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Abstract 

Problem discussion:  
Information Logistics has with the rising of the new technologies developed into a key is-
sue for companies seeking competitive advantage. The birth and expansion of Internet has 
brought down the boundaries that kept business partners from sharing extensive informa-
tion between each other (McClelland, 2003). The increase of information has yielded a bet-
ter understanding of your business partners and one could perhaps think that it is only 
positive outcomes derived from the increased information sharing. However, research 
show upon an extensive need for structuring the information flows which relates to an or-
ganization. Gartner group (2003) presented an investigation present ting that managers 
spend over 49 minutes every day in their mailbox for reading and sending e-mails and Del-
phi Group (2002) presented figures saying that executives spend over two hours a day 
searching for the right information (cited in Sandkuhl, 2005). Expected outcomes for im-
proving the information logistics are however not only related to time savings activities, 
business partners could also expect enhanced improvement regarding business processes 
and operational efficiency. The need for structuring the information flow is therefore an in-
teresting subject to investigate and will also be the focus of this thesis. For specifying and 
narrowing the theoretical framework the authors have chosen to focus upon information 
sharing based on a web-based system. 

Purpose:  
The purpose of this thesis is to analyze how a company can utilize a web-based system to 
share information with their first tier suppliers. 

Methodology:  
In order to fulfil the purpose a case study approach has been chosen whereas semi-
structured telephone interviews have been complimented with face-to-face interviews for 
gathering material. The rationale for the chosen approach was because the information 
needed to fulfil the purpose was of the character to be found in a qualitative study by going 
in-depth into the field.  

Conclusion:  
The importance in utilizing a web-based system is for the buyer to facilitate user handiness 
and provide trustworthy information to suppliers. The shared information has to be cor-
rect, easy accessible, and customized for suppliers. Information requested by the suppliers 
are, updated inventory levels, lead-time from Husqvarna to end customer, back orders, or-
der fulfillment, on-time deliveries, complete orders, forecasts, and sell-through information. 
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1 Introduction 

The first chapter will introduce the research subject in a background section which then is 

followed by a more elaborating problem discussion which eventually will lead the reader to 

the purpose of this thesis. 

1.1 Background 

Information Logistics has, with the rising of new technologies, developed into a key issue 
for companies seeking a competitive advantage. The increase of information has yielded a 
better understanding of your business partners and one could think that only positive out-
comes are derived from the increased information. However, statistics show difficulties in 
fully utilizing previous technologies. A total of 95 percent of Fortune 1000 companies have 
implemented Electronic Data Interchange (EDI) systems (Densmore, 1998). Despite this 
only 20 percent of all implemented systems have succeeded when it comes to applying the 
concept among suppliers (Chwelos, Benbasat, & Dexter, 2001). History has proven that the 
number one reason why companies fail to implement EDI systems among suppliers are 
because of high implementation costs. However, the birth and expansion of internet has 
substantially reduced the implementation costs as the information sharing now takes place 
utilizing already existing internet pages. The rising of internet has consequently brought 
down the boundaries that kept business partners from sharing extensive information be-
tween each other (McClelland, 2003). The result of technological evolution and conse-
quently the facilitation of sharing information between organizations have exposed a new 
dilemma for organizations.  

 “As the main intention of information logistics is to reduce information overflow, providing all relevant in-
formation should not cause any additional overflow.”(Sandkuhl, 2008 p46) 

Researchers have shown an extensive need for structuring the information flows which re-
lates to organizations. Gartner group (2003) presented an investigation showing that man-
agers spend over 49 minutes every day relating to mailbox activities and Delphi Group 
(2002) presented figures saying that executives spend over two hours a day searching for 
information (cited in Sandkuhl, 2005). The need for structuring the information flow is 
therefore a very interesting subject to investigate. Researcher Hofman (2006) elaborates 
even further on the subject saying that information logistics is concerned with the structur-
ing of information flows so that organizations can easily get access to information for re-
ducing time consuming activities and finding operational process efficiency. 

Information logistics is affected by numerous factors which researcher McClelland (2003) 
elaborates upon when arguing that information sharing relates to different important rela-
tionship factors. An interesting connection is here discovered as relationship factors are re-
levant when investigating information logistics. Hence, research shows upon a deeply 
grounded phenomenon which includes a dynamic process regarding relationship factors 
and information sharing. Companies might possess the possibility to share information but 
because of the high accessibility to information companies, and primary managers, are un-
der the constant threat of information overload. 
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1.2 Problem discussion  

 There is a need to further define on how information sharing can be handled. Information 
can be defined differently depending on the context and tends to be restricted to one part 
and it never covers the whole environment (Madden, 2000). In this thesis information is 
defined as: Business information transmittable with a web-based system: The information 
should be valuable for the business process and involve interpretation of the environment. 
The reason for defining information sharing is to narrow down the scope of related re-
search field into not including information sharing related to face-to-face interaction and 
other communication forms. 

Three major themes is of more relevance when investigating information logistics. The first 
theme is the relationship factors including trust, dependency, and collaboration between 
organizations, the second theme is the actual information sharing part which brings up 
elements related to the concerned information sharing process. Finally one can find the 
underlying rationale for sharing information which is the improvements in performance 
outcome. The thesis will focus on the information sharing theme however the dynamic re-
ality requires a thorough discussion concerning the other two themes as well: relationship 
factors and performance outcome.  

Researchers have, as previously stated, discussed the problematic scenery that information 
logistics provide. Many aspects come into play when firms decide to enter a business part-
nership and consequently share information between each organization. McClelland (2003) 
elaborates on the dynamics of sharing information and bring up relationship factors as a 
key ingredient for success.  

“The general theme is that collaboration is built on trust. Mutual trust is hard to build on assumptions, 
hence efficient and real time information sharing is crucial.” (McClelland, 2003) 

Consequently, McClelland (2003) has shown collaboration and trust as two relationship 
factors that influence the information sharing process. Collaboration treated as a key factor, 
dependent on the trust relationship between concerned organizations. One could though 
wonder if there are no other relationship factors that influence the process. According to 
Corsten & Felde (2005) the information sharing process includes an even further complex 
environment also consisting of the dependency between the two organizations. Corsten & 
Felde (2005) continues exploring the underlying factors for a closer and more successful re-
lationship with information sharing and found that trust and dependence together has an 
impact on performance, and when the relation is not well balanced the collaboration does 
not function well.  

Kraljic (1983) constructed a theory relating to relationship factors and what levels of in-
formation that should be shared with each supplier. This theory is frequently used for gain-
ing a comprehensive understanding on how to efficiency share information with suppliers. 
However, the Kraljic model focus on the amount of information sharing each supplier 
should receive, but it does not specify the type of information needed to improve the rela-
tionship and performance. Another aspect that Yang (2003) describes, concerning informa-
tion logistics, is that firms have a tendency not to share sensitive information that could 
change the dependency in the relation.  

The research field connected to information sharing and how relationship factors sculpt 
the information sharing process account for different dimensions The relationship factors 
are already mentioned as one dimension, however research describes complications in the 
actual information sharing as well. Information sharing is a fundamental concept when it 
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comes to communication among companies. Roger (1995) proves that the positive out-
comes of using web-based systems to share information  is uncertain, and Sandkuhl(2008) 
claims that even with well defined work flows, people spend a lot of time searching for in-
formation. Casson & Wadeson (1998) further elaborates treating information sharing 
across a company’s boundaries as an economic problem. Choosing how much to invest in 
information sharing is troublesome and companies today suffer from a constant battle 
when it comes to optimizing their information sharing. When treating information sharing 
as an economic problem, organizations should be forced to have the incentives to improve 
the process. Casson & Wadeson (1998) continues with addressing some basic problems in 
information sharing processes and brings up issues like, inefficient information handling, 
inadequate information, or even false information as common set-backs. The neglecting of 
conveying correct information could hurt organizations both internally and externally, and 
finally, damage the relationship. Consequently, one can clearly see the interrelation between 
relationship factors and the information sharing process. If the information need is estab-
lished without the use of a web-based system utilizing the possibility of sharing real time in-
formation,  decision will be made from old data and assumptions. McClelland (2003) con-
tinues elaborating that the whole decisions process could be made from biased data. Only 
accurate, real time and true data will suffice and that there are no alternatives for real time 
data. The consequences of conveying biased information is further described by Blundel 
(1998) who defines communication as “a success in conveying information and evoking 
understanding”, and if the information is incorrect or misleading it does not increase colla-
boration, trust or performance outcome.  

In the extensive process of reading through the literature, the authors could not find any 
articles or books with information regarding how information logistics should be improved 
through a web-based system. Which type of information should be included and what 
types of applications should the web-based system provide? The conducted research will 
indulge in the theoretical field called Information Logistics. Information Logistics is a quite 
new theoretical field and therefore the authors will also investigate what factors are deter-
mining the level of information which should be shared. Even though, previous research 
has provided answers the authors want to further investigate, the relationship that the three 
mentioned themes imply: relationship factors, information sharing, and performance out-
comes. When placing information logistic problems in a case study new findings can show 
and consequently the researcher will contribute to their chosen theoretical field. 

Focus will lay upon information sharing combined with a web-based information system in 
a dyadic relationship. This dyadic relationship is a two-way communication between buyer 
and supplier where information is shared using a web-based system for efficient informa-
tion logistics. Research has shown that different information is valuable depending on the 
supplier (Småros, Lehtonen, Appelqvist, & Holmström, 2003) hence; the authors will also 
investigate if it is possible to construct a template including information needed for all sup-
pliers in the chosen case study. 

1.3 Purpose 

The purpose of this thesis is to analyze how a company can utilize a web-based system to 
share information with their first tier suppliers. 
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1.4 Research Questions 

The previously stated purpose will be answered through focusing on the following four 
research questions: 

 What factors are determining the level of information which should be shared?  

 What type of information is needed to be shared through the web-based system?  

 Is a web-based system suitable for information sharing? 

 Can the information sharing with first tier suppliers be conducted using a universal 
template including the same type of information?  
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2 Methodology 

The following discussion will explain the chosen research and scientific approach for 

answering the purpose of this thesis. The Research Approach will briefly describe all 

elements which have been included in the conducted research. The Research Approach 

section will be followed by more in-depth headings which elaborates more thoroughly 

what implications that follows when conducting a research in a social environment. 

2.1 Research approach 

The research that has been conducted in alliance with Husqvarna AB Accessories (Husq-
varna), have put the researchers in the area of carrying out a social science. How research-
ers interpret their surroundings can differ substantially between researchers. Consequently, 
when conducting research it is important that the researcher explains in what scientific way 
they interpret the world with. The researcher experience and how this experience is utilized 
when reality is interpreted will yield the chosen scientific approach. According to Morgan 
& Smircich (1980) the research within social science disciplines would benefit if researchers 
would focus more on trying to explain and more explicitly show on what type of believes 
they bring to their study  

The authors strongly believe that discussing the nature of knowledge and in what way the 
researcher handles epistemology and ontological will find knowledge is important because 
it adds trustworthiness to the research. The reasoning is shared with researchers which ela-
borate upon the sharing of information and gather empirical information. They discuss that 
the distribution of knowledge often is simplified and the issues concerning this should be 
stated (Morgan & Smircich, 1980, Ezzy, 2002).  

According to Burrell & Morgan (1979) every researcher is in some way, carrying different 
interrelated assumptions, concerning ontological and epistemological issues. Along the con-
tinuum of different methodological viewpoints, there are different solutions to how a re-
searcher believes he could find knowledge. On one end of the continuum there is an objec-
tive foundation and an ontological understanding that the reality is a structure which is very 
rigid and very concrete and the researcher is a responder who gain knowledge through res-
ponding to findings and material. Reality is something that can be observed and processed 
from the “outside”. The mentioned scenario could be seen to the right side of figure one. 
On the other end of the continuum, one could find a subjective foundation where re-
searchers believe that reality is something that is highly subjective, the only truth is the one 
that is present in your own mind.  

 

Figure 1: Continuum of Sciences (Morgan & Smircich, 1980, p 492) 



 

 10 

This scale is a useful base for thinking and clarifying different assumptions concerning re-
search in social science. Every researcher is in some way, interpreting information for gain-
ing knowledge. If you are on the objective end, you believe that this interpretation could be 
made without using your personal experience and if you are on the subjective end you be-
lieve that the interpretation is made inside yourself and consequently subjective. The au-
thors would like to emphasize that during the conducted research they have leaned towards 
the subjective end of the continuum which is illustrated by the red circle in figure 1. This 
imply using the strength of previous knowledge and interpreting material for answering the 
purpose. However, the authors want to emphasize that they use the word leaning towards 
and as both hermeneutics and positivistic are two radical oppositions, which could be as 
appealing as the most radical political viewpoints. 

In the chosen research approach the authors will strive to analyze and compare existing 
theories with empirical findings. The theories that the authors have brought forward in this 
thesis have been carefully chosen after an extensive literature research which included the 
reading of several scientific articles and books relating to our chosen research. For enabling 
efficiency in the search for information Key words were developed. The use of Key words 
has not only facilitated the information search process, it has also increased the focus of 
our theoretical scope. These keywords were initially developed from reading scientific ar-
ticles relating to web-based communication. From the web-based communication articles, 
theories have been derived and then to further broaden the theoretical scope Key words 
such as; web-based communication, Inventory Management, Supplier-Buyer Relations, In-
formation sharing and Collaboration were used. After the whole process of searching 
through the literature and gathering information, the authors arrived at a point, where they 
felt that they have covered the different aspects related to Web-based communication.  

To understand the meaning of the literature research and how it connects to the conducted 
empirical study, hermeneutics uses a spiral which states that interpretations and theories are 
constantly developed and redeveloped to make sense of our world. (Ezzy, 2002) Hence, 
when the authors have jumped back and forth between existing theories and empirical 
findings they have worked to align them with the hermeneutic spiral. It could be compared 
to a dance from which interpretations between the observer and the observed are made un-
til a refined understanding is drawn.  

 

                                            Figure 2: The Hermeneutic Spiral 
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2.2 Research Strategy 

The theoretical framework has been structured for making it easy for a reader to under-
stand the complexity of communicating through a web-based system. Therefore, the first 
section explains and elaborates on the fundamental relationship factors relating to web-
based information such as collaboration, trust, and dependency. This section has conse-
quently the heading relationship factors and it strives to provide an understanding for the 
reader on the importance that different researchers have stated in their research, of rela-
tional factors connected to web-based information sharing. In order to bring up different 
information sharing means and define what a web-based system is, the following section 
includes theories connected to information sharing. The last theoretical section brings up 
more specific information which researchers believe is important when communicating 
through a web-based system. For this reason the last section contains more detailed infor-
mation regarding web-based information sharing. This section has also been the focus in 
our empirical research.  

For testing our chosen theories and enabling an investigation that could fill the gap in the 
present literature a case study has been carried out at Husqvarna. The reason why the case 
study was conducted at Husqvarna was because the company acted in an environment 
where they used an already existing web-based application for their communication with 
some of their suppliers. Hence, a social environment from which the authors could con-
duct the research was found and they were given access to this environment. Initially, meet-
ings were used so the authors could get familiar on how Husqvarna carried out their web-
based communication with their suppliers. Findings from these meetings indicated a un-
animous interest in improving the web-based information sharing with suppliers, because 
their existing system had only, partly been integrated among suppliers.  

Telephone interviews have been conducted with a total of 7 suppliers. Before contacting 
suppliers, a questionnaire was derived from our theoretical framework and worked in sym-
biosis with Husqvarna. Before the different interviews started, the concerned suppliers 
were contacted and given access to our questionnaire to help them prepare the answers Af-
ter the conducted interviews, the gathered information was processed and brought forward 
in an empirical finding section. Analysis and conclusions have been drawn from comparing 
empirical findings with existing theories. Consequently, new descriptions have been con-
structed and managerial and theoretical implications have been found. 

When deciding your approach to different research you have several methods to choose 
from. A thorough preparation plan has been made where the authors have reasoned and 
carefully analyzed what should be conducted, before the actual study begins. Conducting a 
clear and useful outline will save valuable resources. Perhaps the preparation work is the 
most important because not choosing an efficient and correct entrance will produce 
skewed or biased results (Ezzy, 2002). Two common approaches to choose from when col-
lecting research material, are either to conduct a quantitative study, where large material is 
collected for a generalization purpose, or to conduct a qualitative study, that includes more 
empirical investigations, where you investigate your settings or assignment from real life 
experience and search for an understanding (Saunders et al, 2003). In order to fulfill our 
purpose of this thesis, the authors have chosen to conduct a qualitative study whereas a 
case study at Husqvarna and their department accessories has been carried out. 
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2.2.1 Qualitative study 

When carrying out a qualitative study you often seek to gain a deeper understanding of a 
chosen research area. Hence, for answering the research questions, a deeper understanding 
and a more comprehensive indulgency concerning the research field has been searched for. 
Therefore, in order to answer our purpose, a qualitative study has been conducted. Re-
searchers using qualitative techniques can provide rich insights into the issues, that interest 
both management practitioners and researchers (Cassell, 2006). However, there is no cor-
rect path to follow in the qualitative research. In the research phase including the formula-
tion of a purpose and in the structuring of theoretical framework, the researcher has tho-
roughly conducted and redeveloped different approaches. In numerous occasions, minor 
changes have been conducted concerning the process; after the actual construction of both 
purpose and theoretical framework.  

If you conduct a qualitative study or a quantitative study all information in the end has to 
be interpreted by the researcher but it just happens in different stages. In a qualitative study 
you usually interpret an interview throughout the discussion and you process and interpret 
sentences, body language and other communication forms. Then you handle the collected 
information and you interpret it during all stages including: reduction, analysis, and conclu-
sion. In the quantitative research, normally you analyze material when you have collected it 
and then the goal is to draw generalizations about the population from the sample. The 
importance of addressing this issue, when conducting research, and during the interpreta-
tion process, the researchers own beliefs and experiences are put into to play and therefore 
an objective research is nearly impossible to do. Consequently the idea of finding an abso-
lute truth is impossible. Cassell (2006) defines qualitative studies to be, all studies con-
ducted which do not include numerical data in their observations of the information collec-
tion or analysis.  

The reasons for why researchers conduct research can differ but in the end every research-
er is looking to contribute to their chosen field, via a contribution of sharing new know-
ledge. Our knowledge will be processed with a subjective mindset and consequently yield 
subjective results. The subjectivity is not based on previous opinions concerning our re-
search area. The subjectivity is based on the fact that the authors process and interpret in-
formation using previous knowledge, when processing and analyzing our collected infor-
mation. 

