topic in terms of planning. Another important area is user loyalty (Treacy & Wiersma, 1992;
customer loyalty and customer lifetime value), meaning that customers stay with the company over
time. Here factors like trust are of importance and of course the quality of the relationship between the
company and its customers.
All building blocks summarized in Figure 37 are designed to reinforce the centered customer
relationship building block. This figure is combined with the asset configuration of the internal process.
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Partnerships
INFRASTRUCTURE
MANAGEMENT

Customer Relationship

- Those companies that can add
specific knowledge, skills, or
products to the offering (e.g.
Market research agencies or
engineering agencies)

PRODUCT

Value Proposition

Capabilities
-Creating market / customer
knowledge
-Knowledgeable lower level
employees as contact with
customer
-Workforce flexibility and
creativity

-Close relation to generate
market knowledge and
opportunity finding
-Regular meetings and recontact (CRM system)
-Co-development and
cooperation

-Best solution to customers
demands and wishes
-After sales and service
-High customer involvement in
development process of offering
-Creating customer relationship

Value Configuration

Customers
-Those companies suitable to
incorporate the offered
solutions

Channels

-Maximum compliance with
customer wishes and demand
-Responsibilities and power at
employee level (decentralization)
-Extra services for added value
and customer dependency

-Demonstrating added value
of the offerings
-Cross selling
-Up selling
-Influencing decision makers

Revenue Streams

Cost Structure
-Invest in acquiring customers
-Invest in retaining customers
-High service degree costs (e.g.
higher stocks to improve
deliverability or better or more
employees available)

Market Share
-Very exclusive offering
Partnerships
(complete package) delivered
customers
needof
tosimple
come back
Outsourcing
-Niche
markets with few
production
competitors

Clear Goals
- Reliability, High quality, new

Technologies, gain trust from
customer, customer returns
Precision, manufacturability,
Problem solving, top of
market, single piece
production possible,

MATERIAL ASSETS
Cash Flow
-Variety of agreements;
-No cure no pay
-Service contracts
-Renting
-Contractual payments
-Periodic or singular
payment

COMMERCIAL
ASSETS
Experience
- Demonstrate added value
-Co-development
-Great image and owner
boosting network
-Customers come (back)
-Capture the market (re-selling
& up-selling)

SOCIALIZATION
ASSETS
Clear Hierarchy
- Owner end responsible and
close to employees
-Tasks divided to speciality
-Employees lots of decision
power and freedom in their
operations

-High margins due to best fit with
customer demands and wishes
-Relationship / continuous
transactions
-Additional products or services
offered

Price
- Niche market with complete
solutions offered results in
higher margins order
Co-Development,
-Customer is addicted to the
request, customer wants
company’s products and
supplier close by,
services thus higher prices

Organizational Cohesion
- Some employees very individual
oriented, others working together
(depending on the tasks)
- Employees speak their mind and
have the freedom to plan their
Branding,
own
work Network

Inventiveness

Strategic Plans
INTELLECTUAL
ASSETS

- Serving customer as they wish
- Product knowledge to advise

and produce
-Unique product combination
offering
-Follow up orders are placed

CUSTOMER
INTEFACE

- Development of new products
client
Production hours for
(max
600 aspecific demands
from within or outside the
week),
Norms and Behavioral
Codes
company
-Internal communication
between owner and
employees very open
-Trustworthy relationship
between company and
customer

Synergy
- Co development with
suppliers, competitors,
complementors, and of course
(potential) customers to solve
problems before they are even
known to customer