The strengths in a subjective social science are that it recognizes that qualitative research 
cannot be made in an objective manner. These combined issues have sculpted our chosen 
research approach and the subjective social science states that every person interprets the 
same context in different ways and that ever interpretation is unique (Ödman, 1979). The 
mentioned scenario will benefit the authors and enable them to build enhanced and more 
trustworthy theories from their research. The focus of this study lies on investigating how a 
company can improve the web-based communication with their first tier suppliers and it is 
important that the authors interpret and seek to gain a deeper understanding of their re-
search. Furthermore, qualitative research could be related to abductive reasoning, as re-
searchers utilize the strengths of the chosen research and often seek different views of the 
investigated phenomenon.    
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2.2.2 Abduction 

With the emergence of social science, researchers started to be wary of deductive and in-
ductive reasoning which frequently had been used in the natural sciences. In this thesis an 
abductive approach has been chosen to enable reasoning supported by both empirical and 
theoretical investigation(Alvesson & Sköldberg, 2000). An abductive research is according 
to Arbnor & Bjerke (1997) when conclusions are drawn from jumping back and forth be-
tween empirical and theoretical material hence in-line with the chosen strategy. The empiri-
cal reasoning has been done through gathering a small number of samples, in our case in-
terviews, whereas relevant information concerning our research questions has been col-
lected. The collected information is then analyzed and compared to existing theories and 
then, after the authors have analyzed the existing theories between empirical findings and 
theories, hopefully a new understanding can be found. Ezzy (2002) argues that abductive 
research mirrors the interpretive processes of everyday life and that the theory testing is 
more a systematic process of interpretation, in line with the chosen research strategy.  

2.2.3  Case Study 

A case study may be appropriate in more complex and contextualized objects of research 
(Scholz & Tietje, 2002). The case study approach is more suitable because in the real 
world it is often necessary to understand one thing in order to understand several others. 
The authors have chosen the case study approach because it renders possibilities to unra-
vel complexities of a given situation (Denscombe, 2003) and also to get a richer under-
standing of the process being studied (Saunders et al, 2006). 
  
Yin (2003) discusses four different types of designs in case studies. These are derived 
from a 2x2 matrix (see figure 3) and are based on single vs. multiple and one unit or mul-
tiple units of analysis. The chosen case structure could be seen as the embedded single-
case design. The single-case is Husqvarna and the multiple-units of analysis are consti-
tuted by the seven interviewed suppliers. Hence, the case studied can be defined as Husq-
varna as the focal company and the different suppliers as sub multiple-units of analysis. 
The relationship is further illustrated in figure 3. The case involves more than one unit, or 
object, of analysis. It makes it possible to investigate multiple sources of evidence in sub-
units (Scholz & Tietje, 2002), which in turn offer several different relevant aspects of the 
case. 
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Figure 3: Types of design for case studies (Yin, 2003, p.40) 

The related purpose of this thesis is the main criterion for the choice of procedure a case 
study at Husqvarna, since it fulfills the requirements of a company that been involved in 
information sharing through using a web-based application. The conducted research has 
focused upon how the information is shared between Husqvarna and seven suppliers. 
Our intention, is to be able to share their experience from their present information flow 
and analyze our theoretical findings. The intention of the case study was to recognize the 
relationships and processes at the company, in order to get an in-depth understanding of 
how companies interact through a web-based system.  

2.2.4  Material gathering 

The purpose of this thesis demands us to contact people with a certain knowledge and un-
derstanding on how Husqvarna presently uses their web-based communication. The au-
thors have, with the assistance of, Lisa Blomdahl, a purchasing employee, chosen to con-
tact individuals involved in communication and order handling because their combined 
knowledge would yield the most suitable material-base for analyzing.  

A total of seven telephone interviews with the suppliers has been conducted. The seven in-
terviews with the suppliers gave an understanding, from the supplier perspective, on what 
information was wanted and what information should be included in a web-based system. 
The length of the telephone interviews varied from 52 minutes to 25 minutes. 

The interviews are structured in a semi-structured approach which involves a list of themes 
and questions which are to be covered. The questions may be asked in a different order 
depending on the interview. However, continuous improvements and customizations of 
the interview guide have been done before each interview. The changes made to the inter-
view guides; included adding questions for some interviews and excluding questions for 
some interviews. The telephone interview conversations were recorded and the face-to-face 
interviews were noted and recorded in-order to enable even further development of the 
questions during the interview (Saunders et al, 2006). The authors have chosen this ap-
proach while interviewing the companies because they could observe the researchers emo-



 

 15 

tions and body language. This method will also provide improved communication and 
could possibly lead to applicable non-verbal data. (Ezzy, 2002). Communication can 
evolve, when body language and the persons mother tongue are taken into account (Gib-
son, 2000). 

The authors would like to inform the reader that there are some set-backs with conducting 
a telephone interview. These setbacks include; not being able to establish personal contact 
for creating mutual understanding and trust and the inability to observe non-verbal actions. 
Both these issues will inhibit your ability to fully interpret the interviewee. (Saunders et al, 
2006). The authors have not noticed any trust issues and the fact that none of the inter-
viewed suppliers requested confidentiality in our study shows solid trust base for the con-
ducted interviews. The telephone interview was chosen for accessibility and because the in-
terviewed suppliers are geographically spread out. 

 

Given 
Identity 

Company Replenishment Type of 
material 

gathering 

Interview 
Lenght 

(minutes) 

Date 

Person A Supplier A  Yes Telephone 
Interview 

42 2008-11-27 

Person B Supplier B Yes Telephone 
Interview 

39 2008-11-28 

Person C Supplier C  Yes Telephone 
Interview 

35 2008-11-28 

Person D Supplier D Yes  Telephone 
Interview 

41 2008-12-04 

Person E      Supplier E  No Telephone 
Interview 

25 2008-11-27 

Person F Supplier F No Telephone 
Interview 

37 2008-12-04 

Person G Supplier G 
 

No Telephone 
Interview 

52 2008-12-05 

    Table 1: Interview participants 

In order to understand the buyer side and their preferences a total of five different inter-
views were conducted with Husqvarna. The face-to-face interviews length varied between 
the longest which reached 110 minutes towards the more common 60 minute interviews.  
The interviews in the case study at Husqvarna and the telephone interviews were carried 
out in Swedish. 
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Given Identity Company Position Type of 
material 

gathering 

Interview 
Lenght 

(minutes) 

Date 

Anders Bengtsson Husqvarna AB Ac-
cessories 

Head Pur-
chasing 
Manager 

Face-to-
Face In-
terview 

60                
60 

2008-09-22 
2008-10-27 

Lisa Blomdahl Husqvarna AB Ac-
cessories 

Purchasing Face-to-
Face In-
terview 

60                
60 

2008-10-07 
2008-11-17 

Håkan Nyqvist  &           
Håkan Rothen  

Husqvarna AB Ac-
cessories 

Purchasing Face-to-
Face In-
terview 

110 2008-10-14 

                 Table 2: Interview participants 

2.2.5  Material analysis 

The material analysis was started at the same time as the collection of the material because 
if the analysis was done after the material collection the authors would not be able analyze 
the sequence with the development of the conducted research. Researcher, Ezzy (2002) de-
scribes the importance of simultaneously starting the material analysis and material gather-
ing processes together. This enables the use of fresh knowledge in the analysis and also 
helps with restructuring and enhancing the questionnaires to further the authors under-
standing of the subject.  

Material analysis is, according to Miles & Huberman (1994) connected with four activities: 
material analysis, material reduction, material display and drawing conclusions that can be 
seen in figure 4. Material reduction is a process where you first transform material into 
field-notes and transcriptions, then into summaries and finally find themes in the material 
or code the material (Miles & Huberman, 1994). The researcher started with material re-
duction by converting recorded interview material into written transcriptions. Transcribing 
the interview material was done as soon as possible and was done constantly during our 
material collection process.  

The mentioned structure is preferable to leaving all interviews to be transcribed in the end 
because it is time consuming and gives the researchers time to reflect on the interview 
(Ezzy, 2002). Material reduction was performed through searching for themes in our ma-
terial and coding it. The authors categorized the empirical material in accordance with 
theory and our interview guide. From there, three major themes where established: Rela-
tionship factors, Information Sharing, and Performance outcomes. Then sub categories 
were made to further structure the empirical findings. Codes were used in order to further 
sort through the material that was previously stated by key words such as: Web-based 
communication; Inventory Management; Supplier-Buyer Relations; Information sharing 
and Collaboration. Our empirical finding section is structured with these themes and codes.  
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Figure 4: Components of material analysis: interactive model (Huberman & Miles, 1994, p.12) 

Material display is done to better allow for enhanced analysis and conclusion drawing (Hu-
berman & Miles, 1994). The collected material was re-organized after the themes and codes 
and presented in the empirical section. This provided easier connections with the theory 
and facilitated the analysis, to help simplify the thesis for future readers (Huberman & 
Miles, 1994; Saunders, 2003). With the use of material display, the authors have tried to 
find patterns and relationships in the material. These activities have been a part of an ongo-
ing process of organizing the material in order to try to answer our research questions and 
draw conclusions from the material (Huberman & Miles, 1994; Saunders, 2003). In the end 
the analysis and conclusions were drawn from the organized empirical material. The au-
thors started to notice patterns and discover explanations to these patterns during the ma-
terial collection process.  

2.3 Validity 

When collecting material in qualitative research, numerous approaches can be used and 
there is no correct path to choose. Silverman (2004) writes that there are no qualitative ap-
proach that has a single and consistent method for analyzing texts, conversations and inte-
ractions. Our empirical findings have been collected through notes and audio and comput-
er recordings, in order to avoid mistakes and strengthen validity of the thesis.  

The authors of this thesis have used procedures that they perceive are easy to follow. As 
mentioned earlier the authors performed semi-structured interviews and follow-up ques-
tions were posed during the interviews. To avoid mistakes the authors prepared themselves 
with possible follow-up questions before each interview.  

The author is supposed to find out if the research fits the reality and if the investigated 
phenomenon really is what is wanted, and should it be measured (Yin, 2003). Merriam 
(1988) discusses both internal and external validity as important factors when conducting 
research. Internal validity correspond to the nature of the phenomenon in reality. Merriam 
(1988) continues presenting six important strategies to consider when establishing internal 
validity. For fulfilling the first strategy, called triangulation, the researcher should use com-
plementary methods that have used multiple sources of material such as, books, journals, 
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articles, and the Internet. The second strategy Merriam mentions is, participatory control, 
which implies letting the participants give feed-back before the final presentation to assure 
that the participants are satisfied with how their opinions are viewed. The third strategy has 
been harder to achieve as it calls for a postponed replication of the study or to observe the 
investigated phenomenon under a longer time-span. A replication of the study has not 
been conducted and the time-span used for the study is five months, hence the third strate-
gy has not been fully fulfilled. The forth strategy calls for, horizontal examination and criti-
que, which means that other researchers, or in our case, master students, examine and scru-
tinize the study before it is published. Through four different seminars constructive feed-
back has been given from fellow master students and in addition a final scrutinizing of the 
research has been done for establishing horizontal examination and critique. The fifth 
strategy includes involving the participants in the whole research process, which has been 
strived for as the participants have been contacted for adding any additional information 
during the research. This contact has explicitly been conducted through mail and any new 
important material has been added in the thesis. Finally, the sixth strategy the researchers 
should describe is the conception of the world from a theoretical standpoint with underly-
ing assumptions. These assumptions are explicitly brought into the research and the au-
thors have strived to achieve them through writing a comprehensive methodological sec-
tion including the mentioned concepts. To conclude, the authors have achieved some in-
ternal validity, but some aspects could have been done differently if limitations like time 
and resources not have been so high. 

As stated earlier, external validity could be really hard to achieve when conducting qualita-
tive research as the results should enable a generalization of the population. However, a 
case study can contribute to a theoretical generalization which the authors will strive for 
(Yin, 1984). 

Everything written about Husqvarna and their suppliers is based on the interviews and sec-
ondary material, therefore the authors assume the material presented to us to be valid. 
However, there is a risk that Husqvarna and the interviewed suppliers have been selective 
in what information they have chosen to publish or present to us. One could argue that it 
would have been good to interview people at different positions in the organization, to get 
a further understanding of the situation. However the head purchasing manager stated:  

“We want to share all information possible to all suppliers, the only information which could be seen as con-
fidential for us would be acquisition information, personal information, or information concerning product 
development” (A. Bengtsson, Husqvarna AB Accessories, personal communication, 2008-10-
27). 

The head purchasing manager stated a very liberal viewpoint on information sharing and 
the authors believe this strengthens the validity in our gathered material. When reading and 
interpreting a text the phrase: “reading between the lines” is often applied. The same goes 
for any social interaction and when any social research is conducted where a person inter-
prets and processes the settings they need to “read between the lines” to fully interpret the 
answer. The art of making these interpretations make sense requires the researcher to ana-
lyze them with previous knowledge and finally end up with a trustworthy conclusion (Egi-
dus, 1986).  
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2.4 Methodological reflections 

The underlying concept of this chapter is to reflect upon our chosen scientific research ap-
proach. Emphasizing on how the authors reason, concerning the complexity in conducting 
social science and how the chosen path will be utilized during our chosen approach. When 
reviewing our Methodological and Method approach one can find both strengths and 
weaknesses in the chosen path. Starting with analyzing our Methodological approach, 
which has been conducted throughout the research, the authors have found strengths in is-
sues concerning ontological and epistemological viewpoints. 

Two master students working with this thesis, different experiences and backgrounds have 
sculpted the way of reasoning during the analyzing and interpreting stages. The research 
will yield a broader and better founded analysis and conclusion in comparison to if the au-
thors would not have acknowledged our methodological standpoint. One reason for in-
cluding a method section in a thesis is so another researcher can imitate the chosen ap-
proach and find similar results. The authors argue that this will not be possible, because 
when a new researcher conducts exactly the same method he will use his own personal ex-
perience and knowledge when analyzing and drawing conclusion from material. His find-
ings will differ from ours, which does not necessarily need to be seen as something nega-
tive because when conducting research differentiation in solving different research areas 
will only enhance the research area. When conducting social research the researchers are 
using previous knowledge throughout the whole research process. The possibility to use 
such knowledge is one of the strengths in qualitative research. The outcomes in qualitative 
research will also be subjective. However, producing subjective research is not bad as the 
authors seek to explain and describe the chosen research area and not to predict the future. 
Researcher Egidus (1986) recognizes that every researcher has his own set of skills and ex-
perience and this will cause variance in each researcher’s interpretation of a data set or 
problem. Hence, the authors have found that reasoning and in the end taking a standpoint 
concerning these issues will add credibility to our research and finally yield a more 
grounded and well founded conclusion. In our chosen method approach, one notice the 
chance for miscommunication when the interviews are translated from Swedish into Eng-
lish. Miscommunication derived from translation issues are always present and especially 
when the communication has been conducted through telephone interviews as the re-
searcher cannot read other communication forms such as facial expressions and body lan-
guage. However, the aim has been to diminish these risks as much as possible through re-
cording the interviews and then afterwards analyzing the collected material. The translation 
issues have been dealt with as one of the researchers has lived in England and used compe-
tency in English to reduce miscommunication. Despite efforts concerning communication 
and translation misinterpretations the authors cannot guarantee that mistakes have not 
been made. Another weakness in the thesis is that a case study at a company has been con-
ducted and consequently generalization issues occur. Though, the authors do not strive for 
enabling generalizations as one could not even not how the population would look like. 
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3 Theoretical framework  

This chapter presents our frame of reference which is the theoretical foundation from which 

our research is conducted.  

3.1 Introduction 

To better understand the complexity of information logistics in a dyadic relationship, the 
introduction includes the research question and its relation to the chosen topics of the 
theoretical framework. The theoretical framework will be divided into three sub categories; 
Relationship factors, Information sharing, and Performance outcome. The main topic of 
the theoretical framework is the information sharing with a web-based system.  In figure 5 
the relation between the sub categories in the theoretical framework is visualized. The 
theoretical framework will start by explaining the underlying relationship factors that influ-
ence the information sharing process;  

 What factors determine the level of information that should be shared?  

Then the means of transferring information will be discussed before an argumentation 
concerning information logistics with a web-based system in depth will follow. The infor-
mation logistics will include different metrics that can be involved in a web based informa-
tion sharing relation:  

 What type of information is needed to be shared through the web-based system?  

Information logistics is a complex topic and can the information logistics be facilitated 
through a web-based system; 

 Is a web-based system suitable for sharing information? 

Finally the information sharing will be connected with the anticipated positive performance 
outcome. These performances are the outcomes that are measurable based on everyday 
operation. It is problematic to have a lot of information when making decisions, and in-
cluding too much information may lead to the feeling of drowning in details.  

 Can the information sharing with first tier suppliers be conducted using a template 
including the same information?  

In figure 5 the theoretical framework is visualized and the relationship between the Rela-
tionship factors, Information sharing and Performance outcome is displayed. The rationale 
for including figure 5 is to clearly provide the reader with a figure to illustrate the chosen 
structure of the theoretical framework. 

 

                            Figure 5:  Theoretical structure  
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3.2 Relationship factors 

The foundation for buyer-supplier collaboration is based on several factors. Hoyt & Hug 
(2000) claim that the buyer-supplier relation has developed from a traditional transaction 
based on arms-length relation, into a closer collaborative relation. Corsten & Felde (2005) 
explored the underlying factors for a closer, successful relationship and found that trust 
and dependence, together with information sharing, has a large impact on performance. 
The model for relationship factors is seen in fig 6.  

 

Figure 6: Collaboration model (Corsten & Felde, 2005 p447). 

3.2.1  Collaboration 

Collaboration has been defined as “creating value together” and “a high level of purposeful 
cooperation” (Corsten & Felde, 2005). Collaboration is positive when there is an expecta-
tion of continuing the relationship, increased verification effort by the customer and both 
parties make a specific investment in the relationship (Hoyt & Hug, 2000). Buyers tend to 
seek collaboration with suppliers that will add long term value, such as financial perfor-
mance and cost reduction. Sheu, Yen & Chae (2006) also stress the advantages of changing 
the suppliers from an arms-length to collaborative relation. Collaboration is also a beha-
vioral system based on dependence, power, conflict and satisfaction (Skinner, Gassenhein-
er, Kelley, 1992)  

Collaboration might be the new paradigm for how business will be conducted. Huge global 
companies like Cisco Systems and Dell Computer has, through efficient collaboration 
throughout their supply chain, found successes and endless opportunities. The work of 
linking and integrating partners within the supply chain create future benefits which other-
wise would not have been realized. Collaboration could have a broad meaning and the con-
tinuum is reaching from linking internal, interdepartmental business processes to more 
complex tasks like synchronizing a seven-tier supply chain (McClelland, 2003). Further, col-
laboration can be shown on different levels, a deeper collaboration which requires more re-
sources where both partners are mutually responsible for the relationship. Collaboration, 
where partners are held at an arm’s length, reduces both invested resources and dependen-
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cy between partners. (Yang et al, 2007) Vereecke & Muylle, (2006) argue that organizations, 
simultaneously or one by one, can enter two different forms of collaboration. Collabora-
tion can be focused on a more structural way of collaborating, such as initiating web-based 
systems, implementing kanban systems or even co-locating plants. The other form would 
be focused on the exchange of information between companies, such as sharing demand 
forecasts, sales, planning, inventory, and delivery.  