Figure 37 Internal Process Customer Intimacy
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Infrastructure
Value configuration: Customer oriented thus value is configured by short or up to standards of the
customer requirements delivery times and product or service quality, like suggested by Treacy &
Wiersma (1992) the processes of the company are inferior of that what the customer requires.
Responsibilities and power at employee level for customer support, Performance of the company
towards the customer must be high and extra services or innovations offered deliver added value for the
customer and create a niche market for the organization, these extra services are those induced by the
customer or those which are seemingly important to them without the customer’s potentially even
knowing of its existence, here the referral to measuring customer preferences is of importance as is
claimed in the article of Cameron & Quinn (1999)
Capabilities: Market and customer knowledge in order to understand what the customer wants and
needs by close contact with customers and potentially using market research agencies to broaden the
scope of knowledge. Thus value is created specifically to a particular segment in the market (Porter,
1980) and thus claiming a fine definition of customer segments (Treacy & Wiersma, 1992). Knowledge of
the lower level employees is crucial because they are the ones most active at the customer facilities and
count as the preliminaries of the company and the customer relationship, to Flexibility of operations
(e.g. workforce) to satisfy customer needs, also creativeness should be encouraged to further develop
ideas that are useful for customers binding them even more to the organization, this is in line with the
claims of Treacy & Wiersma (1992) related to customer loyalty. Knowledge and skills to cope with
changing customer needs, extra services that can be offered to the customer to try to reach potential
customers
Partnerships: Those companies that can add specific knowledge, skills, or products to the offering like
specialist companies or engineering agencies, according to Gerstberger (2007), customer intimate
organizations have a high demand for co-development. When capacity is reached using cheaper
competition to fill gaps for non specific or straightforward tasks, agreements with competition to
exchange workforce when capacity is reached at the company or at the competitor, this way the
employees can be retained even when business is temporarily not going so well and thus keeping the
knowledge and skills of those employees in-house for the future, thus like Cameron & Quinn (1999)
argued for setting up partnerships and involving customer and supplier. Setup long term or service
agreements with big suppliers that the organization benefits from these harmonious contracts in terms
of dependability (going the extra mile for the important customer), delivered service and cost of
ownership. The last points are discussed by Treacy & Wiersma (1992) referring to customer lifetime
value
Product
Value proposition: Solution that meets or closely meets the customer demands and wishes, it is thus
important to measure these demands and wishes (Cameron & Quinn, 1999) and to translate them into
the right product for the specific customer, as Gerstberger (2007) claimed; high customization. Working
together with the customer or even co-developing (Gerstberger, 2007) to find this solution is of
importance in these situations, After sales is important for the duration and thoroughness of the
relationship, the customer wishes and demands results in a niche market operation with specialty in
that specific customer as Porter (1980) referred to as serving a particular target market, of course, this
knowledge and skill needs to be proposed to other potential customers as well in the matter that these
specific potential customer wishes it
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Customer Interface
Customer Relationship: focus on this building block within business model as described above It has
become obvious that the focus in the business model should be on the customer due to its external focus.
The center of gravity being on the customer relationship building block. The effects of this focus within
the business model have the following effects on the other building blocks. These building blocks should
strengthen the customer relationship with customers.
Co-development (Gerstberger, 2007) or advising the customer are ways to strengthen the relationship
directly; creating partnerships (Cameron & Quinn, 1999) and building on customer loyalty (1992), of
course meeting with (potential) customers regularly to improve trust and constantly keeping in the minds
of customers with the products or services that can be provided; planning and goal setting (Quinn &
Rohrbaugh, 1983) also, customer can be invited to the company to show the latest offerings that might
be helpful to the customer, here a mutual willingness to cooperate can be further build, furthermore, the
organization can learn what problems arise at the customers operations and can, in turn, act upon these
problems to find solutions; developing strategy (Hardjono, 1995)
Customers: Those suitable to incorporate the solution of the company, Important to chose segments in
which to operate due to aforementioned reason, Fully understand the different markets and its
customers and focus on that segment that best fits the offerings, referred to by Cameron & Quinn
(1999) as measuring customer preferences, and by Porter (1980) when arguing for serving a particular
market segment. This segment has a fine definition according to Treacy & Wiersma (1992) and result in
a high degree of co-development with customers and, thus, a high degree of customization
(Gerstberger, 2007). It is, however, possible that businesses operating in completely different segments
do wish for the products or services offered by the organization since it comprises only a small fraction
of the operation delivered by the customer (e.g. clean areas are required in the semiconductor industry
as well as in hospitals or laboratories)
Distribution Channels: Cross-selling by selling among or between established customers, markets, or
traders, thus selling additional products or service to an existing customer, Up selling usually involves
marketing more profitable services or products, or exposing the customer to other options he or she
may not have considered previously, by demonstrating products and services in magazines on website
or at relevant meetings and conferences or entrepreneurial associations. As Hardjono (1995) discussed
the importance of selling in order to generate revenue and the conquering of new markets to enhance
sales. The brand name of the organization and its forthcoming image would stimulate the
aforementioned distribution channels
Material Asset
Cost Structure: Customer acquisition is cost intensive while keeping a customer might be less costly,
important is that investments costs are made in order to establish a good customer relationship and
sustain or expand this relationship, after sales is a costly process, large overhead, also to deliver a good
deliverability service towards the customer a higher than absolute necessary stock can be kept in order
to answer to any sudden additional demands by the customer, the same goes for the number and level
of the workforce both resulting in extra costs, additional products and services offered to the customer
to meet the customer’s demands and requirements might result in additional investments in knowledge,
skills or acquired goods or services. The processes of the company and its resulting cost are inferior
topics related to the compliance to customer’s requirements (Treacy & Wiersma, 1992)
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Revenue Streams: Offering suits the demands and wishes of the customer, therefore higher profit
margins are generated, reoccurring sales at the same customer give continuity in revenues, cross-selling
and up-selling generate additional turnover, due to the ever changing product and service offering
package delivered at numerous customers, as is discussed by Hardjono (1995) that it is crucial to
stimulate sales in order to generate revenue for the organization. prices and profit margins are different
every time around, sometimes taking a lower profit margin might result in a longer and more intensive
customer relationship in the long run with all extra revenues as a consequence, customer relationship
could be contract based or project based giving a difference in agreement and revenue, in all, the
customer is offered lifetime value, as Treacy & Wiersma (1992) mentioned in their paper
Cash Flow: due to the difference in agreements with customer the cash flow be fluctuating as well,
sometimes the offering is by no cure no pay and sometimes contracts with payment terms exist. The
companies under research have been selected based upon their sublime efforts in cash flow
management, hence the ideas and suggestions made are all in line with the outcome of a successful
management strategies concerning the cash flow position of the customer intimate organization. If all
building blocks are designed to reinforce the material assets and in the end the cash position of the
company, this would be an improvement towards the earning model of the organization
Commercial Assets
Market Share: The very exclusive offering (complete package) delivered to customer intimacy operating
customers requires the customers to come back to the company when in need of a follow up or
extrapolation or improvement of the offering. Therefore the customer base will be steady and can only
grow after acquiring several customers. Hardjono (1995) refers to this as the conquering of markets or
market share by improving sales. Customer intimate organizations are active in niche markets with very
few competitors, as is described by Treacy & Wiersma (1992) as the fine definition of market segment,
and by Porter (1980) as serving particular target markets. It is due to this customization (Gerstberger,
2007) towards the customer that very few competitors exist in the market as it is targeted by the
organization
Experience: Due to up selling and cross selling of the offering new markets are accessed and created,
making use of both competition to find new customers as well as the use of suppliers, competition, and
customers of your customers. A great point is to demonstrate the added value the company can offer to
the potential customer, via conferences or just by meeting with them, it can even result in codevelopment between customer and supplier. In all a great image is crucial for the company to survive,
for instance the owner might have an important network boosting the sales due to its long relationship.
Here the fact that customers come (back) to the company almost automatically (Treacy & Wiersma,
1992; customer loyalty). After the customer is acquired the market can be captured by re-selling & upselling to that customer or to its competitor or even to its suppliers or clients. This experience is crucial
for a customer intimate operating company and is seen as the great competitive advantage
Price: Since operating in a niche market and offering complete solutions for the customer’s problems,
the margins are considerably higher than the product of the solutions costs. The goal is to get the
customer addicted to the company’s products and services thus higher prices can again be calculated
Socialization Assets
Clear Goals: Reliability of the offerings as well as the reliability of the company in terms of complying
with mutual agreements. The quality standards need to match those required by the customer at all
times, they do not have to be the best of the best as long as they are suitable for the demands. New
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technologies could be incorporated in the solution, but the main point is to be sufficient in the solution
not being state-of-the-art. In all a clear goal is to gain trust from customer, this will result in the
customer either returning to the company or advising the offerings to other potential customers
Clear Hierarchy: Owner is the end responsible for the company and will act upon this if necessary, he or
she often very close to the clients in terms of their acquisition. Later on the project or the tasks are
divided to specialty and employees are given lots of decision power and freedom in their operations.
This is beneficiary to come to the best solution together and the contact with the customer does not
incur any static noise in the information transfers of wishes and demands. In all the owner or CEO takes
both distance in the creative process if not knowledgeable in the field but at the same time is very close
to employees
Organizational Cohesion: Some employees are very individual oriented in doing their tasks, others are
very keen on working together, and this is very dependent on the tasks at hand for the specific
employee. In all the company’s employees should be very service oriented towards the customer. It is
important that the ability of employees to speak their mind and have the freedom to plan their own
work has a positive outcome on the working atmosphere, involvement and the overall motivation of the
members of the organization
Intellectual Assets
Strategic Plan: The customer is the most important in the customer intimate organization, hence serving
customer as they wish for and assisting them to a maximum to solve their problems. Here the
combination of product knowledge to advise them and production capability for the practical execution
of the solution become evident. The offering is a unique product combination which is thought of as to
incur follow up orders and a long term relationship with the customer
Synergy: Co-development with suppliers, competitors, complementors production companies, and, of
course, (potential) customers to solve problems before they are even known to customer. Here the
entire supply chain comes into play to develop the unique solution for the customer.
Norms and Behavioral Codes: Internal communication between owner / CEO and employees very open
in order to stimulate the best solution for the customer in the creative process. Everybody can speak
their mind and this evokes other opinions and in the end the best product mix is suggested and
implemented at the customer. Between that customer and the company a trustworthy relationship is
crucial to be commercially successful, this status of trust comes from within the company, and if distrust
exists inside the company this will affect the viewpoint of the potential customer
Inventiveness: Development of new products or services for the client’s specific demands and wishes are
generated from within the company or in combination with outsiders like suppliers. In all the knowledge
of every stakeholder is addressed to come with the best client oriented result
The blue figuration in Figure 38 shows the presence of the assets in the organization. The commercial
assets are most important here, the skills needed to generate new customers and to make the customer
as dependent as possible on the offered product are commercial tasks. Treacy & Wiersma (1992) refer
to this as customer loyalty, it is however more, as discussed a virus infection which the customer cannot
‘heal’ easily. Operating in a niche market where product and material knowledge are necessary gives the
company intellectual assets. Without these specific knowledge and skills, the organization operating
with a customer intimate strategy needs to realize custom made solutions (Gerstberger, 2007). The
processes in the organization are inferior to the requirements of the customer (Treacy & Wiersma,
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1992),, therefore the intellectual assets strengthen the position of the company via their abilities to serve
their existing customers and conquering new market segments with the corresponding customers
(Hardjono, 1995). Third important in the asset configuration of companies striving for customer intimacy
is the material asset. This asset is developed by the dependency of the customer on the offerings of the
firm, creating more dependent custom
customers
ers will lead to an increase of the revenue and the profits, thus
creating cash. As Hardjono (1995) stressed the importance of selling, generating revenue for the
company, once the customer is infected with the offerings of the organization, further up
up- and crossselling will take place, resulting in better revenues and an increase in material assets. Thus the
commercial asset is continuously reinforced by the actions of the organization, the other assets are all
responsible for further developing the leading asset and this will, in turn, result in more valuable
propositions for the customer at hand or the potential customers.
customers. This ever increasing perceived value
for the customer gives the organization a better market position and in the end a higher profit margin or
market share and thus profit. This focus on commercial assets is in line with the claims made by
Hardjono (1995). The four-phase
phase-model
model suggested by Hardjono (1995) is based, is that organizations are
striving to increase the total competencies in a continuous process of exchanging one asset for another.
Ideally, an organization should keep all four goals in balance
balance at the same time. Balance can only be
reached by shifting the attention in time from one goal to another with a certain rhythm. Therefore
choose one of the strategic orientations for a certain period, being either effectiveness, efficiency,
flexibility or creativity. Effectiveness, for customer intimate organizations according to Hardjono (1995)
as a result of an external orientation and an orientation on control, can be defined as the extent to
which an organization is successful in reaching its goal
goals.
s. In terms of the material asset, this leads to
activities that are directed towards generating cash flow and increasing the turnover. To increase the
commercial asset, markets have to be conquered to gain market share. Setting targets is an effective
way to increase the socialization asset, so as to give the organization direction. To effectively increase
the intellectual asset, strategy development is essential. This will create the foundation for plans for the
future. When an organization stays to long in the phase of effectiveness, this will eventually lead to a
tunnel vision or marketing myopia
myopia,, meaning that the organization doesn’t know how to walk alternative
paths or simply doesn’t even see them. As in the customer intimate organizations in this research, the
claims of Hardjono (1995) concerning the exchange of focus on assets are not validated. Over time, as
the companies grew, they stuck with their strategy and its corresponding focus in both the internal
process (the business model) as in the focus
focu in its assets.