Fawcett, Magnan & McCarter (2008) argues that true synergistic collaboration is rare within 
different supply chain networks. Often due to different scarce resources, managers go for 
short cuts or technological solutions instead of the more challenging cultural changes that 
are perhaps necessary for finding true synergies. Supply chain collaboration is not a guaran-
tee for success and it has to be managed carefully and efficiently to obtain the required re-
sults. Vereecke & Muylle, (2006) states the importance of the collaboration concept and 
even says that collaboration can be a valuable approach for finding world class operational 
performance. However, the research concludes that, many companies use little monetary 
resources to investment in the collaboration process with customers and suppliers and 
therefore they can only expect minor improvements on performance measurement. A 
broader and more coherent strategy is needed, that focuses on both structural collaboration 
issues and information exchange issues. Companies will then find major improvements in 
numerous different performance measurements at the same time (McClelland 2003). 

3.2.2  E-collaboration 

Collaboration throughout the supply chain, with the assistance from different technological 
solutions, is called E-collaboration. With the help from different technological solutions 
and tools companies can facilitate the information logistics in areas such as, forecasting, 
planning and replenishment. E-collaboration relates to the facilitation of sharing and distri-
buting real time information. (Cassivi, 2006). Cassivi (2006) continues the argument, that 
E-collaboration has risen to be a fundamental concept for finding a competitive advantage 
and for supporting efficient business process. Moreover, increasing the visibility through-
out the whole supply chain, by sharing adequate, accurate and up-to-date information is a 
key factor for supporting an efficient business process. 

McClelland (2003) declares that regardless of whether the medium is the fax machine,  the 
internet or integrated computer technology, the capability to transfer data between con-
cerned parties removes any reason to not be informed. Cassivi, (2006) reasons that the level 
of collaboration between actors in the supply chain profoundly reflects upon the type and 
amount of information which ought to be shared. Emphasizing, the importance of plan-
ning the collaboration, for enabling a sustained and effective E-collaboration. This plan-
ning is crucial for launching electronic collaboration tools and executing complex supply 
chain activities and the implementation can transform the way that business is carried out 
between actors in the supply chain. 

3.2.3  Trust  

Trust, is the fundamental concept for keeping a long-term relationship between buyers and 
suppliers and this relationship will make your company more competitive for the changea-
ble market. Often the most pragmatic solutions are to simplify cooperation, transactions, 
cost negotiation and information sharing; this simplification is done through relying on the 
trust relationship. Fynes & Voss, (2002) argue that building a strong fundamental base of 
trust is the groundwork for making business transactions more efficient. Shin, Collier & 
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Wilson (2002) elaborate that when building the trust relationship one will find synergies in 
both operational effectiveness and product quality. 

Trust is acknowledged as a basic as well as the most vital linkage between a buyer–supplier 
relationship, which in turn as a particularly significant aspect to create and maintain a 
strong and stable long-term relationship. Maloni and Benton (2000) elaborate, that when 
entering a long-term relationship with an organization value is created and costs are re-
duced and an increased responsiveness from both parties will be created. Landry (1998) ar-
gues that when entering long-term relationships, organizations have to build a solid reputa-
tion which says that they are a stable trading partner and from a social exchange perspec-
tive, trust is a core ingredient in presenting oneself as an attractive partner. Landry contin-
ues, when developing these trust relationships, it will encourage involved partners to feel 
more comfortable in collaborating and coordinating activities with one another.  

Dyer and Chu (2003) elaborate that trust is believed to lower transaction costs, facilitate in-
formal cooperation and lead to superior information sharing between the concerned actors. 
As a supplier, you should consider the following concepts 

 Always keeps commitments made to your buyer company. 

 Always be frank and truthful with your buyer company. 

 The info provided is believable by your buyer company. 

 Sincerely care about the welfare and business success of your buyer company.  
 
Companies that build strong long-term relationships can take higher risks than they are 
aware of; relying too heavily on a supplier could be risky because that supplier could go out 
of business. The trust relationship has to be balanced in a diversified supplier portfolio. 

3.2.4  Dependence 

Pfeffer & Salancik (1978) claim that when a supplier has an investment or skill constrains, it 
forces them to specialize in smaller sectors with a limited customer base. With a smaller 
number of customers the dependence of these suppliers increases and the suppliers risk in-
creases. A supplier can decrease the risk by establishing closer relationships with their pri-
mary customers. A higher degree of dependence results in better information behaviors 
(Provan, & Skinner, 1998), and a more valuable relationship with lower levels of conflict 
(Skinner et al, 1992). 

Kraljic introduced, in the eighties, a comprehensive portfolio approach for a buying com-
pany. This was created for the classification of suppliers so they could evaluate dependence 
and bargaining power in purchase and supply management (van Weele & Gelderman, 
2002). Kraljic claims that a company should be able to better avoid supply bottle necks, 
evaluate risks and find a supplier that is suitable for a closer relationship. This, in the long 
run, will ensure better product quality, lower costs and more secure deliveries. This could 
be done with a focus on product cost, value and delivery. Understanding the difference be-
tween the Supplier Can make the collaboration of information between buyer and supplier 
much easier (Kraljic, 1983). 

The Kraljic approach was created to fully make use of the potential buying power when 
creating a buyer-supplier relation. The classification of the supplier products includes four 
sub categories; Strategic-, bottleneck-, leverage and non critical items, which is seen in fig-
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ure 7. The results include four different main categories in which different products belong 
to: 

 Non-critical products: The non-critical decisions are the ones with the lowest degree 

of preparation, based on simple market analysis and inventory models. The products 

have both have low profit impact and low supply risk. The buyer is not depending on 

the suppliers of these products and they could easily be replaced, which gives the buyer 

a high buying power (Kraljic, 1998). 

 Leverage products: Leverage decisions should be based on vendor and value analysis. 

These products generate high profit combined with low supply risk. The buyer is not 

dependent on the suppliers of these products and the buyer has high buying power 

(Kraljic, 1998). 

 Strategic products:  Strategic products demand a high degree of microeconomic fore-

casting, risk analysis and closer supplier relations. This also means that the decisions are 

taken on by a higher executives. The strategic product generates high profit but it 

comes with high risks. The buyer is depending on a supplier that cannot easily can be 

replaced. This gives the buyer medium buying power (Kraljic, 1998). 

 Bottleneck products:  Bottleneck decisions should be based on specific market analy-

sis. These products are important but generate low profit and create high risk. The 

buyer is depending on a supplier that not easily can be replaced, thus the buyer has low 

buying power (Kraljic, 1998). 

 

 

         Figure 7: Dependency model (Kraljic, 1983). 

When the products are defined, the buyer compares its bargaining powers with the suppli-
er. The uniqueness of the product, the supplier’s capacity utilization and cost and volume 
define the dependence and power condition of the product. Next, the valuation is used to 
upgrade the strategy and find areas where the supply risk is low and the buyer can push the 
supplier for financial gain, increased supply security and flexibility. 
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In the role of no power advantage, the buyer should take a reserved part and not risk the 
relationship, while when the supplier bargains from a position of strength, the buyer may 
have to offer long term contracts or pay higher prices in order to secure adequate supply. 
The action plan that follows is to secure the supply at lower cost. As an inferior part of the 
bargaining, it is up to the buyer to find alternatives, to single source suppliers in order to 
secure better conditions and security. By finding supplier substitutes the buyer can play the 
suppliers against each other. Any purchasing portfolio demands a regular update due to 
shifts in the supply or demand patterns (Kraljic, 1998). 

3.3 Communication means  

Electronic data interchange (EDI) is used as an overall term for all web-based communica-
tion and is a mean for transferring information. EDI is defined by Swatman and Swatman 
(1992) as cooperative inter-organizational systems that enable transition of electronically 
structured business information between separate computer applications. EDI has been 
around since the 1970’s and is therefore one of the earliest types of B2B e-commerce tech-
nology. The world market for EDI is still growing, and the EDI networks has grown to be 
without a doubt the largest electronic channel for sales, forecasting, procurement and or-
ders. Expected benefits for implementing an EDI system are to reduce costs, reduce pa-
perwork, faster turnaround, improved control of inventory and suppliers, improved cus-
tomer relations and improved customer service. Hence it could be a crucial element for 
gaining a competitive advantage. 

Despite the numerous mentioned possible advantages companies still do not always suc-
ceed when it comes to implementing an EDI system among their suppliers. Chwelos, Ben-
basat, & Dexter (2001) argue that the average successful implementation rate for larger 
companies to implement EDI among suppliers is no higher than 20%. Such low rates imp-
ly that obstacles hinder the implementation process such as, high implementation costs, 
high data transmission costs, complexity in keeping up with standards, trouble in establish-
ing an audit trail, inflexible message formats and the need for a technologically skilled staff 
are a few of the reasons.  
 
Even though it has been given negative outlooks and forecasts, EDI has been one of the 
most expanded systems for utilizing web-based technologies. The high implementation 
costs have implied that generally larger firms are the only ones to seek to implement an 
EDI system whereas a total of 95% of fortune 1000 firms have implemented EDI (Dens-
more, 1998) Now companies that strive for EDI implementation have the benefits of ana-
lyzing previous failures among other companies and as Asher (2007) argues, there is huge 
benefit for companies who now seek to implement business-to business e-commerce as 
they now have the benefit of hindsight and can learn from previous mistakes. 

3.4 Information logistics with web-based system 

Information can be defined differently depending on the context and tends to be restricted 
to one part, never covering the whole environment (Madden, 2000). In this thesis, informa-
tion is defined as: business information transmittable with a web-based system: The infor-
mation should be valuable for the business processes and involve interpretation of the en-
vironment. According to Simatupang & Sridharan (2005) information sharing refers to the 
collecting and circulating of timely and relevant information to plan and control supply 
chain operation. 
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The traditional information sharing between buyer and supplier is based on an ordering 
system seen in fig.1, where the only information shared is the order. However, within buyer 
and supplier relation, several processes are related and depended on each other, like delive-
ries and inventory. These processes have increased the need for shared information and 
shared knowledge beyond the single order (Daugherty, Myers & Autry, 1999). 

 

 

Figure 8: Information Sharing. 

It is important to understand how to succeed in information sharing with both partner 
suppliers and transactional suppliers. (Jonsson & Zineldin, 2003). When changing the way 
of communicating, the more dependent the supplier is to the buyer, the more likely they 
are to cooperate with the buyer and adapt to their needs (Carr, Kaymak & Ross, 2008). 
One major impact on information sharing is the need for information to be available 
(Sandkuhl, 2008). 

Several information systems are developed to help with the information sharing, to address 
the problems with cost efficiency and customer service. One of the main factors that the 
information systems focus on, is the inventory (Daugherty et al, 1999). Bassin (1990) claims 
that effective inventory management is very important in every company.  

There exist different systems that focus on information sharing, for example Continues 
Replenishment Planning (CRP), Vendor Management Inventory (VMI) and Efficient Cos-
tumer Response (ECR) (Daugherty et al, 1999; Angulo, Nachtmann & Waller, 2004). In fig 
9 the extra communication, that a web-based system offers, is visualized. 

 

Figure 9: Information sharing. 

When changing the way of communicating, it may lead to dissatisfaction due to switching 
costs whereas the company needs to invest in new communication systems. If the partners 
expect a positive outcome they can still be satisfied with the new collaboration (Jonsson & 
Zineldin, 2003). When a buyer-supplier relation does not function well, it is usually the re-
sult of a difference in expected benefits (Thakkar, Kanda, Deshmukh, 2008). 

The web-based systems are only a mean for companies to address the strategic issue of 
product availability without unnecessary high inventory and putting customer satisfaction 
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in jeopardy (Daugherty et al, 1999). In a web-based system, orders can be excluded fully, 
giving the supplier the responsibility to keep the buyers inventory at a secure level and refill 
it based on forecast or direct demand. The characteristics of a web-based system are to 
shorten lead times, give more frequent and accurate deliveries that maximize production 
and transport planning (De Toni & Amole, 2005). To achieve this you substitute inventory 
with information (Daugherty et al, 1999).  

A web-based system with automatic updating of information, grants the buyer two main 
benefits; reduced manual costs and less manual errors. By reducing the manual hours that 
are included when manually sending information with fax, e-mail or telephone, the web-
based system offers cost savings, especially within countries with high labor costs. Using a 
web based system affects safety margins, safety stock inventory turnover rates and reduced 
product obsolescence (Vigtil, 2007).  

Vigtil (2007) argues that transparency, demand visibility and the buyer’s willingness to give 
demand data are the cornerstones for a successful collaboration. Özer  & Wei (2006) agrees 
to this theory but claims that information sharing in practice is often held private by one 
company in order to improve their own profit even at the expense of a member in the 
chain. Angulo et al (2004) claims that information accuracy is the main challenge in infor-
mation sharing with a web-based system. However, Sandkuhl argues that being able to use 
the information is the main challenge and the actor receiving the information should be 
able to understand and translate the information into action. Without knowing how the in-
formation is constructed the supplier risks making a false basis (Sandkuhl, 2008). 

 

Figure 10: Information sharing  between buyers vs. suppliers in detail (Vigtil, 2007). 

To further illustrate the complexity of information logistics, one can refer to figure 10 for   
more in-depth explanation of the information flow between a supplier and a buyer. The 
buyer can share incoming orders, forecasts and inventory levels. On the other side the sup-
plier can share delivery schedules, inventory positioning and give shipment notice. Making 
this two-way communication more efficient and avoiding different obstacles has proven to 
be a tough challenge for involved actors. The information is based on both a underlying 
knowledge and everyday information. Coyle, Bardy & Langley, (2003) claims that know-
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ledge is as important as the supporting information. The agreement between the two com-
panies in the relationship involves the standard requirement of the actors. And the know-
ledge is the approved exceptions to standard, for example how much can the buyers de-
mand shift and they can still expect timely deliveries. The content of what information to 
be shared is a highly argued topic and it can involve: the sharing of demand forecasts, in-
ventory levels, incoming orders (De Toni & Zamolo, 2005), inventory position, sales data, 
order status, delivery schedules and capacity. This information is equally important to in-
crease profit as well as customer service. (Angulo et al, 2004). Lee & Whang (2000) did a 
survey and found that Capacity, Demand Forecasts, Production Plans and Promotional 
plans are the top four types of information shared. Hofman (2006) argued that one of the 
most common mistakes is having to many metrics and that it is hard to figure out how to 
respond to the information without drowning in details. The following headlines clarify 
these important concepts. 

3.4.1  Frequency of information, information delay 

To be able to make use of information you have to know have to interpret it (Sandkuhl, 
2008). Frequency of information, is one such thing, updates should be adjusted for the in-
dividual need of the supplier. These needs become visible when the current order demand 
differs from the forecast demand and the supplier needs to adapt to the new circumstances 
(Mattson, 2002). McClellan (2003), So & Zheng (2002), and Simchi-Levi, however, claims 
that information sharing should be online and in real time with live updates (cited in Vigtil, 
2007).  
 
One challenge with information sharing is the information delay from the buyer and it re-
fers to that the information needs to be available for the supplier in time to make decisions. 
Once the supplier has access to the information, a natural delay occurs because supplier 
needs to analyze the information before taking a decision (Angulo et al, 2004). The plan-
ning cycles are important variables when the supplier is to re-plan the production and the 
shipment schedule and it relies on that the information is the most recent (Vigtil, 2007). 
 
It is not enough for the buyer to send frequent information, and to check that there is no 
delivery delay on the order, it is also important to know if there is a information delay in 
the suppliers end. If an order scheduled for delivery on Friday is based on the Friday de-
mand information, there is no information delay. However, if the delivery is based on the 
information from Monday, there is a five day information delay. If the buyer audit the sup-
pliers fulfillment process and lead times, it improves the understanding of the suppliers and 
may result in an overall collaboration improvement (Angulo et al, 2004). Frequency of in-
formation and information delay  is knowledge about information, and it helps the in-
volved companies to understand the complexity and the many aspects behind the informa-
tion sharing. 

3.4.2  Inventory management 

One of the most commonly shared metrics in a supply chain is inventory levels (Lee & 
Whang, 2000). Inventory is at first glance an easy metric but includes factors that influence 
the product levels. The backorders and return of goods from customer is one thing that in-
fluences inventory levels. Gaverneni, Kapuscinsky & Tayur (1999) describes two cases of 
information sharing, first is where the buyer shares the demand and the order policy 
adopted by the buyer. In the second case the supplier gets additional information about the 
period to period inventory level (Lee, So & Tang, 2000). Keeping track on the inventory 
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level is one of the most important activities and the supplier should continuously check the 
buyers inventory (Vigtil, 2007). There are several factors that effects the inventory levels, 
besides the previously presented theories on forecast liabilities and demand uncertainties, 
these factors are back orders and returns, and stock withdrawals. Backorders and return 
have a direct impact on the inventory levels when the end customer still demands its order 
and that additional goods needs to be sent from the existing inventory.  

The incoming of order and the withdrawal of goods, refers to difference in inventory han-
dling. Inventory withdrawal information is when the inventory updates in the system by ac-
tual withdrawal instead of expected withdrawal that follows from an incoming order.  The 
time delay that follows an incoming order before the withdrawal affects the suppliers data 
and production planning. On the other hand, the time delay are shorter if the company on-
ly handles finished goods and has short lead time to the customer. And a benefit of sharing 
the incoming order instead of withdrawal information is that the incoming order gives a di-
rect picture of the actual demand (Vigtil, 2007).  

3.4.3  Lead time, Production Schedule and Capacity 

The benefits of information relies in the Supplier Capacity to react to the buyers demand 
(Lee et al, 2000). Lapide (2001) claims that information sharing must be linked with the 
suppliers operation planning to gain the benefits of the visibility. The information must 
have the opportunity to be transformed into action. Suppliers with scarce capacity should 
have higher priority to maintain consistent delivery times (So & Zheng, 2002). 

The suppliers production schedule or the lead times indicates the delivery time and the 
buyer can foresee potential problems if short time changes occurs on customer demand 
(Angulo et al, 2004). There are also benefits to find in visualizing the buyers lead time to 
end customer. If the supplier has access to the buyers delivery lead time and the expected 
delivery date to the end customer, the supplier can more efficiently adapt to the needs of 
the buyer (Vigtil, 2007). The delivery lead time effects the inventory levels and the order 
quantities, a longer lead time creates larger inventories and higher uncertainty in times of 
high levels of fluctuations in customer demand (So & Zheng, 2002).  
 
If the supplier has long lead time and low capacity the buyer might provide misleading in-
formation to induce the supplier to build up capacity (Özer & Wei 2006). However, the 
frequent update of truthful information helps the supplier to maximize the usage of the ca-
pacity to meet the demand (So & Zheng, 2002). To increase the understanding the compa-
nies can share supporting information involving a capacity spectrum which a supplier gua-
ranty to deliver within (Coyle et al, 2003). In this way the buyer has understanding for the 
actual capacity of the supplier and can adapt accordingly. 

3.4.4  Order fulfillment  

Bolstorff (2003) argued the importance of measuring the performance of the supply chain. 
The delivery performance is strongly correlated the overall performance, and by measuring 
one time deliveries, and the number of full deliveries the buyer can see if the supplier ful-
fills the agreement. It is also good for the supplier to check how well they perform towards 
the buyer. Bolstorff mentions backorder is a metric which explains that an order is incom-
plete. the company can derive the reason for the backorder to either wrong volume or 
products not passing quality control. This information informs of problem in the supply 
chain and the performance.     
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3.4.5  Forecast information, Demand forecast  

Demand or sales forecasts are the predicted sales of each specific goods. When the buyer 
share forecasts with a supplier the supplier grants a larger time window to adapt the pro-
duction to supply the orders. It also means that the supplier can plan their capacity after 
that planned future demand.  

For the supplier, they can then plan their production better and optimize their business. 
However, if the relationship also is based on final orders, the supplier might have started 
producing in advance and therefore are a bit vulnerable if the final order differs from the 
forecast. This in turn can be addressed as a problem, if the buyer overestimates forecast the 
supplier build up more capacity and more inventory. If the forecast, on the other hand, are 
smaller than final demand the supplier might not have capacity to deliver on time (Cachon 
& Lariviere, 2001). The web-based system could decrease inventory level and help reple-
nish the buyers inventory based on forecast and/or sell-through information. 

The closer the company is to the end costumer the more accurate is the demand informa-
tion (Cachon & Lariviere, 2001). It has been observed that upstream firms are more vul-
nerable to demand fluctuations. Uncertainty of customer demand and order fluctuation 
leads to that companies are forced to keep extra inventory or invest in extra capacity to be 
able to deliver in time (So & Zheng, 2002).The problem can be referred to problem in fo-
recasting practices and a solution is to make the data available to upstream suppliers(Lee, 
So & Tang  2000; Angulo et al, 2004). 

It is often that sales increase or decrease over the cause of a year, changes that is antic-
ipated by the buyer. These foreseen changes is important information that the supplier 
needs. Sharing long time forecasts for seasonality of products and promotional events are 
important (Småros et al, 2003). Promotional events are hard to predict for the supplier and 
they should be informed of such changes. Vigtil (2007) continues and claims that updating 
these forecasts regularly is important for suppliers to plan their operation.  

3.4.6  Sell- through information & Point of sale 

Småros et al (2003) argues the importance of sell-through information. Sell-through infor-
mation is when the buyer transfers the sales information from there costumers direct to the 
supplier without the buyer placing a order on its own. (Småros et al 2003; Disney & Towill, 
2003). Sell-through information can also be used instead of delivery information. The de-
mand will be direct, in real time and truthful which increase the transparency between the 
companies (Disney & Towill, 2003). The information however, shows only present demand 
and does not include forecasts or future sales. When the supplier delivers final goods to the 
buyers inventory the sharing of sell-through information is considered very important. 
(Vigtil, 2007) 

Point of sales is where the product is purchased by the customer. The sales information 
does not only include the sales quantity but also where in the world the actual sale is made. 
The point of sale can help the collaboration if the buyer has several warehouses, and similar 
to the sell-through, the demand accuracy can be improved. (Lee et al, 2000) 
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3.4.7  Shipment notice and Delivery information 

An advanced shipment notice is a message from the supplier to the buyer that the order is 
shipped. This information help the buyer with its planning decision, preparing for receiving 
and allocating the goods. The shipment notice  also benefits the buyer because it guarantee 
the arrival of goods and therefore secure the delivery of orders to costumers. The shipment 
notice can include product description, quantity, delivery date and destination. A shipment 
notice is mostly useful when the buyers warehouse has limited capacity and resources, 
which makes them unable to control large volumes of incoming goods (Vigtil, 2007). 

To share real-time information or tracking information on deliveries with its trading part-
ner is a base for better planning and for inventory reduction (Chow, Choy & Lee, 2007). 
Kerr (1989) claims that sharing real time delivery information and delivery schedules is val-
uable for the supplier as it enables them to fully brief the buyer and demonstrate control 
even in critical situations. The buyer experience saving time with simplified delivery con-
firmation and product allocation. 
 
Goods in transit are the goods on the way to suppliers warehouse and, depending on the 
system, may not be included in the inventory status. Inventory positioning refers to if the 
product allocation and if the inventory is the aggregated inventory based on goods in tran-
sit and inventory spread on several warehouses. If the inventory positioning is included in 
the system it is easier to adapt to the customer needs (Angulo et al,  2004).  

3.5 Performance outcomes 

Performance outcomes can be perceived as the outcome that follows an increase in colla-
boration and buyer-supplier information sharing. Those have Emmett & Crocker (2006) 
exemplified as lead time reduction, shorter order-cycle, the minimizing of inventory, batch 
sizes and tied up capital to increase overall performance. There is not a guaranty that the 
increase of collaboration with information logistics has a positive outcome. Information 
that do not aid the business processes might lead to negative performance outcomes. This 
section focuses on the performance outcomes that are measurable in everyday activities be-
tween a buyer and a supplier. Simatupang & Sridharan (2005) argued for a number of mea-
suring points companies can use to evaluate the collaboration. These key factors to buyer-
supplier information sharing, indicate within what areas the researchers believe the relation 
should focus on to succeed. And Coyle et al (2003) argue that for the different factors, the 
inconsistency is important. For example, if the company only achieve the stated on time 
delivery 50% of the time, the other company will be disappointed half of the time. The au-
thors have divided the performance outcomes into three categories, customer service, 
Quality, Cost and Productivity.  

3.5.1  Customer service 

According to Seth, Deshmukh & Wrat, (2006) customer service has a large impact on sup-
pliers, customers and employees, but also influence the overall growth of the company. 
Poor quality of service will lead to worsen market reputation, delays in response to custom-
er needs and increased response time to market. The service impact can be seen in in-
creased inventory when the lack of efficient information sharing forces the companies to 
secure deliveries with more products in stock. When the service is poor the actors in the 
supply chain are not encouraged to provide timely nor correct information, and it becomes 
harder to foresee customer needs which decreased capability to respond to demand. Higher 
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inventory and more problem to plan the operations leads to loss in business performance 
and decreased profit (Seth et al, 2006). There exist several costumer service measures that 
help understanding how it has impact on the buyer, and the relation with suppliers. Morash 
(2001) present fill rate and stock outs, which is a inventory measurement for how well the 
relation function. If stock out exists, the fill rate is inadequate and needs to occur more of-
ten.   

The order measurement complete orders, on-time deliveries and backorders refers to how 
well the company fulfills the customer need and is important factors when it comes to cus-
tomer satisfaction and the trustworthiness of the company. The customer complaints gives 
the performance from the customer needs and the company can include how well the 
company respond to the complaints. These measurements are important to have to control 
the performance outcome in the company (Morash, 2001). 

3.5.2  Quality 

Quality refers to the quality of the products and deliveries and how it effects performance. 
To measure the quality of the products and deliveries the company can derive how efficient 
the supply chain function and within which areas improvement can be made. Many of the 
Quality measurement have a strong connection with order fulfillment like On-time deli-
very, Complete order, and accurate forecast demand (Coyle, Bardi & Langley 2003). There 
are several ways how information can help measuring the quality, number of claims for ex-
ample shows damage frequency and how often a product needs to be reclaimed and re-
placed when product quality is insufficient. Picking/delivery accuracy, delivery errors and 
returns due to wrongfully shipped orders gives how a company can improve deliveries 
(Morash, 2001). Other factors that helps the understanding of the operation are the fore-
cast accuracy, planning accuracy and schedule loyalty, these factors are derived from how 
the well the administration communicate and share information with the producer. Quality 
is strongly correlated to the overall end customer satisfaction (Coyle et al, 2003). 

3.5.3  Cost 

The Cost is the measurement of efficiency, and often gets high attention due to its relation 
to the competitiveness on the market. The cost is strongly correlated to quality and cus-
tomer service but also have some distinguished metrics. The most observable cost is the 
transportation costs, inventory carrying costs and the costs of products. However, behind 
these costs there exists inventory turnover, which is a harder cost to specify as it explains 
the time finished goods are held in inventory before they reach end costumer (Coyle et al, 
2003). Morash (2001) explains that administrative costs are harder to derive as is not bound 
to a specific product and therefore hard to stick to a specific unit. Further one can derive 
that information of service failure and backorders can improve the understanding between 
a buyer and a supplier and increase profit.  
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3.6 Theoretical summary and reflections 

When summarizing the theoretical framework one can better understand the complexity 
behind the information sharing with a web-based system. To visualize the view of the theo-
retical framework the authors constructed a figure that explains how the different sections 
are correlated with each other. See figure 11. 

The figure shows how the “Relationship factors” block  influence the “Information shar-
ing” block, and where the Collaboration, Trust and Dependency affects the possibility for 
successful information sharing. The Information sharing involves a circulation of informa-
tion between the buyer and supplier, which in turn affect the performance outcome. Each 
specific information metric within information sharing has an impact on the three perfor-
mance outcomes in the “Performance outcomes” block: Customer service, Quality and 
Cost. The operational efficiency refers to the overall performance in the dyadic relationship 
which is present.  

The Information Sharing block is the nave of the whole picture and consequently the 
placed in the middle section. Theory has shown that information sharing is affected by Re-
lationship Factors and Information sharing is in itself affecting performance outcomes. 
(Blundel 1998); (McClelland, 2003) (Corsten & Felde, 2005). Hence intuitively the follow-
ing structure of figure 11: Relationship Factors, Information Sharing, and Performance 
Outcomes 

 

Figure 11:  Enhanced information sharing derived from theories 

The First block is the “Relationship Factors”. The foundation for the relationship between 
the buyer and the supplier, and what the authors named “Relationship factors”. The rela-
tionship factors collaboration, trust and dependence are complex in themselves in theory, 
and even more when putting them together. It is hard to find true synergistic collaboration 
(Fawcett et al, 2008). Collaboration demands shared responsibility (Yang et al, 2007) and it 
is not often both companies are equally dependent or trust each other enough, so the re-
sponsibility comes naturally. And when it comes to building closer relations it often fails 
because managers often go for short cuts or technological solutions instead of the more 
challenging cultural relationship factors (Fawcett et al, 2008).  Kraljic (1983), among others, 
claim that a buyer should collaborate differently depending the supplier, and that when a 
supplier is small and is depending much on the buyers, the buyer should  act on the bar-
gaining power opportunity to reduce costs. This section facilitated the understanding of the 
differentiation of suppliers and the complexity on bringing all suppliers into a web-based 
system. It can be seen in theory that the relationships factors have a large impact on the in-
formation logistics and Dyer and Chu (2003) claimed that you always should keep your 
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commitments, be truthful and provide believable information to your partner. Therefore, 
the Relationship factors block is presented first in the model as the relationship is the 
foundation on which the information sharing is based on. 

The second block “Information Sharing” is a circulating activity where both partners are 
sending and receiving information. The theoretical framework presents a large variety of in-
formation that can circulate in a dyadic relationship. The buyer can send orders, forecasts 
and inventory levels which the suppliers receive. The supplier can for example send deli-
very schedules and shipment notices (Vigtil, 2007). The topic information can be divided 
into two sections, background knowledge and visualized information. Background know-
ledge is the information that is important to know to fully understand the visualized infor-
mation, the texture behind the information that is circulating. The visualized information is 
the information that is presented as data and figures in a web-based system.  

The categories that are interpreted as background knowledge is the information update fre-
quency and time delay which is crucial when evaluating the trustworthiness and value of 
the forecasts and inventory levels. Also, capacity and lead time is background knowledge, 
these metrics can in it selves be displayed, but also can be problematic when larger changes 
in buyer demand occurs, for example during a promotional event. Coyle et al (2003) claims 
the importance of the background knowledge is the information explained as “approved 
exceptions to standard”. When short time changes in demand occur the knowledge of the 
suppliers adaptability for change is crucial for the expectation to fulfill the demand. Fur-
thermore, if the expectation is agreed and approved beforehand, the buyer can only expect 
a specific increase in demand to be manageable for the supplier.  

When focused was laid at the technological means, the authors did find that the sharing of 
information with a web based system is not a technical problem, one could easily share 
large amounts of information without any effort. The problem is that the technology can 
share more information than humans can process, and therefore Hofman (2006) have a 
point when arguing that too much information makes it harder take decisions. Sandkuhl 
(2008) argued that the information must be usable to be of any value. 

The third block is the “Performance Outcome“ where one can see that there is a lot of me-
trics of information that determine the operation efficiency. The measurement of collabo-
ration relationship helped to understand how the sharing of information influence custom-
er service, quality and costs and, how these factors affect the will to share information. The 
Cost metric is related to inventory handling, transportation and production cost and has 
impact on the individual performance. Quality can be derived from on-time deliveries and 
backorders which is the performance that is related to the activities towards the buyer. Cus-
tomer service could be seen as the overall performance as the suppliers ability to fulfill the 
customer need are important factors when it comes to customer satisfaction and the trust-
worthiness of the company. The different performance factors can be tracked and followed 
up with information sharing. 
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4 Empirical findings 

This chapter presents our empirical findings which is the collected material on which our research is conducted 
from.  

In this section Husqvarna and the suppliers opinions of the information sharing will be ex-
plained. Today several suppliers have access to the web-based system, this means that they, 
for some or all of their products, have access to different information concerning their 
products. The web-based system is referred to as Replenishment in the previous Metho-
dology heading. Hence, these suppliers have more concrete views on how the system can 
be improved. The other part of suppliers do not have access to the web-based system and 
therefore provide their formal belief on how such a system could influence their operation 
and their relation with Husqvarna. Today the communication with suppliers is based on 
mail, fax and telephone. The reason why these issues are brought up is to make it easier for 
the reader to understand the background of the supplier’s view of information sharing, 
their fundamental knowledge concerning both strengths and weaknesses with the existing 
information sharing procedure. For further facilitating the reading company names will be 
used instead of the person’s name when referred to, although the person’s name will be 
used when citing direct quotations. 

4.1 Relationship factors 

When it came to different views on how information sharing influenced the relationship, 
the interviewed suppliers varied in their answers. However they all emphasized the impor-
tance of sharing correct and accurate information to ensure reliance on the information. 
The shared information will influence the supplier’s decisions and increase the comprehen-
sion among those involved. One Supplier elaborates: 

“Information sharing is really important for develop an understanding of business partners. A deeper and 
more grounded understanding will yield efficiency and a dynamic relationship. In a really good and efficient 
relationship, where the involved partners understand each other’s need, comparison could in many ways be 
drawn to how a family works” (Person A, Supplier A, personal communication, 2008-11-27). 

In numerous occasions uncertainties regarding information resulted in suppliers question-
ing the information and consequently the integrity of the information is jeopardized. In ad-
dition, the lack of information caused uncertainty which strained the relationship between 
Husqvarna and their suppliers. Suppliers strived for a deeper insight into Husqvarnas or-
ganization and on how they did business. Husqvarnas settled the uncertainties by increas-
ing the shared information. However not all types of information was wanted for improv-
ing the relationship as suppliers had their own preferences and necessities. The general un-
derstanding of the suppliers was that they were satisfied with the present relationship with 
Husqvarna.   

Supplier C has been a supplier and partner with Husqvarna for almost 25 years; conse-
quently they have a very close relationship. Both partners have extensive experience in 
conducting business and have a high understanding of each others organizations.  

Supplier A argues that information sharing is of great importance when it comes to getting 
an understanding of your business partners. Supplier A continuously says that information 
increases the understanding and it facilitates the customization they can offer Husqvarna. 
Supplier A builds their production from this mind set; hence they argue that if the credibili-
ty and accuracy in the shared information increases, they would find significant synergies in 
their organization and consequently improve their relationship. Supplier A has a good rela-
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tion to Husqvarna as they feel that the information shared has increased and that Husqvar-
na is very obliging. 

Supplier B discusses how the responsibility changes in a relationship when implementing a 
Web-based system, he explains that the responsibility shifts from the buyer to the supplier. 
Hence it is important to integrate such a decision among suppliers before the actual inte-
gration start. Supplier B emphasizes the importance of simplicity in technological support. 
A web-based system could be a great tool for facilitating in meeting the new responsibility 
challenge. Supplier B feels that their relationship with Husqvarna is good. However im-
provements in the information sharing process could improve their relationship.   

Supplier F explain the complexity in gaining a good insight in others business.  Supplier F 
discusses that a closer relationship in times of uncertainty could be beneficial and connects 
the reasoning to the context the present financial crisis offer. 

4.1.1  Collaboration 

When describing the empirical findings from the interviews with suppliers on how infor-
mation sharing effects collaboration and vice versa supplier describes a very dynamic 
process. Some suppliers argued that the closeness of collaboration relied on the shared in-
formation. Other argued that the shared information relied on the collaboration between 
the organizations. The suppliers that were interviewed all had different relations to Husq-
varna; some have a close relationship while others are held at arm’s-length. However sup-
pliers agree that an increase in the information flow could yield a better understanding and 
consequently also improve the collaboration. Correct and accurate information is regarded 
fundamental and the consensus is that collaboration would increase if Supplier Could rely 
on the shared information. The level of collaboration with suppliers differed because every 
relationship had their specific needs.  

Supplier D collaborates very well with Husqvarna, they interact with each other a couple of 
times a week and complement the interaction with mail communication. However Supplier 
D argues that the collaboration could be made more efficient through gathering all infor-
mation in the same place. 

Supplier F does not see any reason to implement a web-based system nor any reason to 
improve collaborations. Supplier F does not see any expected profits or financial gains in 
implementing a web-based system with Husqvarna, the reason being they already have an 
extensive information exchange with another offspring of Husqvarna and Supplier F does 
not exchange that much information today. They also think the present relationship is effi-
cient. Though, the reasoning is slightly contradictive as Supplier F states that in times of 
uncertainty, such as the present financial crisis, there is a need to further improve the colla-
boration. 