Intellectual Assets

Product and material knowledge and skills

Socialization Assets

Entrepreneurship owners, involvement and responsibility
employees in organizational process

Commercial Assets

Creativity in finding new customers and keeping them, the skill to
excecute commercial tasks

Material Assets

Insights on offerings advantage for customer generates greater
reveneus/ profits

Figure 38 Asset Configuration Customer Intimacy
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7.4

Resource Enrichment vs. Thunderstorm approach

By enhancing a company’s knowledge in the area of technology an organization keeps uncovering new
application that lead to a continuous stream of new products. Therefore, basic or applied research is a
key strategic skill in technology-driven companies, the focus of resource enriched companies is on the
configuration of value for their customers, combining necessary capabilities towards a unique and total
solution for the customers. Porter (1980) referred to this as serving a particular target market with a
unique functional policy developed to create value very specific for that market segment. Here the
resemblance with the thunderstorm approach becomes obvious. The projects or concepts are
specifically designed for the problems at hand at the (potential) customer and are likely never to be
used in this form again, just as lightning would never strike twice at the same point. As is specifically
stressed by one company owner claiming that the firm hardly ever work for the same principal, proving
the randomness of work relationships. In order to create the right circumstances for lightning to strike, a
very specific and unique combination in the clouds is necessary. The same goes for the offering of the
customized unique solution to the customer, here a perfect set of activities and skills needs to be
combined in order for the right circumstances to develop. As Hardjono (1995) referred to this as
flexibility, and Quinn & Rohrbaugh (1983) mentioned the importance of cohesion and morale in the
human resource development to create these atmosphere. Cameron & Quinn (1999) found that
empowerment, teams, employee involvement, and open communication are the way to develop human
resources and create ideal conditions for resource enriched organizations. In some cases however, the
firm tries to addict its customers by giving them long term contracts and after the contract is over the
customer will most likely extend its relationship with the company since there is no other supplier
delivering the same offering. Furthermore, not only the capabilities of the internal process are used,
partnerships reinforce the value configuration mechanism in these situations. Continuously the market,
or the sky, is scavenged to enable the ideal circumstances to set up a deal between supplier, customer
and Apollo. Besides the configuration of value it is of importance that potential customers are aware of
the solutions offered by Brakel, hence the importance of the distribution channels. The resource
enrichment value discipline is focused internally and therefore on creating value. It does not focus on
the best products like product leadership and it does not focus on the best total cost like operational
excellence. Resource enrichment is focused on change when it comes to configuring a set of services
around an averagely priced, averagely performing product they offer. All necessary forces are thus
merged in order to let the metaphorically lightning strike on the customers company. Therefore the
focus of resource enrichment in the business model framework lies on the value configuration building
block.
Below a description of the relationships between the building blocks within the internal process is given
for the resource enrichment value discipline. All building blocks are designed to reinforce the centered
value configuration building block as is depicted in Figure 39. Furthermore the configuration of assets is
integrated in the business model.
Infrastructure
Value configuration: focus on this building block within business model as described Relieving the
customer by offering a unique or custom made total solution for its problem, taking the problem out of
the hand of the customer by offering a product or service ideally suited for the company, ideal
combination of capabilities fitted for the customer demands and requirements, combining the complete
range or parts of the company’ capabilities into this unique solution is the added value of the
organization., Porter (1980) mentioned serving a particular market segment where the organization
creates value for very specific customers. The capabilities could be techniques, intellectual properties,
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knowledge and skills of the employees, ISO certifications or other quality guarantees and then planning
and merging these into the solution, flexibility and communication between the different capabilities is
crucial for adequate and timely response to the customer’s demands and wishes, this offering includes
large service degrees (e.g. 24/7 customer assistance response) and customer involvement to come to the
ideal and unique solution offering of the company. Hardjono (1995) mentioned the importance of
flexibility and working on group development, Cameron & Quinn (1999, and Gerstberger (2007) focused
on the development of human resources as well.
Capabilities: Variety of resources that can be matched or combined together to configure a custom
made unique total solution to the customer, the knowledge and skills on working together as the
employees is crucial here, for instance technical knowledge but also the market knowledge and the
problem finding skills at potential customers, and the communication between these employees and
their specialties in order to combine these skills and knowledge base to produce or develop the unique
solutions offered to the customer. Gerstberger (2007) discussed the realization of the full potential of
the organization by realizing the ideals, values , an higher order purposes of the people involved and the
company’s offerings. Flexibility (Hardjono, 1995) is essential in these organizations both in skills and
knowledge as in the power to plan the operations in such a way that quick and adequate measures can
be taken to solve the customer’s problems, ISO certifications to guarantee a specific quality of the
offerings is helpful and the services provided have a proven and measured level, this can also be used
when the customer requires a level of objectiveness or independent advice.
Partnerships: provide services/products that can enhance the unique value configuration offered to the
customer, for instance outsourcing specific skills or knowledge requirements to other companies
specialized in these areas, since the company itself does not incorporate these necessities, this can be
from universities or engineering agencies but also from suppliers where specific product or service
requirements demanded by the customer are passed downwards in the supply chain in order to reach
the desired levels of quality or flexibility like custom made solutions offered to the organization that are
useful to the total solution offered to the customers at hand, these products or services can be
machinery that is rented from a supplier especially to meet the requirements of this specific unique
solution.
Product
Value proposition: Total solution for customer demands, relieving customers of problems by customized
tailor-made product and /or service, this way taking problems or worries out of the hands of the
customer, combined solutions are offered, thus several services that otherwise need to be done inhouse or at a number of suppliers is taken care of by the organization, for instance combination of
products and service with guarantees of success, the offering is unique for the customer and the
organization offering the service and / or product, the offering is project based to come to the
demanded / required set of products and services
Customer Interface
Customer Relationship: Relationship focused on assessing the demands of the customer and on creating
the best customized solution for the (potential) customer, often singular contact with the customer and
addressing and solution finding is project based in its organization, making one person internally
responsible for the customer contact during the entire period of the project, including after care and
service, customer input is relevant in the combination of the capabilities to configure the offering,
therefore intensive communication on the demands and wishes of the customer is essential, also the
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contact must be able to recognize potential solutions for the customer that the customer would
otherwise not notice, sale often starts with phone calls or appointments made at the customer’s office
to acquire the situation, a decent CRM system is useful in collecting and maintaining the information
given by the customers, also for later checkups and second visits, sometimes the offering of the
company is so unique that the potential customers come to the organization without actively searching
for the potential customers, it is also possible that intermediaries are responsible for the allocation of
work to the company, then it is essential that these intermediaries are up to date with the complete
range of offerings and the quality certifications of the company in order to seduce them to choose the
company as the supplier. The entire organization should act as a team in order to acquire the customer
for the organization, as is proposed by Cameron & Quinn (1999)
Customers: Those with specific problems (could also be latent problems) requiring a tailor-made solution
that relieves the customer from its problem(s), could be very specific market segments (niche markets)
or any company where the solution offered could be of added value, very dependant of the product or
service offered, a good understanding of the potential customers is essential for success.
Distribution Channels: Acquiring the customers that are in need of the products and services offered by
the company, lobbying for the company’s favor at decision makers or influencers, demonstrating the
offerings in order to promote the possibilities for potential customers, using current customer base to
show solutions, could be via promotional activities advertisements in magazines or attending or
presenting solutions at relevant meetings or conferences, the point is showing what the company is
capable of and the wide variety of offerings that be custom made for any specific problem or
organization. The market served is very particular for the company, it is functional policy to target those
market segments willing to acquire the very specific value that is created by the resource enriched
organization (Porter, 1980)
Material Assets
Cost Structure: Invest in those areas of the company, the value configuration aspects, in order to keep
the offering a unique solution, Invest in creating the best fit between these aspects in the organization,
like knowledge generating or the development of skills and communication channels to increase internal
flexibility, also machinery investments and costs related to acquiring customers. Important facets are
the creation of cohesion and morale as mentioned by Quinn & Rohrbaugh (1983), and flexibility as
noticed by Hardjono (1995)
Revenue Streams: Customization of the product and or service offering leads to unique solution for the
customer, thus premium pricing strategies resulting in high profit margins on a project based offering,
but billing by the hour bases on costing is also possible, the margin on one product offering is lower than
of that of a project, the margin which, in turn is lower than when offering a total concept for the
customer, the solution offered can also be on a payment by rent terms for a specific period of time or by
a complete sale depending on the customer’s wishes and the opportunity for the company to offer
these different payment schemes
Cash Flow: Investments made in order to deliver the product service resulting in negative working
capital, Pre-billing by agreed milestone contracts to revenue costs earlier, when the company operates
under a holding the investments might be done by this group, when working with intermediaries it
should be clear who will pay for the offerings delivered at the end-customer, spreading risks by dividing
the revenue over several different customers and over as many as wishful market segments for those
cases when a segment has a bad period other segments can serve as a guarantee of existence of the
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company without having to go into a downfall as well, the same goes for the number of customers,
when working with bonuses the costs of personnel become variable so when business is bad personnel
costs will be low, when having a considerable amount of cash available this might be perceived by
customers of a trading organization as a trustworthy partner in doing business, it might also be costly for
the organization to keep a certain amount of cash, this is thus very business dependable, when
operating internationally different payment terms might have great impacts both positively and
negatively on the cash of the company, one must take these differences into account when doing
business, help from ICT related solution are helpful in organizing the cash flow. The companies under
research have been selected based upon their sublime efforts in cash flow management, hence the
ideas and suggestions made are all in line with the outcome of a successful management strategies
concerning the cash flow position of the customer intimate organization. If all building blocks are
designed to reinforce the material assets and in the end the cash position of the company, this would be
an improvement towards the earning model of the organization
Commercial Assets
Market Share: Company operating in a niche market, potentially even self created market opportunity,
thus being the only supplier in that specific customization market segment. In order to grow it is
necessary to create awareness at the potential customers by pushing the service or product to
customer. They might not aware of possibilities as replaceable for what they are ‘used to do’. As
Gerstberger (2007) found the fuller realization of potential as a goal and growth of customer
Experience: Knowledge of market segments in which the total solutions offered are helpful to those
active in that market. Hereby the owner/CEO or sales representative needs to attain a personal
relationship with the principal, by means of lobbying for the order. Here the creative us of agencies, for
instance informing fire departments about your offerings benefits since they are the agency that gives
advice and permits on fire hazards to building constructors when building new structures, is essential to
success
Price: Unique one of a kind total solution is only available at this company, therefore higher price
acceptable for customers. The higher price is far larger than the sum of costs made by the company
resulting in a very good profit margin on sale
Socialization Assets
Clear Goals: Employees all have specialty and they need to stay on top of this knowledge and skills.
Hardjono (1996) refers to this as working on group development and mentioned the importance of a
clear mission statement for the organization. In addition they have to be aware of all others specialties
within the company in order to develop the best total solution for the customer. Cameron & Quinn
(1999) mention employee involvement and open communication. This solution is the combination of
knowledge and skills of the entire organization to service customer and create added value for that
customer. Porter stressed the necessity of having a particular market segment as a target for the specific
offerings of the organization.
Clear Hierarchy: Company beholds a very broad knowledgebase due to the variety of products and
services offered to the customer, these are all divided very clear into separate companies, business
units, or individuals. Cameron & Quinn (1999) stressed the importance of empowerment, team
generations and feelings for the human resource development. These specialties combined deliver the
total solution, this means that the managers need to fulfill this cooperation of the different activities
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very well. This overview of the entire operation delivers the added value for the customer, since they
are not able to do so. Hardjono (1995) mentioned the redesigning of processes.
Organizational Cohesion: Coordination of several BU’s, companies, and/ or individuals is key to deliver a
successful and qualitative product or service. This combining of knowledge and skills is what actually
makes the business strive over time. Quinn & Rohrbaugh (1983) argue by means of cohesion and morale
the human resource development will be the end result. In all the central goal of the company must be
well carried within the organization else this cooperation will be damaged by, for instance, political
games between the departments. Cameron & Quinn (1999) referred to the importance of open
communication and employee involvement to further develop human resources
Intellectual Assets
Strategic Plan: By mobilizing knowledge of market by employees into an offering of a total solution to
demands and problems of the potential customer. Here the mobilization is not just of the knowledge in
the market but also the knowledge and skill incorporated in the company’s departments or individual
employees. It is this combination that will result in the unique solutions offered to the customer. The
knowledge could, of course, also come from another company that may even be a competitor. As long
as the perfect mix is offered and a profit is made on the product or service
Synergy: Co-development with specialist agencies, competitors, suppliers, customers and so on in
order to create the perfect unique solution for the customer. Also in the acquisition of new customers
synergy due to former customer can arise by namedropping or advising the company to colleagues or
other potential customers, this of course, means that the quality of the work done earlier needs to be
appropriate in order to star up this word of mouth advertisement
Norms and Behavioral Codes: Employees are willing to help another and are open to understanding the
knowledge and skills of the other individuals or departments in order to improve the cooperation, in
short knowledge is shared
Inventiveness: Knowledge generation by finding solutions for customers and, in turn, this is used for
other companies. Potential customer acquisition with the help of agencies or lobbying as discussed
earlier is inventive ways to push the offerings into the market
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Partnerships
INFRASTRUCTURE
MANAGEMENT