Supplier A emphasizes the importance of understanding your business partners and that 
synergies could be found through closer collaboration. They strive for a closer collabora-
tion with Husqvarna, Supplier A seeks to adapt their organization for meeting Husqvarnas 
needs. The adaption process could according to Supplier A be facilitated through improv-
ing the information sharing.  

If the information sharing was to be improved Supplier G would have a closer collabora-
tion with Husqvarna and consequently make improvements in their organization in terms 
of scheduling and planning deliveries. Husqvarna possesses a comprehensive understand-
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ing on how Supplier Gs operation works and the partners collaborate closely. Husqvarna 
are good at forward planning and respect Supplier G capacity. Husqvarna even visited 
Supplier G a number of times over the years to gain a deeper understanding on how the 
organization works. 

4.1.2  Trust  

Trust is for the suppliers regarded to be an important concept and the overall understand-
ing of the suppliers is that Husqvarna is a trustworthy business partner. 
 
 “We have a good relation and we trust Husqvarna AB Accessories and we hope that Husqvarna AB 
Accessories trust us” (Person F, Supplier F, personal communication, 2008-12-04). 

The concept of trust is mentioned in many occasions; often in the same sentence as the re-
liability of the information that suppliers receive. The information that Husqvarna share 
with their suppliers differs in reliability. For example the forecasts have mentioned that 
they are hard to rely on. However, suppliers make a distinctive difference in trusting the in-
formation that Husqvarna share and the trust that they have for Husqvarna as a business 
partner.   

For Supplier D the forecast system works well and most of the information received from 
Husqvarna is trustworthy. However Supplier D has encountered problems with the fore-
casts relating to the demand in Russian market. 

Supplier E describes satisfaction in their present relation with Husqvarna however Supplier 
E cannot promise that they will look into the updates in the web-based system every day. 
Supplier E is open for new technologies and would use the web-based system as long as 
the information is trustworthy.  

Supplier C discusses the importance of forecasts and believes that if the forecasts were 
more accurate and trustworthy they would have used them more often. Supplier C states 
that a forecast is very good to have when it comes to the planning of production and if the 
forecasts are wrong it could yield problems with deliveries.  

Supplier A stated that it is important that a web-based system is easy to use, but the most 
important thing is that the information shared is correct; otherwise Supplier A cannot de-
pend or believe the information. Hence that information is useless. In the future, they 
hopes that the present web-based system will be developed and become more trustworthy 
and that all information will be gathered in the same system.  

Supplier B describes the importance of getting access to trustworthy information as their 
lead time from India, from which their production take place is over 5 weeks including de-
livery time, hence, scheduling and receiving clear and correct delivery dates are important. 
Supplier B however continues saying that such a long lead time yields uncertainties and 
these uncertainties can normally be solved with Husqvarna.  

4.1.3  Dependency 

When browsing through the findings connected to dependency one could find a wide va-
riety of answers concerning how important Husqvarna is to their respective supplier. How-
ever the general opinion by the supplier’s state, that Husqvarna is an important customer to 
their organization. In terms of the turnover numbers that Husqvarna provided for each 
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supplier, they stretched from a modest 3-5 % to a significantly higher 80%. Though, sup-
pliers do not measure dependency solely in terms of turnover. For example Supplier G saw 
Husqvarna as a strategically important customer even though the turnover rate derived 
from their products is only 3-4%.  

“Husqvarna products are prioritized at Supplier B and this could at times be risky, especially if we have 
scheduled our production after forecasts and are depending on that Husqvarna actually buys the products. 
So if there exists other suppliers supplying the same product, information sharing should be increased, so 
that we do not have to have high dependency derived from uncertainty” (Person B, Supplier B, personal 
communication, 2008-11-28). 

Other treated Husqvarna as an important customer because they purchase specific prod-
ucts which are of importance for the supplier.  

Supplier D perceives Husqvarna as an important customer and a very stable and trustwor-
thy business partner.  Supplier D believe that if the information shared could be improved 
and made more fruitful they could reduce time consuming activities, like mail handling and 
telephone calls, and improve their operation efficiency 

Supplier C emphasizes the importance of Husqvarna as a crucial customer as Husqvarna 
stands for over 80% of their turnover.  

Supplier A claims that Husqvarna has their highest priority and covers 30% of the organi-
zations turnover. The turnover is expected to increase as the products that Supplier A offer 
has a promising future in the market.   

Supplier E mainly delivers one product to Husqvarna. This product is very important from 
a strategic stand point as Husqvarna is the only customer purchasing the specific product; 
consequently Supplier E prioritizes this product. 

Supplier G defines Husqvarna as an old and loyal customer. Supplier G has a wide product 
range which is delivered from different departments. Based on the entire Aerosol, Husq-
varna covers about 3-4% of the turnover. In the technical department they have about 150 
customers and Husqvarna are in the top 15.  

Supplier F state that Husqvarna is an important customer and they are rated as one of their 
top five. Most importantly Supplier F claims that they have a very important product that 
they deliver to Husqvarna accessories. However, Husqvarna was considered to be a more 
important customer in the past as their turnover has reduced. Today 5-10% of Supplier F 
turnover is connected with sales to Husqvarna.  

4.2 Communication mean 

The general view of suppliers is that their staff should not have any problem with navigat-
ing or using a web-based system. Being in an internet based environment and having skills 
and experience working with computers, the staff is suitable to use such a system. Even 
though problems may occur in using a web-based system, the trouble will most likely not 
be due to the employees’ lack of computer skills. Being able to easily find the information 
in the system is mentioned by all suppliers as an important aspect. There can be trouble us-
ing the system if the information is not easy to find. When introduced with the idea of hav-
ing a web-based system that handles the information sharing, the general consensus was 
that the system must be easy to handle and the information you seek should be collected in 
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one place. If the information is spread around in different places in the system, there can 
be a suppliers will be reluctant to use the system. 
 
“It is hard to fully replace the use of mail and similar communication, however the vision should definitely 
be to minimize those activities” (Person A, Supplier A, personal communication, 2008-11-27). 
 
The web-based system is a web address which means that the suppliers do not need to 
spend time and money to implement the system. The initial investment is the learning 
process and how to involve the system in daily business. The time spent nurturing the cor-
responding production was influenced suppliers’ willingness to use the system. 
The general opinion derived from the interviews was that when the supplier felt they used a 
lot of information to plan the production, they spent a lot of time finding the information. 
There must be a reason to visit the web-based system and it is important for the applica-
tion that all the information needed be easily accessible. If the information is not useful or 
hard to convert into practice, the system will not be embraced. The same goes for the inte-
grity of the information, the system will not be used if the information does not correlate 
to business’s performance. The general understanding of the suppliers was that when the 
important information is structured, collected and presented in an easy, accessible way the 
web-based system is more likely to be used. 
 
The supplier G, Supplier E and Supplier B feel that Husqvarna accessories cannot expect 
them to check the web-based system every day. The application is an extra system and the 
suppliers feel that it is problematic using another system besides their own because then 
they are forced to check information in two different places. Supplier D has a large product 
selection and when the idea of sharing their product information with Husqvarna was sug-
gested, they were skeptical. As Supplier D’s product information is in another system it 
would be time consuming to update it in the web-based system. This would not be possible 
unless the web-based system was integrated into their system. 
 
“As a planning tool, it sounds great” (Person G, Supplier G, personal communication, 2008-12-
05). 

Supplier G has several order handlers on Husqvarna accessories orders, and forcing all of 
them to check in the web-based system can get problematic. Supplier G think that the web-
based system can be used as a side system that they can use when they have extra time, but 
it is uncertain whether there will be a positive outcome when using it as a planning and a 
delivery notice system. Supplier G believes that every customer has a specific set of prefe-
rences and consequently different needs, and for suppliers trying to make every buyer satis-
fied, there is a risk that the work will be inefficient. 

4.3 Information logistics 

The information that Husqvarna accessories share with the suppliers today is not identical, 
different suppliers have different opinions on what information is most important for their 
business. If the information the suppliers receive could be received in a more convenient 
way the consensus is that they would be interested. When introduced to the concept of re-
ceiving additional information the general understanding was that it must serve a purpose 
and potentially improve the operation. The general understanding of the suppliers is that 
the will of Husqvarna is valued highly and if possible, the suppliers are willing to oblige 
Husqvarna. But also, when facing the suppliers individual settings, the positive outcome of 
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the information sharing should be apparent for the supplier in order to take part in the col-
laboration.  

Information sharing is regarded as being connected to the necessity for supporting know-
ledge in production and delivery planning. When the suppliers were in the setting of relying 
on information from Husqvarna, the willingness to receive and share information was re-
garded highly. When there was no need for supporting information there was a reluctance 
to spend time in improving the information logistics. The parties involved want to take ex-
actly the amount of information that is important for their specific set of circumstances; 
but the consensus is that meaningful information is always good to have. When the prod-
uct does not need to be stored in different inventories the product will float through the 
supply chain without any unnecessary holding or handling costs.  

“If we could improve the information sharing we would probably enable synergies with the product flow to-
wards Husqvarna” (Person D, Supplier D, personal communication, 2008-12-04). 

The sharing of information is perceived to be a reassuring act, the information improves 
the understanding of the other actor. By sharing information and knowledge, both parties 
reassure that they understand the other’s situation. The general understanding of the sup-
pliers is that the information should flow in both directions and all agree that an active re-
sponse on Husqvarna’s demand is important. When discussing the potential positive out-
comes of the information logistics, the general comprehension was that shared visibility is a 
path towards a more effective performance.  

The  trustworthiness of the information is regarded by all to influence the need for infor-
mation. Supplier C, Supplier A, Supplier D and Supplier B opinions are that if the relevant 
information received is correct, the information is appreciated and used. Supplier F delivers 
small volumes and share information through telephone and mail, hence they do not see 
any weaknesses in the current system where there is no supporting information besides the 
order. Supplier A respond to Husqvarna when they receive an order, they also send infor-
mation when the order is finished and shipped and if their circumstances for deliveries 
change they see as an obligation to inform Husqvarna.  

4.3.1 Frequency of information, information delay: 

The frequency and the update of information were regarded by all suppliers to be central 
for the use of information, and the outcome of the information sharing. When the infor-
mation does not reflect the present time it is of no use as  supporting knowledge. If the in-
formation is not congruent with expectations and present circumstances, the consensus of 
the suppliers is that it might be misleading and have a negative effect on the performance. 
The usage of the most recent observation should be the most trustworthy ones and should 
be the ones that decision are based on. The consensus of the suppliers is that information 
should arrive at the addressed destination in time to be used.  

Supplier G, Supplier E, and Supplier F believe that the information should be on time and 
reflect Husqvarna need. If the information is not updated they have no use for the infor-
mation and consequently in the future stop using it. Supplier A found that sometimes they 
receive information that contradicts previous information which causes confusion. When 
the information is not clear or applicable the trust in the information decreases and loses its 
value. Supplier C gave an example concerning the reliability on the updates, today in the 
web-based system the inventory can go from being fully stocked to being almost empty 
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very quickly. The time delay on pick out on products at Husqvarnas inventory makes it 
harder for them the fully use the information.  

4.3.2  Inventory  

When the suppliers discussed the concept of inventory the consensus was that inventory, 
lead-time and delivery time are related to each other. When the lead-time is longer than the 
need for delivery date for inventory emerges. Inventory has a cost relationship with the 
goal to deliver fast and secure deliveries.   

The general understanding of the optimal production situation would, according to the 
suppliers, be to enable production and delivery without any inventory costs. But, until that 
is possible, the goal is to reduce the inventory to a minimum and still keep the delivery ob-
ligations.  

The concept of full VMI, where the suppliers are responsible for the buyer’s inventory is 
not implemented at Husqvarna. The inventories levels are something that Husqvarna are 
open to share with the suppliers for the purpose of giving the suppliers the opportunity to 
better plan their production. When visualizing the inventory at Husqvarna the supplier can 
follow Husqvarnas capacity to deliver, and when the inventory levels diminish the probabil-
ity that they will place an order increases. The upcoming order could be predicted and the 
supplier can therefore start their preparation of the order earlier. It all leads to a better for-
ward planning and the possibility to make better operation decisions. The general idea of 
the inventory information is that it should be trustworthy and that the information that the 
suppliers receive should reflect the present time. 

From the buyers point of view insight into the supplier’s inventory situation can be useful. 
To some extent this information is shared today. If increased demands arise it could, within 
a short time, increase the need to receive more products. By having insight into the suppli-
ers inventory Husqvarna can check the suppliers possibility to deliver earlier, and therefore 
speed up the process and place an extra order. The consensus of the suppliers is that they 
do not see any problems sharing their inventory levels as their goal is to please Husqvarna. 
The modification of an order is not unusual in the present collaboration. The inventory le-
vels are not considered to be a secret, not for Husqvarna nor for the suppliers and if it is 
easy to update, they are open to the idea of sharing inventory information. 

Supplier A and Supplier C plan their operation based on Husqvarna accessories inventory 
status and the inventory information has a strong impact on their performance. They find 
the inventory information to be supporting when planning their production and they can 
better predict the future sales. For Supplier E, inventory information cannot ensure a fi-
nancial gain as they produce specialized products which they produce on demand.  

Supplier D would like to know inventory levels on a regular basis, today Husqvarna acces-
sories do sometimes mail Supplier D when their inventory levels are low. Supplier D be-
lieves it could deliver earlier if they could see that Husqvarna inventory is running low. 
Supplier D feels they could help Husqvarna accessories to secure delivery while making 
their performance more efficient. 

Supplier A experiences some problems with their insight in Husqvarnas inventory levels. 
For example they once saw that Husqvarna had no stock on a certain product, but this 
specific product was included in a special kit. Hence if Supplier A would have produced 
and delivered this product Husqvarna accessories would received products they did not 
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demand and were in no need for. Supplier G is skeptical about updating their inventory 
themselves in a web-based system because it would include additional work for them. 

4.3.3  Order fulfillment 

The consensus of the suppliers is that knowing order fulfillment errors is important, it 
gives information on how well they perform towards Husqvarna. Backorders is a perfor-
mance measure for the suppliers, and it is praised to be very important. When something is 
not satisfactory with the product quality, or delivery volumes the suppliers want to know so 
they can correct the mistake and improve their operation. The information is regarded as 
crucial as it is a measurement that shows how pleased Husqvarna is with their performance. 
The general understanding of the suppliers is that they all receive, or hope they receive, a 
notice on inaccurate deliveries or faulty products. The information is regarded so important 
that it should be shared through personal communication via telephone. 

Only Supplier G claims that knowing the back orders errors might be a bit problematic as 
it might be hard to track whether it was Supplier G or Husqvarna that made the mistake.  

4.3.4  Lead time, Production Schedule and Capacity: 

The general opinion of the suppliers is that the lead-time and capacity is regarded as an im-
portant factor in their organization. It is important for Husqvarna to know and respect the 
lead time of the supplier. A products lead time is often fixed and hard to change to fit new 
circumstances. The concept of extra capacity is not good for business so the lead time does 
strongly influence the importance of forward planning. The suppliers share the understand-
ing that when the lead time is respected they can plan their production in a more effective 
way; which helps in reducing inventory and securing deliveries. However, when the order is 
placed with a too short delivery date, the suppliers might be forced to deliver late. When 
the capacity is limited the need for demand forecasts is extremely important. Due to the 
importance of lead time the suppliers are unanimous that when changes occur in their pos-
sibility to deliver, they always inform Husqvarna. The perception of the suppliers is that if 
Husqvarna wants an order delivered faster, then they will do everything in their power to 
do so, even if it means slowing down other operations. None of the suppliers show their 
production schedule to Husqvarna on a daily basis. However, sometimes Husqvarna visits 
the suppliers and gets some insight into the production process. When the suppliers dis-
cussed  Husqvarna’s lead time to the end customer, the consensus was that it could in-
crease the understanding of Husqvarna’s process, but do not necessarily improve business. 

Supplier B have long lead-times and this fact makes the scheduling and receiving of clear 
delivery dates important. When the lead-time is long the possibility to adapt to rapid 
changes is small because of the long time span. When an order form Husqvarna is received 
and the production initiated, difficulties to change the preferences occur. However, it 
would be good to have the possibility to easily change the order to fit the lead-time, today 
they communicate this type of information via telephone. 

Towards Supplier G, Husqvarna show good forward planning and this has a positive im-
pact on their operation. It enables them to make the most of their lead-time. They can sus-
tain desired inventory level and plan the most efficient production schedule. 

Supplier D can be flexible to increased order demand, but this involves problem for Sup-
plier D as they need to start working shift. Supplier D does not know anything of Husq-
varna accessories lead time to end customer.  
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Supplier F think that if they could get the information regarding Husqvarna’s lead time to 
the customer, it could influence their purchasing costs as they could then plan their opera-
tion better.  

Supplier D cannot see any benefit from knowing Husqvarna’s lead-time. They think that it 
is Husqvarna’s responsibility to have control of their lead time and provide information to 
Supplier D. 

4.3.5  Forecasts 

The general perspective concerning forecasts is that it has a positive impact on financial 
performance and deliveries. The consensus of the suppliers is that when the forecast is reli-
able it enables the supplier to maximize the inventory handling, the production planning 
and the deliveries. However, relying on biased projected forecasts obstructs business plan-
ning and leads to poor inventory handling, insecure deliveries and inefficient production. 
When the suppliers discussed the concept of forecasts, the general understanding is that 
the forecast shows a prediction of the future that the supplier uses to plan their sales, their 
production, and their profit. Too high of an expectation might lead to more planned im-
ported goods, stocking up on too many finished goods or investment in extra capacity; 
while low expectation leads to the risk of not being able to deliver in correct quantity and 
time. Reliable forecasts is regarded important and affects every aspect of the dyadic per-
formance.  

When the suppliers discussed the understanding of background calculation of the forecasts, 
they all agreed that the credibility of the information impacted the forecast. Discussing the 
near future, the suppliers vary in their concern with the uncertainty in the world and the 
ongoing financial crises. However, they all find Husqvarna accessories view of the future to 
be useful.  

“A forecast is very good to have when planning the production, however, if the forecasts are incorrect it could 
yield problems with deliveries” (Person C, Person C, personal communication, 2008-11-28). 

Besides the yearly forecast the suppliers discussed the concept of the unexpected increases 
of sales due to seasonal changes or promotional events. Including these forecasts in the 
web-based system would be good and such insight would improve business preparations. 

Supplier C have experienced problems with the reliability of the forecasts and now uses it 
as one of many metrics to plan upcoming deliveries. If the forecast was more reliable, they 
would rely on them more.  

Supplier A had a problem this year with the forecast where the actual sales were nearly 
double compared those that were predicted.  

The forecasts are based on the sales of the previous year and Supplier B knows how the 
calculation behind the forecast. They do not use them because new products will soon be 
offered, and for new products forecasts are hard to construct.  