Capabilities

Customer Relationship

-Incorporate not in-house
product or service from other
company to enhance the unique
total solution offered
-Pass customers requirements
downward in supply chain tot
suppliers or co-develop

PRODUCT

Value Proposition

Value Configuration

CUSTOMER
INTEFACE

Customers

-Total (unique) solution for
customer
-Relieving customers by
offering tailor-made product
and /or service
-Combinational offering of
services and products

-Sharing knowledge abilities (ICT
systems)
-High level of (product and market)
knowledge and skills
-Training and education
-Knowledge sharing (ICT structures)
-Quality certifications (e.g. ISO)

-Those with specific problems
or a combination of several
-Problems could also be latent
-Depending on offering
potential market could be
niche market or any existing
market

Channels
-Lobbying for the company’s
favor at decision makers or
influencers
-Demonstrating the offerings
in order to promote the
possibilities for potential
customers,

-Combining capabilities to
generate unique total solution
products and / or services
-Flexibility and well structured
communication between
employees

Revenue Streams

Cost Structure
-Invest in value adding products /
services / machinery / knowledge /
skills etc. for the total solution
-Invest in the best fit within the
organization to combine
capabilities

Market Share
-Niche market/only supplier
Partnerships
in customization market
segment
Outsourcing of simple
-Pushing
product to customer
production
not aware of possibilities

Clear Goals
-Employees all have specialty and

they need to stay on top of this
-Awareness of all others specialty
-Combine knowledge to service
customer and create added value
Precision, manufacturability,
for customer
Problem solving, top of
market, single piece
production possible,

MATERIAL ASSETS
Cash Flow
-Investments made before delivery
resulting in negative working capital
-Pre-billing by milestones to
revenue costs earlier
-Spread risks in different market
segments

COMMERCIAL
ASSETS
Experience
- Knowledge of market
-Attain personal relationship
with principal (lobbying)
-Creative use of agencies

SOCIALIZATION
ASSETS
Clear Hierarchy
-Broad knowledgebase in
company divided into
specialties all own responsibility
-Power to bring all knowledge
and skill together

-High margins for ne of a kind
offering (depending on the
scale of customization)
-Premium pricing
-Project based or billing by the
hour on costing basis

Price
- Unique one of a kind total
solution is only available at
this company, therefore
Co-Development,
order great
margins acceptable
request, customer wants
supplier close by,

Organizational Cohesion
-Coordination of several
BU’s, companies, and/ or
individuals is key
-Goal must be well carried
within the organization
Branding, Network

Inventiveness

Strategic Plans
INTELLECTUAL
ASSETS

- Mobilizing knowledge of

market by employees
- Offering total solution to
demands and problems

-Focused on generating market
knowledge and opportunity
finding at customers
-Singular contact (CRM system)
-Project based solution finding
-One person internally
responsible for the customer

-Knowledge generation by
solutions
for customers
Production hours finding
(max 600
a
and, in turn, this is used for
week),
Norms and Behavioral
Codes
other companies
-Employees are willing to
help another
-knowledge is shared

Synergy
- Co-development with
specialist agencies,
competitors et cetera
-Namedropping by former
customers due to quality work
done earlier

Figure 39 Internal Process Resource Enrichment
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The blue figuration in Figure 40 shows the presence of the assets in the organization. The socialization
assets are most valuable in presence, since the organization must have strong organizational goals and
the employees should all contribute to reaching these objectives. Working togeth
together as a group in
developing the right and unique solution to the customer’s problem is most evident. As discussed, the
resemblances are found with the business model building block value configuration. Besides these
assets the methods for finding new customers,
customers, the commercial assets and the material gains due to the
higher margins calculated for the unique solutions are also important in the asset configuration of the
resource enriched company. The organization is focused on reinforcing the commercial assets
asset and in
turn creating a stronger business case and is better able to create value for the (potential) customer.
Other assets are also aimed and improving the lead asset and work together in reaching the strongest
value proposition. This together with a better
better competitive position in the market will lead to better
profits and an enhanced cash position. The four-phase-model
model suggested by Hardjono (1995) is based, is
that organizations are striving to increase the total competencies in a continuous process of exchanging
one asset for another. Ideally, an organization should keep all four goals in balance at the same time.
Balance can only be reached by shifting the attention in time from one goal to another with a certain
rhythm. Therefore choose one of the str
strategic
ategic orientations for a certain period, being either
effectiveness, efficiency, flexibility or creativity. As in the resource enriched organizations, the claims of
Hardjono (1995) concerning the exchange of focus on assets is not validated in this research.
resear the phase
of flexibility as the result of an internal orientation and an orientation on change, can be defined as the
ability of an organization to renew and change itself. This ability comes mainly from realization of the
potential within the organization.
tion. Increase of the flexibility on the level of material asset can be reached
through reallocation of budgets. For the commercial asset, redesigning processes, leading to new
working methods will result in increased flexibility. The socialization asset w
will be strong when the
organizational goals are derived from the shared values of the employees, reflected in the mission
statement. This should lead to a strong group-feeling.
group feeling. The limits for change are defined by the mission
statement, which is formulated on the level of the intellectual asset. When an organization stays to long
in the phase of flexibility, this will eventually result in anarchy. Over time, as the companies grew, they
stuck with their strategy and its corresponding focus in both the internal
internal process (the business model) as
in the focus in its assets.

Intellectual Assets

Technological knowledge and skills but no radical innovations

Socialization Assets

Continuously acting as a group to best serve customers with total
solutions, combining skills and activities

Commercial Assets

Creativity in finding new customers, relationship management

Material Assets

Uniqueness of the complete solution generates greater margins

Figure 40 Asset Configuration Resource Enrichment

121

8. Conclusion
This report was based on the current problems and opportunities related to the management of cash
(paragraph 2.1), the goal was to find practical implications for the configuration of a business model on
the lowest and most practical level (paragraph 2.3) of smaller and medium sized enterprises operating in
a business-to-business environment (paragraph 2.2). This resulted in the conceptual model suggested in
Chapter 4, including a discussion of the literature regarding strategically value disciplines (paragraph
4.2), and the configuration of assets (paragraph 4.3) that resulted in the four approaches suggested for
the conceptual model (paragraph 4.4). Hence the arguments made can serve as direct guidelines for
companies pursuing one of four specific focused strategies. Each strategy resulted in an focused center
of gravity within the configuration of the business model or internal process of the organization. For a
company striving for operational excellence the capabilities of the organization is central in the internal
process, all other processes are there to comply and enhance the competitive advantage of the
company. Companies that act as product leaders in the market should focus on proposing the best value
for the customer and all other facets in the company are aimed at reaching this best proposition. For
organizations operating in resource enrichment the configuration of value is most important, here the
company combines all facets to deliver the unique customized solution to the customer. Finally,
customer relationship is vital in an organization that pursues the customer intimacy strategic focus (See
for more details Figure 33, Figure 35, Figure 37, and Figure 39 for a detailed summary). All other areas or
building blocks should reinforce this building block to create maximum added value for the customer.
The relationships between these building blocks have been individually discussed per value discipline
and also discussed in the previous Chapter. The research related to this topic did not focus on the
internal process of the organization, therefore these findings can serve as practical implications for
SME’s. In all the arguments claimed by the authors are seen as valid the mere difference with this report
is its translation towards the business model level giving it practical merit.
Another distinct research feature is the starting point; the cash of the organization. Smart and useful
guidelines have been suggested in this report and the focused strategies enhance the cash flow of the
organizations. As a whole the organizations under research were found to be excellent in generating and
maintaining a proper level of cash. For this reason their structures are found to be helpful for other
smaller and medium sized companies active in a business-to-business market. Again diversifications
based on the strategic value base were made in the discussion on the cash management part.
Companies operating as a product leader need to be flexible and need to be able to quickly react on
market changes, therefore an amount of cash needs to be ready to take appropriate steps and a
operational excellent organization investments are that substantial that external financing is almost
inevitable. These differences thus require an equivalent number of methods on how to manage the cash
of the organization as Is discussed in Chapter 7.
The assets as proposed by Hardjono (1995) are reinforcing by the configuration of the business model as
proposed in this report. Each strategic focus has its own asset which is strengthened by the
configuration as is shown in Figure 34, Figure 36, Figure 38, and Figure 40,. This is in accordance with
Hardjono’s (1995) claims that each strategic focus mentioned should flourish in a certain asset
configuration, organizations need to configure their operations in such a way that the asset becomes
stronger and stronger and thus creates more value for the customer as is illustrated by the four
approaches black hole approach, thunderstorm approach, solar system approach, and the virus
approach. This reinforcing of the leading asset is the result of the strategic focus strived for by the
company, the other three assets add value to this asset which in turn becomes even stronger like the
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approaches suggested in the conceptual model and further discussed in Chapter 6. Therefore the
competitive position of the organization in the market improves due to the added value created by this
reinforced asset. As the companies have grown from start-ups towards medium sized organizations they
encountered several phases as is described in the context of this paper in Chapter 2 (Greiner, 1972, and
Churchill and Lewis, 1983). Over this period of time the companies under investigation did not shift their
orientation over time with a certain rhythm or asset. As is suggested with the four-phase-model
suggested by Hardjono (1995) is based, is that organizations are striving to increase the total
competencies in a continuous process of exchanging one asset for another. Ideally, an organization
should keep all four goals in balance at the same time. Balance can only be reached by shifting the
attention in time from one goal to another with a certain rhythm. Therefore choose one of the strategic
orientations for a certain period, being either effectiveness, efficiency, flexibility or creativity. These
claims (see paragraph 4.3) are contradicted in this report, since, the companies did and will not need to
shift focus on a specific asset in time it merely has to organize the company in such a way that the
leading asset is continuously improved creating more added value.