Supplier G however believes that their products are pretty resistant to market changes, but 
still wants to know if Husqvarna expect any demand changes in the future.  

Smaller variances from the yearly demand forecasts is at smaller interest for Supplier F, but 
they experienced an unexpected boom in deliveries this summer and knowing that in ad-
vance would have been useful.  
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Husqvarna has lately increased the communication towards Supplier C concerning promo-
tional events, and they find the information useful. 

4.3.6  Sell- through information & Point of sale, Sales information 

The sales information is regarded to be Husqvarnas responsibility even if the additional in-
sight may improve the understanding.  

“What happens after Husqvarna AB Accessories I do not know, and see no benefits of knowing either” 
(Person B, Supplier B, personal communication, 2008-11-28). 

The sell-through information should be limited. According to Supplier B, their access to in-
formation regarding Husqvarna accessories customer side is not important. While Supplier 
C see a potential benefit in sell-through information. For Supplier C knowing how many 
products being sold, can help them in predicting an upcoming order and consequently 
schedule their production better. 

4.3.7  Shipment notice and Delivery information 

When discussing the shipment notice the supplies either confirm the delivery one or two 
times. First the supplier guarantee the delivery when accepting the order. By accepting the 
order proposition from Husqvarna the suppliers agree to deliver the goods according to 
the orders delivery date and delivery quantity. In this way Husqvarna only get one delivery 
confirmation. The supplier can also send a second confirmation when the order is shipped 
to further ensure the delivery. In both cases the supplier find it to be a obligation to return 
with information if the order cannot be delivered on time or with the expected quantity. 
None of the suppliers see any problems with the current system of delivery information.  

Supplier G respond to the order placed by Husqvarna and if Supplier G cannot meet the 
requested demand in quantity or in delivery date, they clarify this in the order confirmation; 
at which point Husqvarna then come back with a new order that fits the new circums-
tances.  

Supplier C notify the buyer when they have shipped the order while Supplier F only con-
firm the delivery date when receiving the order, both of these suppliers find that their sys-
tem works fine. The way of approving the order or sending shipment notice varies between 
fax, mail and web-based. None of the suppliers see any problems with their current system.  
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5 Analysis  

This chapter presents our Analysis where the authors reflect on the empirical findings and interviews. This sec-
tion will lead to finding the answer to the purpose.  

5.1 Introduction 

Discussing and elaborating how information effects dyadic relations, one would find that it 
is a dynamic process. The interviewed suppliers all had different relations to Husqvarna, 
some have a very close relationship while others are at arm’s-length. The features in the 
web based system also vary as suppliers all have a different set of circumstances. The sup-
pliers have varying preferences and different expected performance outcomes. In fig 12 the 
authors show the different sections discussed in the theoretical framework. 

 

      Figure 12: Enhanced information sharing derived from theories 

5.2 Relationship factors 

5.2.1  Collaboration 

When discussing and elaborating on how information sharing effect relations one finds that 
it is a dynamic process. The interviewed suppliers all have different relations to Husqvarna, 
some have a very close collaboration while others are at arm’s-length. However, findings 
show a movement towards a closer collaboration in symbiosis with Hoyt & Hug (2000) 
reasoning. This is the notion that supplier collaboration depends on many different factors 
and that history has shown a movement from arm’s-length relationships into closer colla-
boration. The collaboration, in the setting being investigated, is according to Vereecke, A, 
& Muylle, S (2006) a combination of both a structural approach and an increase in ex-
change of information approach. The structural approach is represented by the implemen-
tation of the web-based system as it seeks to change and improve the current information 
flow. The information exchange approach is obviously represented as the underlying ratio-
nale for implementing the web-based system as it seeks to improve efficiency in the shared 
information. Hence, one factor that affects the collaboration the most is the factor of in-
formation sharing between the two business partners. In the conducted case study one can 
identify the broader strategy, from which McClelland (2003) elaborates upon. Husqvarna 
has already implemented the structural foundation needed, through the implementation of 
the web-based system; they now focus on utilizing the structural foundation in terms of 
improving the information flow with suppliers. Expected organizational benefits are ac-
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cording to Supplier G improvements in their organization in terms of organizational sche-
duling, order handling and planning deliveries. Other expected improvements  in perfor-
mance measurements are, according to McClelland (2003), cost reduction through more ef-
ficient and more transparent information flow and higher customer satisfaction. Vereecke 
& Muylle (2006) even further emphasize the importance of collaboration. They argue that 
collaboration is a valuable approach for finding world class performance. However Ve-
reecke & Muylle (2006) also mention that many companies only lay modest investments on 
the collaboration with suppliers and therefore only  minor improvements can be expected 
on different performance measurement.  

The supplier Supplier F is not interested in a closer collaboration, as they already collabo-
rate very closely with another Husqvarna department. The mentioned mindset that Suppli-
er F offer could, according Vereecke, A, & Muylle, S (2006), be a classic approach from 
which suppliers often have. Both Supplier B and Supplier F offer a skeptical mindset con-
cerning the usability towards a web-based system. These skeptical mindsets could be fur-
ther explained through using the theory presented by researchers Fawcett et al (2008); who 
say that true synergistic collaboration is rare within different supply chain networks. Often 
due to different scarce resources managers go for short cuts or technological solutions in-
stead of the more challenging cultural changes which is necessary for finding true synergies. 
The web-based system is a technological solution for facilitating efficient information shar-
ing and hence, in its essence only a mean for assisting an eventual necessary organizational 
change. McClelland (2003) declare that regardless of whether the tool is the fax, the inter-
net, or an integrated computer technology, the capability to transfer data between interest-
ed parties removes any reason to not be informed. The Supplier A emphasizes the impor-
tance of staying informed for better dealing with future organizational challenges. The re-
searcher Cassivi, (2006) results show on a congruent picture of what Supplier A previously 
stated and reasons that the level of collaboration between actors in the supply chain is re-
flected in the type and amount of information which ought to be shared. Cassivi (2006) 
even said that launching electronic collaboration tools is crucial for information sharing 
and executing complex supply chain activities; results derived from the implementation can 
transform the way that business is carried out between actors in the supply chain. Such a 
statement can be seen as rather bold. Although it is again in-line with Supplier A as users of 
the web-based system, they have adapted their organization after Husqvarna needs.  

With the help from different technological solutions and tools companies can facilitate the 
information sharing process in areas such as forecasting, planning, and refilling. E-
collaboration relates to the facilitation of sharing and distributing real time information. 
(Cassivi, 2006). Cassivi (2006) also states that E-collaboration has risen to be a fundamental 
concept for finding a competitive advantage and for supporting efficient business process. 
Moreover, increasing the visibility throughout the whole supply chain through sharing ade-
quate, accurate, and up-to-date information. 

The importance of information sharing when it comes to collaboration is stated from all in-
terviewed suppliers and Supplier A share a fruitful explanation when saying that an closer 
collaboration rely on an effective information sharing and comprehensive understanding of 
your business partner. A comprehensive understanding of business partners is according to 
Supplier G gained through improving the information flow between business partners. 
Hence, here a circular reasoning is shown, explained by a supplier which moves back and 
forward between information sharing and gaining an understanding for eventually increas-
ing the collaboration. When collaboration has been increased new information is shared 
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and the sequence continues. The concept of information sharing can however not be sim-
plified in only saying that it is enough to share information.  

“Information is really good if it is correct, concise and easy to grasp, only then we could bring down uncer-
tainty barriers and increase efficiency” (Person B, Supplier B, personal communication, 2008-11-
28). 

Here, similarities could be found with the existing theories, such as researcher Cassivi, 
(2006). In-line with Supplier B and other suppliers, Cassivi (2006) discusses the importance 
of sharing adequate, accurate, and up-to-date information for supporting and improving 
the business process. Supplier A have a clear standpoint and state that information that you 
cannot rely on is completely useless and only slows down the decision making process. 
Corsten & Felde (2005) claimed that collaboration is defined as creating value together and 
performing a high level of purposeful cooperation; furthermore they emphasized the im-
portance of sharing correct information. Time consuming and non purposeful processes 
should, according to Supplier D, be minimized and if mail handling and telephone calls 
could be reduced Supplier D could improve their operational efficiency. 

5.2.2  Trust 

A supplier who decides to compete and develop in the extremely competitive context 
which surrounds business will have to market themselves as a reliable partner. Researcher 
Blau, (1964) elaborates upon possible future benefits for entering long-term relationships. 
Organizations have to build a solid reputation and from a social exchange perspective trust 
is a core ingredient in presenting oneself as an attractive partner. The interviewed suppliers 
all strive for keeping Husqvarna as a long-term-business partner. Yang et al., (2007) dis-
cusses trust as a fundamental concept for keeping a long-term relationship between buyers 
and suppliers, in order to be more competitive for the changeable market. As all suppliers 
see Husqvarna as a reliable and trustworthy business partner a solid base to build a success-
ful relationship is to build trust. However the suppliers are not always certain on Husqvar-
na’s trust in their own organization.    

“We have a good relation and, we trust Husqvarna AB Accessories and we hope that Husqvarna AB 
Accessories trust us” (Person F, Supplier F, personal communication, 2008-12-04). 

Fynes & Voss, (2002) argue that building a strong fundamental base of trust is the ground-
work for making business transactions more efficient. However can this be done if the 
concerned partners do not know the other partners standpoint? The citation derived from 
Supplier F AB shows a need for improvement concerning information sharing as they pos-
sess an uncertainty of Husqvarna opinion. Though Husqvarna has a very liberal view con-
cerning trust and has no problem in sharing information with suppliers.  

Husqvarna want to share every information possible to all suppliers, the only information which could be 
seen as confidential for us would be information regarding acquisitions, personal information, or information 
concerning product development” (A. Bengtsson, Husqvarna AB Accessories, personal communi-
cation, 2008-10-27). 

Such information should perhaps be shared with suppliers to facilitate future information 
flow. Shin, Collier & Wilson (2002) argue that when building the trust relationship one will 
find synergies in both operational effectiveness and product quality. Synergies, more specif-
ically, in operational effectiveness as facilitated: cooperation, transactions, cost negotiation 
and information sharing between business partners. Then the incentives for Husqvarna to 
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further build on the trust relationship are great and they should obviously share their liberal 
mindset concerning information sharing with suppliers. 

Suppliers often relate the trust concept into the accuracy in the information that suppliers 
receive from Husqvarna. The information that Husqvarna share with their supplier has dif-
fered in reliability. However, suppliers make a distinctive difference in trusting the informa-
tion that Husqvarna chooses to share and the trust that they have for Husqvarna as a busi-
ness partner. Supplier B describes the importance of getting access to trustworthy informa-
tion as their lead time from India is over 5 weeks. Hence, scheduling and receiving clear 
and correct delivery dates are important. If the shared information cannot be trusted it will 
yield even more uncertainties then the situation already implies due to the long lead-time. 
The situation then could be improved by further improving the information flow and Ma-
loni and Benton (2000) discuss this concept; they say that when entering a long-term rela-
tionship with organizations, value is created and costs are reduced, even a subsequent in-
crease in responsiveness will be created. The mentioned increase in responsiveness be-
tween the organizations would diminish uncertainties and the web-based system that 
Husqvarna offers would be a tool for enabling the positive outcomes. Supplier B is current-
ly working with the web-based system however the system is presently not efficient as it 
should be because Supplier B has not put enough effort into learning the system.  

Supplier B continues saying that these uncertainties can normally be solved with Husqvarna 
through using other communication forms such as telephone and mailing. Dyer and Chu 
(2003) say that “Trust is believed to lower transaction, and negotiation costs, facilitate in-
formal cooperation, and lead to superior information sharing between the involved actors. 
To lower transaction costs managers do have to know where to search for the correspond-
ing information and if Supplier Could reduce the searching and avoid unnecessary tele-
phone calls, transaction cost could be reduced. The researchers Dyer and Chu (2003) also 
suggest different guidelines for business partners to market themselves: 

 Always keep commitments made to your business partner. 

 Always be frank and truthful with your business partner. 

 The info provided is believable by your business partner. 

 Sincerely care about the welfare and business success of your business partner.  
 

The four concepts stated could be seen as common business manor and a global company 
like Husqvarna should be in the front line in all concepts. However, the conducted case 
study discovers areas which could be improved. These areas are often linked to the current 
information flow that Husqvarna has with suppliers and more specific information regard-
ing forecasts. Supplier A, Supplier D, Supplier C etc. all describes that they have encoun-
tered problems with the forecasts accuracy. Forecasts are in its nature an academic guess of 
the future, depending how well the forecast is developed the more accurate the forecast 
will be. Though, one cannot escape the fact that a forecast is an educated guess. Hence, 
problems are bound to occur concerning accuracy and Husqvarna cannot promise that 
they will deliver completely accurate forecast in the future. Instead Husqvarna could make 
their forecast system more dynamic through improving the follow up activities, if signifi-
cant deviations from the original forecasts are found. Also Husqvarna should notify suppli-
ers if they have large campaigns coming up so the Supplier Can prepare production. The 
underlying rationale is, in the end, to enable better customer service and to cut unnecessary 
transaction cost.   
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5.2.3  Dependency 

Researchers Pfeffer & Salancik (1978) claims that suppliers operating under investment or 
skill constrains have to specialize in smaller sectors and consequently reach a limited cus-
tomer base. Operating with fewer customers will yield higher dependency for the supplier 
towards their chosen customers and therefore the supplier’s incentives to improve every re-
lationship are stronger. Provan et al (1998) elaborates on the issue saying that a higher de-
gree of dependence results in better information behaviors. As Supplier C has over 80% of 
their turnover derived from Husqvarna the dependency is very high and then, in-line with 
Provan et al (1998) reasoning, also the incentives to improve the information flow is signif-
icant.  

However, the findings did not only show a high dependency in terms of turnover but the 
suppliers argued, aligned with Kraljic (1983), the importance that their products have for 
the respective partner. In many occasions Husqvarna was a customer for leverage products 
or even strategically important products. Supplier E mainly deliver one product to Husq-
varna, consequently the  delivered product is strategically very important as Husqvarna is 
the only customer purchasing the specific product. Supplier F state that they have one very 
important product that they deliver to Husqvarna which relates to almost their entire turn-
over connected to Husqvarna. Supplier A claims that Husqvarna has their highest priority 
in their production and delivered Husqvarna products covers nearly 30% of the organiza-
tions turnover. Supplier A continues elaborating on that the dependency between the or-
ganizations is expected to increase as they offer products with a very promising future in 
the market. The comprehensive supplier portfolio approach which Kraljic (1983) offer for 
the buying company was according to researchers Van Weele & Gelderman (2002) created 
for classifications of suppliers for the purpose of evaluate dependence and bargaining pow-
er in purchase and supply management. The findings shows a high level of bargaining 
power from Husqvarnas side partly because of the previously mentioned statements done 
by suppliers and also because all Supplier Consider Husqvarna an important customer. 
Husqvarna mother company is Husqvarna AB, and is the global leader in outdoor power 
products for forestry, park maintenance and lawn and garden care, hence it is considered a 
reliable and stable business partner.  

“Husqvarna products are prioritized at Supplier B and this could at times be risky, especially if we have 
scheduled our production after forecasts and are depending on that Husqvarna actually buys the products” 
(Person B, Supplier B, personal communication, 2008-11-28). 

Supplier B continues saying that to decrease the dependency derived from uncertainty be-
tween the organizations the information flow between the organizations should be im-
proved. Hence the findings shows on another type of dependency derived from uncertain-
ty; uncertainties between organization feeds the dependency level and bring up obstacles 
for operational efficiency. Researchers Pfeffer & Salancik (1978) elaborate on the issue 
when saying that if the supplier has a smaller numbers of customers the dependence of 
these suppliers increase and the suppliers risks increase. A supplier can decrease the risk by 
establishing closer relationships with the customers. The Web-based system offered by 
Husqvarna is striving for improving the information flow and consequently bringing the 
organizations closer. 

5.3 Communication mean 

One can see clearly see that the computerization of the companies influence their openness 
to a web-based system. None of the Supplier Can see any problem with the usability of a 
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web-based system. The supplies could not see any implementation costs or the need for 
highly skilled staff to succeed in using the system. However, some of the suppliers using 
the system today feel that such a system has an inflexible format because the information 
for a specific product can be found on different locations in the system. All suppliers think 
that the information should be easy to grasp and that it should be under one roof. (Chwe-
los et al 2001). Supplier B would like to personalize the system to suit their needs and 
choose what information is included in a web-based system. In this way the trouble with 
suppliers wanting different information would be fixed.  

All suppliers mention a potential problem of using an additional system, which they have to 
check for information in both their own system and the extra web-based system. The all 
agree that the functionality of the system is strongly related to the information that is in-
cluded and if they can use it. This is what Sandkuhl (2008) argues to be the importance in 
the collaboration, the information availability in the supply chain, and that the main chal-
lenge for the supplier is to understand and make good use of the information. Vigtil (2007) 
argues the benefits with a web-based system to be reduced manual cost and manual time. 
The suppliers all agree that the reduction of manual cost is important to justify the use of a 
web based system. The supplies that already spend a lot of time handling the specific prod-
ucts are more positive to use a web-based to share information. While the suppliers that do 
not spend much time felt that checking themselves everyday for new information in a web-
based system is time consuming and therefore it does not help improve their business, the 
consensus is that the information sharing should be on their terms and increase their per-
formance. This is in line with Jonsson & Zineldin (2003) that claim that an expected posi-
tive outcome can motivate the use of a web based system for information logistics.  

5.4 Information logistics 

Daugherty et al (1999) defined the traditional information sharing to circulate around the 
order, and this is also the foundation for the supplier’s information from Husqvarna AB 
accessories. All suppliers receive an order that they deliver to Husqvarna. And the support-
ing information is something that the Supplier E experience that Husqvarna is willing to 
share. The information the suppliers receive could be received in a more convenient way 
along with additional supporting information. The additional information that could be ob-
tained must serve a purpose and it must be possible to use the information to improve the 
operation. All the suppliers agree with De Toni & Zamolo (2005) that supporting informa-
tion might improve the production planning which will shorten lead times, improve deli-
very accuracy and decrease inventory levels.  