9. Research limitations and implications for future research
The research has been based upon 16 companies, since there were 4 different strategies under
investigation the number of companies per strategic focus was limited. Although it meets the
requirements of a case study research (Eisenhardt, 1989). It seems that when more companies are
researched several smart and good ideas from practice could be found. This would result in a broader
base of ideas and suggestions from which organizations can choose from creating their own unique
mixture of ideas. Here the second limitation becomes clear as well, they found suggestions for practical
use may serve for the companies under research but it is unclear that they will be qualified guidance for
all companies pursuing one of the specific strategic focus areas. Therefore a quantitative research is in
order to validate the research founding by means of a large quantity questionnaire.
The research is based upon the competing value framework of Quinn & Rohrbaugh (1983) where the
fouth value discipline is derived from. The first three are those of Treacy & Wiersma, (1992), but
together with the fourth has not been validated, this is an implication for future research.
The companies under research did not operate in a specific market or industry, to further specialize
research the option to, for instance, investigate only the high-tech industry might result to different
configuration of the internal process and specialist guidance for companies when active in that specific
market or industry.
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Appendices
Appendix 1: OCAI Questionnaire
1
A
B
C

D

2
A
B
C
D

3
A
B
C
D

Dominant characteristics
The organization is a very personal place. It is like an extended
family. People seem to share a lot of themselves
The organization is a very dynamic and entrepreneurial place.
People are willing to stick their necks out and take risks
The organization is very result oriented. A major concern is
with getting the job done. People are very competitive and
achievement oriented
The organization is a very controlled and structure place.
Formal procedures generally govern what people do.
Total:
100

Organization Leadership
The leadership in the organization is generally considered to
exemplify mentoring, facilitating, or nurturing.
The leadership in the organization is generally considered to
exemplify entrepreneurship, innovating, or risk taking
The leadership in the organization is generally considered to
exemplify a no-nonsense, aggressive, result oriented focus
The leadership in the organization is generally considered to
exemplify coordinating, organizing, or smooth running
efficiency.
Total:
100

Management of employees
The management style in the organization is characterized by
teamwork, consensus, and participation
The management style in the organization is characterized by
individual risk-taking, innovation, freedom and uniqueness
The management style in the organization is characterized by
hard-driving competitiveness, high demands and achievement
The management style in the organization is characterized by
security of employment, conformity, predictability, and
stability in relationships
Total:
100
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4
A
B

C

D

5
A
B

C

D

6
A

B

C

D

Organizational Glue
The glue that holds the organization together is loyalty and
mutual trust. Commitment to this organization runs high
The glue that holds the organization together is commitment
to innovation and development. There is an emphasis on being
on the cutting edge
The glue that holds the organization together is the emphasis
on achievement and goal accomplishment. Aggressiveness and
winning are common themes
The glue that holds the organization together is formal rules
and policies. Maintaining a smooth running organization is
important.
Total:
100

Strategic Emphasis
The organization emphasizes human development. High trust,
openness, and participation persist.
The organization emphasizes acquiring new resources and
creating new challenges. Trying new things and prospecting
for opportunities are valued
The organization emphasizes competitive actions and
achievement. Hitting stretch targets and winning in the
marketplace are dominant
The organization emphasizes permanence and stability.
Efficiency, control and smooth operations are important
Total:
100

Criteria of Success
The organization defines success on the basis of the
development of human resources, teamwork, employee
commitment, and concern for people
The organization defines success on the basis of having the
most unique or newest products. It is a product leader and
innovator
The organization defines success on the basis of winning in the
marketplace and outpacing the competition. Competitive
market leadership is key.
The organization defines success on the basis of efficiency.
Dependable delivery, smooth scheduling, and low cost
production are critical.
Total:
100
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Appendix 2: General Interview Guide
Interview scheme asset management
Date:
Location:
Interviewee:
Interviewer:
Time:
Company background
Name:
Age:
Number of employees:
Industry:
1. Introduction
•
•

Background of the research
o Research on the methods used by companies to stay ahead of competition
o Focus on those methods that improve the company’s cash-flow management
Feedback: interview results

2. Personal background
a)
b)
c)
d)

What is your personal background?
Can you describe the current position of the organization?

How did you achieve your current position?
Can you describe your business?

3. Business Process (Osterwalder, 2005; Chesbrough, 2007)
a) Describe how the offering of your organization creates value for the users?( Articulate the value
proposition)
b) Who are your users to whom the offering is useful?
c) Why are they users of your offering?
d) Do you make adjustments how you approach initiators, influencers, deciders, buyers and users?
e) Define the structure of the value chain required by the firm to create and distribute the
offering?
f) Describe the complementary assets (from raw materials to the final customer) needed to
support the firm’s position in this chain?
g) Specify the revenue generation mechanism(s) for the firm,
h) Could you give us an estimate of the cost structure and profit potential of producing the
offering?
i) Describe the position of the firm within the value network linking suppliers and customers,
including identification of potential complementors and competitors?
j) Formulate the competitive strategy by which the innovating firm will gain and hold advantage
over rivals?
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k) Is there room for improvements in your organization?
4. Strategic Focus (Quinn & Rohrbaugh, 1983; Tracey & Wiersema, 1993; Gerstberger, 2007)
a)
b)
c)
d)

How would you describe the strategy of the organization?
How do you manage the organization in line with the strategy?
What are the most important aspects in the strategy of the organization?
Do you think the strategy of the organization will be different in the coming 5 or 10 years?

5. Asset configuration (Hardjono, 1995)
a) What are tangible resources the organization possesses or controls? (The change in cash-flow or
profit on the balance sheet, reflect the growth rate of this competence)
b) Describe the ability to have access and to act on markets and the skill to execute commercial
transactions?
c) Describe the development as a group and acting as a group within the organization? (It can be
measured in the presence of clear goals, understood and accepted hierarchy, organizational
cohesion and entrepreneurship)
d) Describe the learning capability of the organization and the capacity, which is based on the
collective intellect of the members of organizations?
e) What is or are the most important assets for this organization?
f) What is the most effective configuration of the assets for this organization?
6. Organizational forces
a) How are inside stakeholders managed?
(Quinn & Rohrbaugh, 1983; Hardjono, 1995; Cameron & Quinn, 1999; Schneider & Schneider,
2007; Jones, 2007)
I.
II.
III.
IV.
V.
VI.
VII.
VIII.
IX.
X.
XI.

What is the structure of the organization?
What is the value adding mechanism of the workforce to the organization?
How is the contact/communication between the inside stakeholders organized?
Who is responsible for coordinating organizational resources and ensuring that an
organization’s goals are successfully met?
How and in what way are the employees in the organization evaluated?
How would you describe the leadership style in the organization?
Is there priority for improvement in the effectiveness of the workforce?
Is there priority for improvement in the efficiency of the workforce?
Is there priority for improvement in the flexibility of the workforce?
Is there priority for improvement in the creativity of the workforce?
What if turnover dropped by 30%. What would be the consequences for the workforce?
And why?

b) In which way are the suppliers involved in the business process?
(Porter, 1985; Treacy & Wiersema, 1993; Hardjono, 1995; Jones, 2007)
I.