The information trustworthiness and accuracy is the foundation for information sharing 
and if the partners do not supply correct information the information sharing will be de-
structive. The suppliers that keep inventories agree with Daugherty et al (1999) that inven-
tory can, to a certain point, be replaced with information. Vigtil (2007) argues the impor-
tance of demand visibility, the suppliers unified in this belief that knowing demand has an 
impact on their operation. None of the suppliers feel that everyday information is secretive, 
and that holding information private can improve their private performance. They there-
fore do not agree with Özer & Wei (2006) that claim that information often is kept  hidden 
for personal gain. The information should, according to the suppliers, be two way commu-
nications. When comparing the supplier’s views with Simatupang & Sridharan (2005) one 
can see that information sharing should be the circulation of relevant information in order 
to plan and control supply chain operation. The suppliers are aware that their response to 
the information they receive is important, they want to help Husqvarna to offer good cus-
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tomer service. The suppliers all think that labor cost can be reduced in theory with the 
usage of web-based system; however their concern is that it might be more expensive. The 
web-based system is not integrated with their system, and the suppliers think that it would 
involve more work for them to check information several systems. Vigtil (2007) opinion 
that a web-based system decrease labor costs is not shared with the suppliers.  

5.4.1  Frequency of information 

The frequency of information was one of the topics discussed the most and was found to 
be very important. It was correlated to inventory, lead-time and forecast and it affects all 
performance factors. McClellan (2003), So & Zheng (2002) both discuss this, saying that 
problems occur when the decisions are based on information that differs from realty. The 
suppliers explained that unreliable forecasts may lead to problems with inventory, delivery 
quality, customer service and an increase in costs. If the information was not up to date 
and accessible when needed, the wish to use the information was diminished. There is a 
correlation between the supplier’s opinion and McClellan (2003) that the information 
should be shared in real time and with live update. There might exist a natural time delay 
compared to the order system, because the mailbox is more natural to check, Angulo et al 
(2004) states that the knowledge of how often the Supplier Check the web-based system 
may result in closer collaboration. Relying solely on a web-based system for information 
sharing presents a risk; for a supplier who only delivers a few orders a month, the daily 
checking in Husqvarna separate system will not be done and perhaps the system will be to-
tally forgotten. The response system that Husqvarna uses today informs Husqvarna when 
their order is received at the suppliers and the time delay is easy to measure. This makes it 
easier for Husqvarna to audit the suppliers response time. According to Angulo et al (2004) 
such understanding may lead to an overall collaboration improvement. The frequency of 
information sharing and information update was regarded very important in every aspect of 
information logistics. 

5.4.2  Inventory 

Even if the full VMI, where the suppliers have full responsibility for the buyer’s inventory 
is not in use, the inventory is still an important factor for financial performance. The pur-
pose for inventory is to guaranty deliveries and customer satisfaction. The authors can see a 
comparison between the empirical findings and the view of Seth et al (2006) that if the 
supplier cannot deliver on demand, the buyer and end customer will be dissatisfied which 
will lead to losing customers and impair the reputation. It is difficult to maintain high cus-
tomer service and reduce the inventory costs. The suppliers’ view of the costs related to in-
ventory is the handling cost and the tied up capital in products the suppliers which also is 
the view of Coyle et al (2003). The suppliers focus is to upkeep the delivery security while 
trying to cut costs. The additional understanding of the future demand can aid that dilem-
ma. If given an insight into Husqvarna’s inventory, the Supplier C and Supplier D for ex-
ample, can adjust their inventory and production to fit Husqvarna’s needs. The Supplier A 
feels that they can better project the future demand if they know Husqvarna’s inventory le-
vels. And in these cases the supplier can plan an effective fill rate and keep make sure 
Husqvarna will not experience stock outs, which according to Morash (2001) is an impor-
tant performance factor. The information sharing of inventory can increase the coopera-
tion and the joint effort to increase the delivery quality and customer satisfaction. However, 
it must be motivated to check the inventory levels, Supplier E does not see the benefits as 
there is no cost related to their inventory, which is what Thakkar et al (2008) claims to be 
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the main cause for information sharing not to work. The inventory was regarded as an im-
portant factor in information logistics and this was also the finding of Vigtil (2007) 

5.4.3  Lead time 

It is clear that the longer the lead-times the supplier have, the more vulnerable they are, this 
is a general view from the suppliers as well from So & Zheng (2002). The knowledge of the 
supplier’s lead-time helps the order planning of Husqvarna and they can better understand 
what can be expected from the supplier. Lee et al (2000) elaborates that the benefits of in-
formation relies in the Supplier Capacity to react to the buyers demand. If Husqvarna 
wants to change the order volumes the suppliers needs to react to the new circumstances, 
need to enhance the production speed and create more capacity. Long lead-times and li-
mited capacity raises the need for supporting information and it is coherent with So & 
Zheng (2002) that claims that the suppliers with limited capacity should be prioritized when 
sharing information. It is also coherent with the suppliers view that it is important to re-
spect the lead time, as it might be problematic for the suppliers to quickly adapt to new cir-
cumstances without preparation. Supplier G, for example, are satisfied with Husqvarna, 
they show good forward planning which allows Supplier G to sustain desired inventory and 
plan their production in a good  way. The forecast information is considered the  most ef-
ficient information to aid the lead-time and to support the production planning. When 
both companies have an understanding of the Supplier Capacity they can together predict 
problems and find a solution,  which is in line with the view of Angulo et al (2004) on pro-
duction related to information sharing. Supplier B for example have a long and fixed lead-
time, Husqvarna knows this and together they adapt to requested volumes and delivery 
dates. 

The flexibility in capacity and lead-time must be compared with the economical advantages 
with mass production and larger batches. The extra cost connected with investing in flexi-
ble production will finally influence the cost of the product so it is also in the buyer’s inter-
est to respect the lead time.  Coyle et al (2003) argue that the productions cost influences 
quality and customer service. For Supplier D an increase in demand induces extra labor 
cost, a cost that needs to be upheld by additional revenue, a reliable production and when 
given enough time to deliver, it affects the performance. When there is a smooth flow of 
orders in and out of the company the stress factor is low and the risk for errors diminishes. 
Morash’s (2001) view is that delivery accuracy is an important factor for quality perfor-
mance and with reliable planning and enough time for deliveries; it will maintain or im-
prove performance. Supplier F did experience a great increase in sales this summer they did 
not expect. This time they managed to deliver but next time they may not. Lead-time does 
strongly influence the possibility to deliver, and when the circumstances to deliver in time 
changes, it affects the entire supply chain. The lead-time is correlated with the customer sa-
tisfaction and is regarded important information for both the supplier and the buyer, which 
is in line with Lapide’s (2001) claim that information sharing must be linked with the sup-
pliers operation planning to gain the benefits of transparency. 

5.4.4  Order fulfillment 

A strong metric was considered to be the delivery performance, where product quality and 
delivery security is in focus. This is considered the most important metric for performance 
as it is the factor that is visible for the customer. The authors can see this is also the view of 
Bolstorff (2003) that raises the on time deliveries and order fulfillment as the most impor-
tant factors for supplier performance. When a customer receives a low quality product it 
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influences the reputation on the product and of the company. Dyer and Chu (2003) 
claimed that keeping the commitments is important to uphold the trust. Also when delive-
ries include error the trustworthiness of the suppliers gets affected. The suppliers want to 
know how well they perform against Husqvarna and want to obtain information on their 
performance. This is argued by Bolstorff (2003) who mentions backorder as a metric which 
explains that an order is incomplete. The company can derive the reason for the backorder 
to either wrong volume or products not passing quality control. As long as the measure-
ment reflect the suppliers performance it is valuable, Supplier G for example have no inter-
est of knowing performance factors that do not clearly reflect their specific performance. 
The suppliers get, or hope that they get, information about their performance in form of 
backorders, because otherwise they cannot improve. The fact that the suppliers wants to 
receive the backorder information also with personal communication demonstrates that it 
has a high priority. 

5.4.5  Forecast information 

The view on forecasts is strongly related to the earlier research on forecasts; improved pro-
duction planning and better utilization of resources are the expected benefits of reliable 
forecasts. There is a strong opinion that forecasts should be updated regularly, a belief that 
is shared with Vigtil (2007). This is also in consensus with Cachon & Lariviere (2001) that 
relying on non credible information leads to building up unnecessary inventory and capaci-
ty. The suppliers prepare themselves to meet the expected demand and adjust the operation 
to fit the performance. Then, if there is a mismatch in expectation and preparation the 
suppliers either have too much capacity, inventory and expenses or fail to deliver. This 
view is shared with Cachon & Lariviere (2001) that claim that neither of the options is de-
sirable. The decision to invest in future sales is difficult and when facing uncertainty the 
suppliers need to compare the risk to spending too much money with the probability to 
cover customer demand and deliveries.  

However, when the information is reliable it is a useful tool for securing deliveries and 
maximizing operation which is also the view of Cachon & Lariviere (2001). The supplier 
that felt they had a long lead time experienced they had a strong need to receive regular 
forecasts, while the supplier that delivers just in time were more interested in an overall es-
timation of the coming demand.  

Supplier A had experienced problems with the forecast where the actual sales were nearly 
double compared the prediction. They agree with Vigtil (2007) that updating these fore-
casts regularly is important for suppliers to plan their operation. The need for forecast is re-
lated to the uncertainty of their business. When there was low uncertainty the customer 
service and delivery quality was regarded to be practically guaranteed and the need for fore-
cast was low. Supplier F had a general interest in knowing the forecasts while Supplier D 
are really dependant on the forecasts. The difference in the interest of forecast can be de-
rived from the business operations where Supplier F had really low inventory costs and 
hardly any tied up capital while Supplier D today work at full capacity. The suppliers agreed 
with Småros et al (2003) that long time forecasts for seasonality of products and promo-
tional events are important. Supplier F for example experienced a large unexpected change 
this year which is in line with Småros et al (2003) claim that promotional events are hard to 
predict for the supplier and they should be informed of such changes. 
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5.4.6  Sell-through information 

The findings did not show any similarities between the words of Disney & Towill (2003) 
and the suppliers that sell-through could replace ordinary delivery information. Nor do 
they all believe that the sharing of sell-through information could increase transparency 
with Husqvarna. Supplier B claimed that the information from Husqvarna customer side is 
their responsibility and that knowing that is of no interest to them. However, Supplier C 
could see a potential benefit as then they could better predict future order. The main argu-
ment for using sell-through was to better predict the future to be more cost efficient, im-
prove deliveries and customer satisfaction. This was not argued by Disney & Towill (2003) 
who claimed that sell-through information only shows present demand and does not in-
clude forecasts or future sales. The way the suppliers and Husqvarna utilize ordering and 
delivery is appreciated by the suppliers and none of them have any problems with the sys-
tem. The point of sales would not influence them in any way, as it would not change any-
thing in the suppliers operation and if Husqvarna wants them to send the deliveries to 
another location, they only need to change the address sticker. Husqvarna has two ware-
houses but the view of Lee et al (2000) is that the point of sale that can help the collabora-
tion, is not shared by the suppliers. 

5.4.7  Shipment notice & delivery information 

The shipment notice is information that the suppliers share so Husqvarna will know that 
the order is shipped. Their thought on shipment notice and delivery information is in line 
with Vigtil (2007), who argues its importance as it guarantees the arrival of goods. They 
agree on the fact that quantity, date and destination are something that should be included, 
which is also discussed by Vigtil (2007). The order confirmation and delivery information is 
to reassure Husqvarna that they will receive the order. The fact that the supplier respond to 
the order, with confirmation or with suggested changes due to their ability to deliver reite-
rates the importance of two way communication between the supplier-buyer and that the 
supplier values Husqvarna operation. Vigtil (2007) argues that information sharing between 
a buyer and a supplier should be a two way communication. The suppliers want to aid 
Husqvarna to keep end customer satisfied with qualitative deliveries which is in line with 
Sheu, Yen & Chae (2006) that stresses the advantages of closer collaboration. Supplier D 
would like to be able to change and maximize the order quantity in the web-based system. 
Today when Supplier D wants to change the deliveries, to adjust the volume to optimize 
transport, they inform Husqvarna which respond by sending a new order. For example, 
Husqvarna accessories order 30 boxes, then Supplier D send 40 boxes because that is one 
full pallets. Sheu, Yen & Chae (2006) claim that such collaboration influences the costs re-
duction and the financial performance. Also sometimes the Husqvarna order information 
have errors, for incorrect example product numbers and order numbers. It would be easier 
to include an “update” possibility concerning deliveries in a web-based system. Supplier F 
does confirm the order twice to reassure Husqvarna, first when the order is received and 
then when it is shipped. They do this so Husqvarna can plan the deliveries on their end, 
towards the end customer. This is in line with Vereecke, A, & Muylle, S (2006) that state 
the importance of the collaboration and even say that collaboration can lead to potential 
world class operational performance. 
Husqvarna does not have a tracking system on usual deliveries so the order confirmation 
and shipment is the best information they can get and is valuable for Husqvarna. There is 
no seen correlation between the view of the suppliers and Angulo et al (2004) that a track-
ing system could easily adapt to customer needs. However, Husqvarna receives containers 
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from abroad which include a tracking system where the information is regarded to be im-
portant.  

5.5 Performance outcome  

All the information sharing metrics are created to measure and follow up the performance 
of the supplier-buyer relation. Through the entire empirical section there is a strong con-
nection between the need of information and the expected outcome. The different suppli-
ers have different opinions on which information is needed. Emmett & Crocker (2006) ex-
emplified successful outcomes as lead time reduction, shorter order-cycle, the minimizing 
of inventory, batch sizes and tied up capital. Thakkar (2008) argues that the lack of ex-
pected benefits is the main reason for the failure of information sharing; the suppliers do in 
all areas come back to the expected increase of performance derived with information shar-
ing. The suppliers argued that information needs to serve a purpose and the purpose is the 
performance outcomes. The customer service towards Husqvarna and end customer is 
considered to be very important; this is echoed by Seth et al (2006) who states that custom-
er service has to have a large impact on suppliers, customers and employees but also influ-
ence the overall growth of the company. 

5.5.1  Customer service 

 With a focus on the performance outcomes, that is the aspects that are measurable in the 
everyday activity between a buyer and a supplier. Simatupang & Sridharan (2005) listed a 
number of measuring points companies can use to evaluate the collaboration and dyadic 
performance. Seth et al (2006) argued the importance of customer service and several of 
the information sharing metrics were argued by the suppliers to be important. When dis-
cussing customer service one must consider Husqvarna’s inventory, the forecasts and the 
knowledge of capacity; these are the things that influence Husqvarna’s possibility to deliver. 
The supplier’s view of customer service is in line with Morash (2001) who argue that it is 
measured in stock out in inventory. However Morash (2001) claims that one can derive 
that cost of service failure to improve the understanding between a buyer and a supplier 
was not stated.  

The supplier wants to have a high delivery quality towards Husqvarna and some of them 
want to be integrated more into Husqvarna to aid delivery to end customer. Morash (2001) 
argued that order measurements like complete orders, on-time deliveries and backorders 
refers to how well the supplier fulfills the buyers need. This view is shared by the suppliers 
who find backorders to be very important, in fact, so important that several argue that it 
should be communicated with telephone. The suppliers agrees with Morash (2001) that it is 
an important measurement to control the performance outcome in the company. 

5.5.2  Quality 

In addition, on-time delivery, complete order, and accurate forecast demand is regarded by 
Coyle, Bardi & Langley (2003) to be a quality measurement. And the suppliers agree with 
Seth et al (2006) who argues that when a supplier has problems planning the operations, it 
leads to a decrease in business performance. Supplier D and Person C for example argue 
that the individual performance benefits of receiving information on performance. Morash 
(2001) elaborates further to say that measures, for example number of claims, could be 
used tracked to product quality and delivery errors in order to help the supplier improve 
quality. If problems did occur, it is important for performance measurement that they 
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would want to know. The suppliers view on quality is correlated with Coyle et al (2003) 
that is, it is influenced by the end customer 

5.5.3  Cost 

The suppliers will walk the extra mile to fulfill Husqvarna demand even if it results in an 
extra cost for the suppliers. It is a correlation with Seth et al (2006) that the service may in-
crease inventory when there is a lack of efficient information sharing. Several suppliers 
keep inventory to uphold delivery security. Also, Supplier A save capacity and Supplier D 
stand ready to implement an extra working hours, to meet a demand increase. The cost fac-
tor was discussed in all mentioned metrics, Coyle et al (2003) elaborates that cost is the 
measurement of efficiency. With high handling and administrative cost related to the ex-
pected outcome of information sharing with a web-based system, the suppliers were more 
negative. Supplier E for example do not have an inventory and estimated that they did not 
save money in production optimization or inventory reduction and could therefore not ex-
pect any benefits. Also the inventory, forecasts, lead-time and the frequency of information 
was derived to the personal cost benefits the Supplier Could be expected with information. 
Where the cost benefits were considered to be high the supplier was more positive to the 
usage of a web-based system. 

5.6 Analysis reflection 

When summarizing the analysis it was seen that the correlation between the “Relationship 
Factors”, “Information Sharing” and the “Performance Outcome” was more vibrant and 
lively then in the theoretical frame work summary. The authors visualize the finding in the 
study in figure 13 which shows upon a more active relation where the different sections in-
fluence each other in a more dynamic way. 

 

   Figure 13 Final information sharing developed from analysis 

Corsten & Felde (2005), for example, stresses the correlation between information sharing 
and relationship factors. It is visualized in fig 13 that the relationships factors have an im-
pact on the information sharing. Simatupang & Sridharan (2005) argue that information 
sharing refers to the collecting and circulating of timely and relevant information to plan 
and control performance outcome, which is further visualized in the figure. However, to 
more clearly state the dynamics of information sharing with a web based system, arrows 
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have been added from “Performance Outcome” to “Information Sharing” and from “In-
formation Sharing” to “Relationship Factors”. Even if, for example, Vigtil (2007 discussed 
the impact information sharing has on the relationship, the empirical finding strongly 
showed the correlation between the two sections. Also that the “Performance Outcome” 
influence “Information Sharing” is discussed. Thakkar et al (2008) for example claimed that 
the expected outcome affects information sharing and Simatupang & Sridharan (2005) 
claimed that performance measurement influence the relationship factors. So, it is seen that 
the study insisted on specifying these influences to understand the more active relation be-
tween the sections . 

The first section is the “Relationship factors”. In a situation with several suppliers with dif-
ferent set of circumstances and different relations with Husqvarna AB, it could be seen that 
the view on how information sharing affects the relationship differs between the suppliers. 
It is seen that some suppliers are not interested in a closer collaboration with a web-based 
system, which can be explained with a theory presented by Fawcett et al (2008) which 
states that true synergistic collaboration is rare within different supply chain networks. The 
comprehensive supplier portfolio approach which Kraljic (1983) offer for the buying com-
pany was according to researchers Van Weele & Gelderman (2002) created for classifica-
tions of suppliers for the purpose of evaluate dependence. It could be seen that Husqvarna 
not always stood for a significant part of the suppliers turn over, but still the product was 
of a strategic value, which according to Kraljic (19998), demands close relations. 

 The suppliers all valued Husqvarna as an important customer and Shin, Collier & Wilson 
(2002) argued that improving the relationship one will find synergies in both operational ef-
fectiveness and product quality. The difference in the suppliers views on dependence is dis-
cussed by Pfeffer & Salancik (1978) who argues that if the supplier has a smaller number of 
customers the dependence of these suppliers increases and the suppliers risks increases. A 
supplier can decrease the risk by establishing closer relationships with the buyer. The web-
based system offered by Husqvarna is striving for improving the information flow and 
consequently bringing the organizations closer, which is elaborated by Bartels (2003) who 
also claim that it reduces costs and improves customer service. The relationship factors are 
complex and influence the will to share information; but according to the suppliers and 
several researchers it also influences the performance outcomes. Dyer and Chu (2003) 
claimed that, to trust each other the companies always should keep their commitments, be 
truthful and provide believable information to your partners. It could be seen in the study 
that trustworthy information with a web-based system does influence the trust in the rela-
tionship. The view on information sharing is in line with Cassava (2006) that claims that 
adequate, accurate and up-to-date information is important for the collaboration. Therefore 
an arrow is added that goes from the “Information Sharing” section back to the “Relation-
ship Factors”. 

The Second section is the “Information Sharing”. Sandkuhl (2008) argues that the informa-
tion availability in the supply chain is important for the collaboration. Some of the suppli-
ers using the system today felt that such a system is inflexible as a specific product can be 
found on different locations in the system. All suppliers think that the information should 
be easy to grasp and serve a purpose. De Toni & Zamolo (2005) discuss this further, stat-
ing that supporting information will ease the production planning which will shorten lead 
times, improve delivery accuracy and decrease inventory levels. McClellan (2003) continues 
that it could lead to cost reduction and higher customer satisfaction. There was no consen-
sus on which information needed to be shared with a web-based system. However, all find 
it to be very important that Husqvarna is satisfied and agree with Bolstorff (2003) that on 
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time deliveries and order fulfillment is important information for a supplier to know how 
they perform. In fig.13 the arrow from “Performance Outcome” back to “Information 
Sharing” refers to the suppliers wish to take part of the performance metrics like back or-
ders and fulfilled order information from Husqvarna, even if its regarded to be so impor-
tant that it should be received also with personal communication if something is not satis-
factory. Husqvarnas opinion is considered to be important for the relationship, the arrow 
from the “Information Sharing” back to “Relationship Factors” gives the impact perfor-
mance information has on the relationship. One can see a comparison between the empiri-
cal findings and the view of Seth et al (2006) that if the supplier cannot deliver the demand, 
the buyer and end customer will be dissatisfied which will lead to losing customers and im-
pairing the company’s reputation. The suppliers believe that reliable forecasts tended to 
improve production planning and reduced uncertainty which improved performance. So & 
Zheng (2002) elaborates that uncertainty of customer demand and order fluctuation leads 
to companies being forced to keep extra inventory or invest in extra capacity to be able to 
deliver in time. The suppliers regard Husqvarnas insight in the future to be important and 
agree with Småros et al (2003) that forecasts for seasonality and promotional events are 
important. The suppliers view is aligned with  Vigtil (2007) that forecasts should be up-
dated regularly.  

Some suppliers feel that they can better project the future demand when given information 
in Husqvarna inventory levels; and in these cases the supplier can plan an effective fill rate 
and keep an watch out for Husqvarna to make sure it will not experience stock outs, which 
according to Morash (2001) is important performance outcome and according to Seth et al 
(2006) is a significant Relationship Factor.  It is important to share shipment notice and de-
livery information, which is in line with Vigtil (2007), who argue the fact that quantity, date 
and destination are something that should be included as it guarantees the arrival of goods 

The third section is the “Performance Outcome”. The featured factors in “Information 
Sharing” could be used to measure and follow up the performance of the supplier-buyer re-
lationship. Through the entire empirical section there is a strong connection between the 
need of information and the expected outcome, both concerning financial gains and cus-
tomer service . This is in line with Thakkar (2008) who argues that the lack of expected 
benefits is the main reason for the failure of information sharing. The forecasts and the 
knowledge of capacity in the final step were regarded to influence Husqvarnas possibility to 
deliver to end customer. The suppliers wanted to secure a high delivery quality towards 
Husqvarna, while some of them want to be integrated more into Husqvarna to further as-
sist in securing the delivery to the end customer. This is in line with Corsten and Felde 
(2005) view that collaboration is creating value together. The cost factor was also involved 
in all metrics. When the supplier saw a high handling and administrative cost related to the 
expected outcome it was not equally attractive. The view of Vigtil (2007), that information 
sharing with a web-based system reduces manual cost was shared by suppliers. Cassivi 
(2006) argued, that E-collaboration has risen to be a fundamental concept for finding a 
competitive advantage and for supporting efficient business process. When discussing the 
outcomes of information sharing with a web-based system, the Supplier Could see poten-
tial cost reduction in line with McClellans (2003) view on a more transparent information 
flow.   



 

 59 

6 Conclusion  

The conducted research shows a widespread need for structuring the information flow be-
tween the investigated business partners. Husqvarna has proven to be a very interesting 
case to investigate as they have acknowledged the existing need and therefore implemented 
a tool which strives for structuring the information flow with their suppliers. The findings 
from the conducted research show forth a very dynamic reality which includes numerous 
factors that affect the information logistic. Hence, when drawing conclusions from the 
analysis it became clear that correlation between the Relationship factors, Information 
sharing and Performance outcome was strong; even stronger then the theoretical frame 
work lead us to believe. The Collaboration, Trust and Dependence was expected to influ-
ence Information sharing, and as a consequence of that link, the Performance outcome. 

 What factors is determining the level of information which should be shared?  

As the findings shows upon an interrelated reality both relationship factors and perfor-
mance outcomes affect the information sharing process. More specified the performance 
outcome Customer service, Quality and Cost do strongly influence the suppliers will to 
share information. The most important incentive for suppliers to share information is to 
uphold customer satisfaction. The Customer Service affects the decisions in the organiza-
tion and to maintain high satisfaction the suppliers are willing to adapt to new circums-
tances. Performance Outcome refers to On-time delivery, complete order, and accurate 
forecast demand and is important for Customer Service and therefore important for the in-
formation sharing. The cost factor is the lead time reduction, shorter order-cycle, the mi-
nimizing of inventory and batch sizes or reduction of tied up capital are factors that influ-
ence the information sharing. If these outcomes could be predicted the level of informa-
tion sharing would increase. Another factor influencing the level of shared information is 
the fact that information is only useful if it is trustworthy, consequently if there exists inse-
curity in the reliability of the information the level of information wanted to be shared 
drastically decreases.  

 What type of information is going to be shared through the web based system from 
the buyer and supplier’s perspectives?  

As Husqvarna provides a very liberal view on their information sharing the buyer perspec-
tive is answered through stating that all information could be shared as long as the infor-
mation is needed. Findings from supplier interviews show on no consensus regarding what 
information should be shared. Information requested by the suppliers are, updated inven-
tory levels, lead-time from Husqvarna to end customer, back orders, order fulfillment, on-
time deliveries, complete orders, forecasts both covering several year, short notice forecasts 
and sell-through information. 

 Is a web-based system suitable for information sharing in a buyer-supplier relation? 

There is no technological hinder for a Replenishment system to be suitable for the infor-
mation sharing. However, the application must be flexible and versatile in order to be use-
ful. It must offer customized pages for each supplier. Also an application notifying when a 
system update occurs so the suppliers do not have to check the system everyday should be 
included. How useful implementing a Replenishment system would be differs for each 
supplier. Some suppliers rely on the information to make operational decisions and for im-
proving their businesses, while some can see it as a supporting tool besides presently used 
mail system. 
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“As a planning tool, it sounds great” (Person G, Supplier G, personal communication, 2008-12-
05). 

As the aim for a web-based system is to structure and gather the information sharing into 
one system an application notifying the suppliers through an automatic mail sent when up-
dates or orders are given will allow the system to act as a planning tool as well 

 Can the information sharing with first tier suppliers be conducted using a universal 
template including the same type of information?  

There is a possibility for Husqvarna to share supporting information with all suppliers. A 
universal template could be used as long as the suppliers are given instructions upon which 
information is needed in their specific case. The reason for implementing a universal tem-
plate is to facilitate the information logistics for Husqvarna. As they only have to customize 
each specific product and relating quantity and not put any focus upon different types. 

6.1 End discussion 

The purpose of this thesis was to analyze how a company can utilize a web-based system to 
share information with their first tier suppliers.  

It is clear that Husqvarna seek to change the relationship with their suppliers from an arm’s 
length to a collaborative relation with the support of information logistics; which is men-
tioned by Sheu, Yen & Chae (2006) to add long time value, like financial performance and 
cost reduction. However, Fawcett et al (2008) warns that synergistic collaboration often 
fails because managers ignore the relationship factors and go for a quicker technical solu-
tion. Cassivi (2006) said that to plan the collaboration for enabling and sustained and effec-
tive E-collaboration is crucial for launching electronic collaboration tools. The study shows 
that the dynamics of web-based system should not be simplified into just an implementa-
tion of a system but should involve a thorough and continuous work with the suppliers in-
volved. Husqvarnas need to uphold the knowledge of the supplier’s circumstances to util-
ize a web-based system. As expected the information requested by the suppliers varies, and 
to utilize a web-based system Husqvarna needs to involve purposeful information for all 
suppliers. As some suppliers requested more information and some would only receive in-
formation specified to their specific needs, Husqvarna faces an application complication. 
De Toni & Zamolo (2005) theories on purposeful information rings true and the sharing of 
all metrics is not optimal for some suppliers. Hofman (2007) also elaborated that sharing 
too much information leads to confusion. It is seen in the study that a web-based system 
could be used for information logistics, however, Vigtil (2007) states that a benefit is the 
reduction of manual hours, this is only mentioned by some of the suppliers while in several 
cases the web-based system is related to more work. Husqvarna needs to address the prob-
lems with availability of the web-based system, so the suppliers who do not check the sys-
tem often can keep up with new developments. A suggested solution was to implement a 
way to inform the supplier when the web-based system is updated. 

Further managerial implications are that manager need to address the specific nature of the 
suppliers to be able to utilize a web-based system. The concept of information logistics is 
far more complex then the transferring of information.  
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6.2 Further studies 

The purpose of this thesis was to analyze how a company can utilize a web-based system to 
share information with their first tier suppliers. The study has shown the dynamics between 
the “Relationship Factors” the “Information Sharing” and the “Performance Outcome”.  

Husqvarna AB Accessories is a department at Husqvarna AB. As the thesis is based on a 
case study, it would be interesting to test our findings in a different segment. Is the findings 
applicable on in different department at Husqvarna AB. Would the buyer and the suppliers 
have other opinions if the context were different? For example if the buyer also had pro-
duction on their own. Would the findings be the same if Husqvarna had JIT production 
without inventory as a buffer? How large an impact did the product segment of garden ac-
cessories have on the findings, if the circumstances concerning the other factors were the 
same, would the accessories department at Sony Ericsson yield similar answers? And would 
the dynamic relationship be equally complex if all the suppliers were located in Husqvarna 
or in a village in China? Husqvarnas suppliers delivers a wide spread of products, from oils 
to advanced products. If the product range were less complex would Husqvarna’s will to 
implement a web-based system be equally strong?  

It would be interesting to follow up the impact the utility of a web-based system have on 
Husqvarna AB accessories and its suppliers. How do the information sharing with a web-
based system affect the customer service and customer satisfaction, could a cost reduction 
be seen, and does product and delivery quality improve? From Husqvarnas point of view, 
does a fully implemented web-based system improve their handling system with reduced 
paperwork and manual hours as a result?  

Researchers argue that implementing a web-based system is costly. It would be interesting 
to know who much it cost to create a web-based system. Also how much support do the 
suppliers need for the implementation of the system to run smoothly. Some of Husqvarnas 
suppliers have access to a web-based system today but do not use it fully; it would be inter-
esting to investigate how Husqvarna, as a buyer, could act to better aid the suppliers to use 
the web-based system. And in addition, as the suppliers ask for different information how 
much information could be included in the web-based system before it gets too compli-
cated to use.  

However, the study showed that the suppliers have different needs and do not request the 
same information. Some suppliers felt they did not deliver enough products to justify using 
a web based system regularly. The authors would find it interesting to conduct a study on 
how such a web-based system could be created so the application handiness is easier both 
for the heavy users and the suppliers who check the system rarely. Furthermore, a request 
from some suppliers was to adapt the system after their wishes, and it would be interesting 
to know if that is possible and how it would work. 

This study is conducted on the dyadic relationship between Husqvarna and its first tier 
suppliers, it would be interesting to know if a web based system could be implemented on 
the entire supply chain and what opinions the second a third tier supplier would have. 
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Appendix 

Husqvarna AB Accessories 

Husqvarna was founded in 1689 as a weapon factory. Husqvarna AB is today market lead-
ers in their segment and produces outdoor products for forestry and garden, they also new-
ly added a new segment within Construction and diamond tools. Husqvarna Group offers 
products suitable booth for consumers and professionals and sell products in more than 
100 countries. For 2007 Husqvarna AB amounted SEK 33,3 billion and had an average of 
16,000  employees. The products flora is wide and they offer for example chainsaws and 
protection clothing for the forest industry. In the garden and Lawn segment it includes 
products like lawn mowers and garden tractors. When Husqvarna purchased Gardena State 
they included the construction products, for example machines and diamond tools under 
the old brand name.  

Husqvarna AB Accessories is a department at Husqvarna AB. They have their headquarter 
in Huskvarna and are five employees. Accessories has four  purchasers and a couple of 
construction engineers. The purchasers at Accessories has two specific work areas, strategic 
purchasing which is related to finding good suppliers that offers quality products and ser-
vice. And the other is the operative purchase which is related to the inventory management 
of the products. Accessories has two warehouses in Husqvarna and several warehouses 
around the world in the Husqvarna group’s sales companies. The sales companies are rep-
resentatives of Husqvarna and delivers the products to end customers within their country 
of origin. Accessories has approximately 150 suppliers from all over the world. The suppli-
ers are in different sizes and deliver everything from screws to advanced accessories. Ac-
cessories do not produce any products themselves. However, a construction team at Husq-
varna AB develops products that then is leased out for production. The accessories de-
partment is not to be confused with the reserve parts that Husqvarna AB guarantee their 
customers. Accessories is profit driven and their product range is related to customer de-
mand and requests. The Accessories offers products from three different brands, Jonsered, 
Outdoor accessories and Husqvarna. Their product portfolio most sold items are Swords, 
Chains, Oil,  protective clothing and tools for the private market. The products include 
both reserve part as well as products related to the activity. Accessories has a yearly turno-
ver of approximately SEK 1,5 billion.  
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Interviewguide  

Interview introduction 

 “Replenishment” - Husqvarna AB Accessories internal term for their Web-based system 

 Vision - Husqvarna AB Accessories Vision is to share information with all supplier with a web-

based system 

Suppliers introduction 

 Describe your operation?   

o Do you produce goods or distribute? 

 Explain the background for your chosen operation , JIT, large or small batches? 

Information logistics 

 Explain the exchange of information today? 

 What is the mean of information sharing and how is it structured? 

 Can you explain the strength and weaknesses of the way you share information in the current way? 

 Production schedule & Capacity 

 Can you describe you capacity towards Husqvarna AB Accessories? 

 Can you adapt the capacity for a change in demand? 

 Is Husqvarna AB Accessories aware of your capacity? 

 Do Husqvarna AB Accessories respect you ability to produce? 

 Could you describe and exemplify how it effects you when the capacity is not respected? 

 Do you estimate that Husqvarna AB Accessories knowing your capacity is important for your opera-

tion and your relation? 

 Do you share your production schedule to Husqvarna AB Accessories 

 Would you be open to share you Production schedule and capacity with Husqvarna AB Accessories? 

Lead-time 

 Do Husqvarna AB Accessories know you lead-time? 

 Do Husqvarna AB Accessories respect the lead-time when they place an order? 

 If the lead-time or capacity change, do you inform Husqvarna AB Accessories? 

 Do you know Husqvarna AB Accessories lead-time towards the end customer? 
 

o Could you explain how this information could/do influence you operation? 
 

 Do you regard lead-time information to be important in you operation and your relation? 
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Forecasts  

 Do you have forecasts on Husqvarna AB Accessories products? 

o Is these forecasts received from Husqvarna AB Accessories or do you have your own fore-

casts? 

 Can you explain how the forecasts is used in you operation? 

 Can you describe how the forecasts affects you operation? 

 Do you know how the forecast from Husqvarna AB Accessories is constructed?  

o Is this of interest of knowing, will that effect you? 

 Do you feel that you miss information on forecasts? 

Sales information 

 Can you explain what kind of sales information you receive from Husqvarna AB Accessories? 

o Order, backorders, point of sales, sell-through information? 

 Do you receive sales information regarding seasonal changes or promotional events? 

 Can you explain how sales information affects you operation? 

 Do you feel that you miss any information regarding sales? 

Inventory  

 

 Do you have inventory on Husqvarna AB Accessories products? 
 

o Can you explain why? 
 

 Are you open to share your inventory status to Husqvarna AB Accessories if they asked you to? 
 

o Can you explain (potential) benefits or problems with sharing your inventory information 
 

 Do you receive any inventory information on Husqvarna AB Accessories inventory? 
 

o Can you explain how you use this information? 
o Do you know how the information is constructed? Live update, updating based on incom-

ing order or pick outs? 
o Can you explain the benefits with knowing Husqvarna AB Accessories inventory ?  

 

Delivery notice 

 Do you inform Husqvarna AB Accessories on scheduled deliveries, confirmed deliveries and correct 

deliveries? 

o Do you have suggestions for improvement? 

 Do you get access to information on delivery performance?  

o On-time deliveries, order fulfillment, backorders? 
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 Can you explain how information on delivery performance affect you business and relation? 

General 

 Can you describe your relationship with Husqvarna AB Accessories 
 

 Is Husqvarna AB Accessories regarded an important customer to you? 
 

o Exemplify why? 
 

 How large proportion on the yearly turnover is connected to Husqvarna AB Accessories 
 

o Has this figure changed the last years, do you expect the figure will change the coming 
years? 
 

 Do you believe that an increase of information sharing could improve your operation? 
 

o Can you exemplify how? 
 

 Do you believe that an increase of information sharing could improve your relationship with Husq-
varna AB Accessories? 
 

o Can you exemplify how? 
 

 Can you see any problems with the application handiness with a web based system? 
 

o  Connected to you personnel? 
o Connected to the company’s business processes, established routines? 
o Can you exemplify? 

 

 Do you have an interest implementing a web based system with Husqvarna AB Accessories to in-
crease information sharing? 

 