What are selection criteria for suppliers?
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II.
III.
IV.
V.
VI.
VII.
VIII.
IX.
X.
XI.
XII.
XIII.
XIV.
XV.

Do suppliers influence the primary activities? And how?
Do suppliers influence support activities? And how?
How is the relationship between your company and the suppliers managed?
How would you value the bargaining power of your suppliers?
Are new ideas developed from the supplier?
Do you pay the supplier on time? Why (not)?
How do you measure the performance of your suppliers?
What are the conditions for a supplier to deliver your organization products or service?
Are systems aligned to improve information flows between supplier and your company?
Is there priority for improvement in the effectiveness of the suppliers?
Is there priority for improvement in the efficiency of the suppliers?
Is there priority for improvement in the flexibility of the suppliers?
Is there priority for improvement in the creativity of the suppliers?
What if turnover dropped by 30%. What would be the consequences for the suppliers?
And why?

c) In which way are the customers involved in the business process?
(Quinn & Rohrbaugh, 1983; Treacy & Wiersema, 1993; Cameron & Quinn, 1999; Jones, 2007)
I.
II.
III.
IV.
V.
VI.
VII.
VIII.
IX.
X.
XI.

What are your customer segments?
Why do you focus on these segments?
How do you value your customers?
Do customers influence the primary activities? And how?
Do customers influence the support activities? And how?
How is the relationship between your company and the customers managed?
How would you value the bargaining power of your customers?
Are there new ideas developed from the customer’s perspective?
How do you hold your customers?
Does your customer pay on time? Why (not)?
How and in what way do you measure the customer preferences? And in what way are
these preferences used in the business processes?

d) In which way are the competitors involved in the business process?
I.
II.
III.
IV.
V.
VI.
VII.

Who are your competitors?
Why are they your competitors?
How big is your market share relative to competitors?
Why do customers prefer your organization above competitors?
Are there relationships with competitors, and why?
Are there competitors in your environment who have influence on your operations?
Are there new ideas developed from the competitor’s perspective?

e) How influence and in which way is the government involved in the business process?
(Jones, 2007)
I.

Which governmental regulations influence the company’s operations?
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II.
III.

f)

How do they influence the operations?
In what way do you communicate with the government? Is that important for the value
you get from the government?

How influence and in which way are distributors involved in the business process?
(Jones, 2007)
I.
II.

How do you communicate with your distributors?
How are your organization and the distributor linked to each other?

g) How influence and in which way are unions involved in the business process?
(Jones, 2007)
I.
II.

Which unions or other organizations influence the company’s operations?
How do they influence the operations?

7. Asset management and cash flow
a)
b)
c)
d)
e)
f)
g)

How is the growth of the organization financed?
In which way, if any, was external finance needed for the growth of the organization?
Do you think the cash flow of this organization is optimal?
What changes have been made in the past which improved the cash-flow?
What are improvements for the cash flow of the organization?
Who is responsible for managing the cash flow
What methods are used to increase early payments?

h) Are buyers checked for creditworthiness?
i) What methods are used to control credit terms?
j) Do you have problems with bad debts? What percentage? And how much is there on your balance sheet

8. Management of processes and assets (Kahn et al. 1964; Rizzo et al, 1970; Van de Vliert, 1981)
a)
b)
c)
d)
e)
f)
g)
h)
i)

Do you think, in the context of credit management, that things can be done differently?
Do you receive assignments without the manpower to complete it?
Do you have to buck a rule or policy in order to carry out an assignment?
Do you work with two or more groups who operate quite differently?
Do you receive incompatible requests from two or more people?
How do you deal with this kind of requests?
Are their things that are apt to be accepted by one person and not accepted by others?
Do you receive assignment without adequate resources and materials to execute it?
Do you have the feeling that you work on unnecessary things?

9. Business relationships (Jones, 2007)
a)
b)
c)
d)

What kind of relationships do you have with suppliers and customers?
What kind of relationships do you have with competitors?
Do these relationships affect your economies of scale?
Do these relationships affect your resource configuration, and in what way?
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e)
f)
g)
h)

Do these relationships affect your in-house activities and in what way?
Do these relationships cut costs from the cost structure of the organization (direct/indirect)?
Do these relationships increase the revenue stream of the organization (direct/indirect)?
Do you make use of relationships to strengthen your competitive position? (and how?)

Could you please fill in the questionnaire in appendix 1
Thank you for your co-operation!!
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Appendix 3: OCAI analyses results

Resource Enrichment
Apollo Milch
Wolters Kalkar
Ureco
Brakel Atmos
SR Klimatech
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SR Klimatech

Brakel Atmos

Ureco

Human Relations Model (RE) 3,333333333

40,83333333

21,66666667

28,33333333

37,5

100%

Wolters Kalkar Apollo Milch

Open System Model (PL)

86,66666667

15

24,16666667

13,33333333

13,33333333

Rational Goal Model (CI)

0

22,5

33,33333333

30

21,66666667

Internal control model (OE)

10

21,66666667

20,83333333

28,33333333

27,5

Average data Organnizational Cultural Assesment Instrument

Operational Excellence
SAM Precision
Erdbeer kulturen Janssen
No Core Services
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SAM Precision

Human Relations Model (RE)

0

25

0

0

Open System Model (PL)

0

32,5

0

0

Rational Goal Model (CI)

0

17,5

0

0

Internal control model (OE)

0

25

0

0

Average data Organizational Cultural Assesment Instrument
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100%

Customer Intimacy
Derks Schilders
Verdijk Logistics
Imagro
Plastic team
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Plastic team

Imagro

Verdijk Logistics

Derks Schilders

Human Relations Model (RE)

0

45

31,66666667

50

Open System Model (PL)

0

35

24,16666667

18,33333333

Rational Goal Model (CI)

0

13,33333333

20,83333333

13,33333333

Internal control model (OE)

0

6,666666667

23,33333333

18,33333333

Average data Organizational Cultural Assesment Instrument

Product Leadership
Hydrokultur Thissen
Fluxana
Vision Dynamics
Ebben Boomkwekerij
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Vision Dynamics
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28,33333333

48,33333333
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0

Open System Model (PL)

27,5

41,66666667

35,83333333

0

Rational Goal Model (CI)

27,5

7,5

22,5

0

16,66666667

2,5

11,66666667

0

Human Relations Model (RE)

Internal control model (OE)

Average data Organizational Cultural Assesment Instrument
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